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Preface

,,,,,,

knowledge with effective models and strategies for developing magnet
school programs. This compilation of papers on magnet school planning
and development attempts to record and disseminate some of the
accumulated experience and knowledge. The volume is intended to address
the concerns and questions of local program administrators, school board
members, educators, and parents about how educationally-effective,
equitable magnet school programs can be incorporated into school
systems. It also identifies issues and concerns for which ready answers
are not yet available through experiment or research.

Magnet school programs were initiated in a few cities in the
early 1970's. By 1982, the movement had grown to include over 1200
schools in more than 140 urban school districts and the rate of new
programs implemented in the past five ycars has rapidly increased. The
magnet school became well known as a strategy for school desegregation
primarily because it offered an alternative to manditory assignment, or
busing. There are, however, four innovative elements that characterize
magnet schools: a) a special curricular theme or method, b) choice of
school by the student and parent, c) open access to students beyond a
regular school attendance zone, and d) a role in voluntary desegregation
within a district.

The initial models for magnet schonl curricula were the specialty

R L



schools in public education, suct - greéﬁ ‘gh School of Science (est.
1938), antéh Public Latin Schusi {est. :235), and Chicago's Albert G.
Laﬁe Technicai School (est. 1%7%,, < ich served selected students

for many years. Most specialty s¢# .. =dmit students by examination or
other measuras of performance or ability, and they typically -serve
highly gifted students. The basic idea of a magnet school is to attract
and enroll students based on their interest, either in a particular
subject, such as science, art, or in learning through a different
instructional approach, such as a Montessori or ungraded school. By
attracting students with common educational interests, but diverse
socio-economic backgrounds, the goals of a magnet school are to attain a
racially heterogeneous student enrollment and provide unique educational
experience.

Magnet schools have largely been developed through the initiative
and ideas of local school districts. Since the develepment of the
initial programs in cities such as Philadelphia, Boston and Cincinnati,
many school districts have adapted the magnet school concept and
strategy to the specific needs and interests of their communities.

Due to the high degree of local initiative, magnet schools across the
country have a wide variety of “themes" as well as different methods of
organization, such as a whole school, school-within-a-school, or
part-day program.

The development and expansion éF magnet schools received a major

boost with federal grants to support program planning and

Ot



3
implementation, which began in 1976 under an amendment to the Emergency
School Aid Aﬂt;'fhisrgrants program authorized funding for districts in
the processraf deségregatihg schools; the design of the magnet schools
haﬁever, was largely left to local districts. By 1981, 65 districts had
federal grants for their magnet school programs.

A new federal magnet schools program was authorized by Congress
schools grants for approximately 45 districts. One of the
responsibilities of the Department is to pian and organize an annual
conference of magnet school program directors for the purpose of
sharing the knowledge, experience, and strategies that have been
developed at the local level. For the March 1987 conference, several
district magnet program directors were asked to write and present papers
on specific aspects of magnet program planning and development, and
several researchers on magnet schools were asked to respond to the
papers and provide an overview of research knowledge on magnet planning
and development.

Four of the papers by district programn directors describe
| important elements of program planning and development. Bryant outlines
components of magnet school pianniﬂg and implementation that are found
in effectiv: programs. Fairlie's paper gives a step-by-step description
of the role of district administrators in developing a magnet program.
Hale and Maynard provide an analysis of effective strategies for
information dissemination and recruiiment for magnet schools. Pearson
describes in detail a process for planning resource allocations for

magnet schools. It should be noted that these papers present the
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present the experience, knowledge, and perspectives of district-level
administrators; other important sources of local experience and
knowledge, such as teéchérs, principals, community leaders, aﬁd parents,
are not included in this volume.

Two papers outline the elements of effective approaches to
evaluation and research on magnet schools. Laws' paper contains a
description of measures and data that should be used by school
distﬁjets in analyzing the performance of magnet schools. Bailey
describes the needs for improving research on magnet schools.

This is followed by three papers that examine prospects and
issues concerning magnet schools. Metxz analyzes three problems involved
in designing magnet programs that seek to offer educational equity and
excellence. Blank examines findings from a comparative analysis of local
magnet planning and development, and outlines steps taken in developing
successful magnet programs. Finally, Raywid relates a number of curent
magnet school issues to national patterns of organizational change in

education.
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 COMPONENTS OF SUCCESSFUL MAGNET SCHOOLS
. . INTRODUCTION

Hagnet schools were initiated tﬂ malntain quality intEQrated education and
to bring about desegregation in urban school districts. Today, however, they
are found in medium, small, and large school districts in urban and suburban
areas including all geographical sections of the United States. The use of
magnet schools as a desegregation tool has increased greatly during the past
decade. These unique and innovative educational programs are also helping to
transform public education. Equity and excellence in education, two major prob-
Tems facing the nation's public séhoal systems, have accelerated the expansion
of the magnet school concept. School districts are asking, "How do we achieve
equality as well as excellence?" The quest for a solution to school desegrega-
tion and educational excellence continues to cause more and more of the nation's
school districts to consider magnet schools as an option. A 1983 national study
of magnet schools, prepared by James H, Lowry and Associates (Blank, et al, 1983)
indicates that batween 1976-77 and 1981-82, districts implementing magnet school
programs grew from 14 to 138, Since 1982 not only have the number of school
districts implementing magnet school programs continued ta increase but the
number of magnet schools within school districts has also increased.

The attention being given the nation's public schools, as evidenced in
studies regarding the state of education in America including the Secretary of
Education's National Commission on Excellence in Education (1983), The Task
Force on Education for Economic Growth, and recent recommendations of the
nation's governors regarding public education, has certainly added impetus to
the acceleration of the number of school districts implementing the concept.

Development of magnet schools has not occurred in isolation but has taken
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:;?piaae within 2 generai sncietal cnntext and deve]apment has been affected by
4 changes 1n the saciéty as a whale. Cansideratian of the magnet school cuncept

zéjmust 1nc]ude a carefu] analysis Df canditians in local communities for. educa-
;tiona] change. The fallowing salient points should be considered:

(1) Placing magnet programs in locations that will attract all
ethriic groups.

(2) Devising iustructional programs that address changing educa-
tional needs.

- (3) Larger societal factors aFfeeting schools, e.g.,

Family need and composition

Parental perceptions

Changes in student populations

Teacher shortages _

Technological advances

Community resources 7

Legal mandates and judicial opinion, and

(4) Local districts issues affecting school planning:

Raising student achievement

Transfer policies

Building capacity/attendance zones
Voluntary interdistrict education plans

STUDY OBJECTIVES

This paper will identify and discuss components of successful magnet pro-
grams. A search of the literature indicates that even though researchers have
described the various components of magnet school programs the effectiveness
Df the various components in determining the success of the program has not
been a primary focus of their investigations. Most of the data in the litera-
ture is descriptive in nature. Although Blank, et al, 1983 includes some com-
parison, no indepth systematic, comparative analyses of magnet school components
as related to success in implementing a program was found. Thus, data found in
the review of the literature as well as a review of infg}matioE gathereé direct-

ly from school districts form the basis for this paper. Some attention
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: :has else been g1ven to the degree of attainment end unintended consequeneee nf e

eb;ectives ef magnet schen]s. )
Far purpases nf thie paper, magnet schools are these meeting the cr1teria‘t -
1nc1uded in the f9119w1ng definition by the United States Department of Educa-'\
tion:
“School or education center that offers a special curriculum capable
of attracting substantial numbers of students of different racial
backgrounds."

Components of Magnet Schools

There are multiple components and/or variables which must be considered in
implementing magnet schools. The program components vary based on locale, needs,
reseuntes, and emphasis of particular school districts. Suctese; hewever, is
directly related to the effectiveness in des‘igningi mixing, and implementing
these multiple components. The components can be divided into twc categories:

1. Core components--Basic elements which must be included in a magnet
school for success.

2. Ancillary Components--Elements which add to effectiveness of the
magnet school but depending on local circumstances may or may not
be included.
CORE CDHPONENTSk
Several factors have been identified as necessary ingredients in successful
magnet schools. These components are found consistently across districts in
magnet school programs. They are the very heart of the concept. They are:
(1) leadership, (2) organizational structure, (3) program design, (4) staffing,
(5) student selection, (6) resources, (7) student recruitment, (8) transParteé
tion, (9) funding, (10) evaluation.

Leadership

Leadership is a necessary ingredient in the magnet school tencept; and it
undergirds successful implementation of a district plan as well as individual

school programs. The study done by Lowry and Associates concluded that magnet
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| étﬁ&é?;*ﬁili not succeed uniess'there is strung distri:t ]eadership fcr a magnet -

. school poii:y and a plan for implementatian as well as schoa1 leadership tha£}4
1s inncvative and resourceful, Thus, the degree of success appears to be di-’f 
‘rg;tiy related to'iéadéréhip, including that exhibited by school boards, super-
intendents, district administrators, and school leadership.

School Board. The school board establishes policies related to the objec-
tives and finances of the schools. The school board is also responsible for
advocating, locating and reviewing planning options for magnets. Because of
the uniqueness of the program, flexibility in policies must be granted by school
boards as well as financial resources allocated. For example, the Policies and |
Administrative Procedures of the Houston School District include specific poli-
cies related to admissions, transfers and withdrawals, and transportation.
Staffing guidelines allow for fiexible'staffing based on unique program needs.
The board also has provided as a part of the budgeting process, the necessary
funds to accommodate the special program needs.

§grerintend3ﬂt; The superintendent, the CEQ of the district, is responsi-

ble for overall implementation and must lend visible support to the concept and

be committed to making the_olan work.

District Central Office Staff. The district central office staff provide

support and coordinate district-wide activities related to the magnet school
program. They are involved in the development of curriculum, supervision for
specialty teachers, purchasing, facility planning, personnel selection, and
transportation. They must understand the uniqueness of each program and provide
the support services to make the program work.

Several districts have created departments to furnish the. leadership essen-
tial in the general administration of the magnet school program. This depart-

ment headed by a top administrator coardiﬁates all of the efforts related to
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implementation of the program. The Assistant Superintendent for Enrichment
Programs in t@e Houston School District 1s responsible for the implementation
of the magnet school program. A bureau of magnet school programs in the Enrich-
ment Department 1s headed by a director who has the following duties:

1. Coordinates efforts with other departments and the community to
provide support services,

2. ldentifies needs and recommends curriculum projects.
3. Assesses needs, plans and recommends curriculum projects.

4. MWorks with magnet school principals to develop objectives and
visits the schools periodically to appraise the programs.

5. Cowmnicates and interprets Court guidelines as related to
magnet school programs and desegregation in the District.

6. Works with magnzt school principals to provide adequate staff-
ing to meet the needs of the individual programs.

7. Prepares instructional budgets,

Schooi Leadership. The campus leadership creates an environment which is

attractive to studencs and parents. Various leadership configurations are
utilized, but in all, the principal has the ultimate responsibilty of implement-
ing the program based on objectives and estalished policies, The principal has
tha option to delegate this responsibility to an assistant principal, dean of
instruction, program administrator or magnet school coordinator. The position
used in the Houston School District 1s a Magnet School Instructional Coordinator.
Illustrative duties of the magnet school coordinator include:
1. Actively recruit students for the magnet school program.
2. Establish and maintain open communicatfon with the community.
3. Exemplify positive interpersonal relations and aid in developing
good human relations among teachers/students and between personnel
and other personnel in the building. . - -

4. Serve as primary liaison with Transportation Department in matters
relating to magnet students.



5. Aid in developing program objectives and organizing a record keeping
system to monitor these objectives; participate in on-going evalua-
tion and modification of program as needed.,

6. Assist with preparation of budgat, financial reports, requisitions
for supplies/equipment and inventory of magnet school purchases,

7. Provide assistance in design of inservice for teachers and parapro-
fessfonals and work with individual teachers to improve clussroom
instruction.

8. Provide assistance 1in curriculum development and selaction of appro-
® priate enrichment materfals and activities,

Because of the nature of the duties performed by the magnet schocl coordi-
nators, districts have been able to identify and train 1instructional }eaders
who have moved intg;administrative roles in magnet and non-magnet schools, thus
increasing the effectiveness of instruction across the District.

Management Team and Advisory Committee. Some districts use a management

team concept. In the Fo,. Worth School District a management team serves as an
advisory body for policy making. The team reviews and determines the nature,
scope, and effectiveness of magnet programs and advises the Director according-
1y. The team functions similarly to a site-based management team, offering
advice and making policy which give direction to the following:

-+ Budget planning and implementation

« Facilities and equipment

« Personnel (This is a very sensitive area and the Manage-
ment Team's role will be limited to the suggestion for
personnel needs.)

Program development

Program evaluation

Communication and public relations

Scholarship opportunities

Student follow up

Other (as needs dictate)

Organizational structures of Magnet Schools

Magnet schools are structured to meet the needs of a school district as
well as the needs of a particular campus and/or community. The organizational

structure is related directly to the overall instructional and desegregation




goals of a particular magnet school. Since the main thrust of the magnet
school appraaih is to achieve integration through quality educatica programs,
ethnic composition of the school environment is important. The organizational
structure enhances the success factor by achieving the most integration possible
in a program as well as impacting the total campus at a level necessary to con-
sider integrated. It also influences the ability of a magnet school to attract
students. Some organizational structures allow for short term involvement 1in
an integrated environment.

A survey of of the forty-four school districts that received Magnet school

operational:
(1) School-Within-A-School Program

A School-Within-A-School Program is designed to attract a student
body reflecting established racial goals. A specific group of stu-
dents meets apart from the rest of the student body, although they
may join the others for non-academic and academic studies not related
to the magnet school's area of specialization. This separation fis
necessary due to the kinds of programs which are offered such as
music or programs for gifted students. The number of students to be
served is pre-determined based on space available, racial and ethnic
goals. Transfer students leave thefr home schools to transfer to
this magnet school or they participate in their home school's School-
Within-A-School,

Careful consfideration must be given to the relationship of the School-
Within-A-School's students, staff and resources to those on the same
campus in the regular school program. Where possible, the program
must impact the regular school population in terms of desegregation
and improvement in the total instructiona) program,

The School-Within-A-School structure 1s widely used in school dis-
tricts, It allows for the effective utilization of Jow enrollment
schools since a program 1is usually located in a building with vacant
space. It can also have a very positive effect on the total student
population as magnet school expectations - academic excellence, school
pride, parental 1involvement, etc. - permeate the entire school.

oy

(2) Add-On-Programs

In some magnet schools, specialty programs are added to the regular
school curriculum, In these instances, the student body affected in-
cludes the total enrollment of the school. Each school may have a



sl1ightly different format for attaining their educational objectives,
but 1n all {nstances each school has a magnet program as well as the
regular district curriculum. Transfer students are accepted based
on identified ethnic goals to 1impact the integration level on the
total campus.

This structure has been particularly effective in some school dis~
tricts at the elementary level. It allows for maximum utilization of
space but its greatest impact comes from the instructional enrichment
provided for a total school population.

It 1s suggested, however, that "add-ons" have two cerious disadvant-
. ages:

(a) Because the school remains basically racially identifiable, it
is difficult to recruit the non-resident race to a school.

(b) Because there s a segregated enclave, intergroup hostility is
always a problem. (Rossell, 1985: 7-22)

(3) Separate and Unique Schools

Separate and Unique Schools provide a unique curriculum and single
educational focus for all students attending the school. All students
transfer into a separate facility, usually a redirected school site or
newly constructed building. Students transfer into the program based
on the total number to be served and predetermined ethnic goals. This
model represents the {deal structure for a magnet school.

Separate and unique schools are called "selective schools." Even
though scme of these schools are now called magnet schools, the concept
of selective schools that rely on voluntary enrollment has been a part
of American education since 1635 with the founding of the Boston Latin
School. The best known of these schools compose an honor roll of U.S.
education: Bronx High School of Science in the Bron:, Lane Tech in

Chicago, New York High School of the Performing Arts in Manhattan, and
the High School for Health Professions in Houston.

(4) Cluster Centers

Cluster Centers are designed to give students from racially isolated
schools the opportunity to spend several days during a school year in
an integrated environment. These programs specialize in a given area
of educational experiences. Various education media for teaching are

used.

The Houston program includes the Outdoor Education Centers, Wildlife
Cluster Center, International Trade Center, Career World, and the
Children's Literature Center. . . -

Variations in these organizational structures are being implemented in a

few school districts. These include:




(1) Neutral Sites
Programs are placed in a sep.rate facility in a central location,
The facility may include one Separate and Unique Program or several
Schools-Within-A-School, A1l students transfer into the program or
onto this campus. The Downtown Magnet School in Boston 1s an example
of this structure.
(2) Part-Time Programs
Students in these programs attend their home school for the regular
curriculum and attend magnet schools only for the spscialty classes,
Sky Line Magnet School 1n Dallas {s an example of this structure.
It appears that all of the organfzational structures have merit as related
to program and desegregation goals of school districts. Some analysis of these
stru;tgres were included in Blanks, et al, 1983. However, further study should
be undertaken to answer the following questicns:
(1) Which structure is most successful and under what circumstances?
(2) Which structure has the greatest 1mpact on student achievement?
(3) Which structure is the most cost effective?

Program Design

Magnet schools are sfgnificantly different from one another as well as
from the comprehcisive program available in a given school district. The
program has a distinctiveness that is best for certain students, just as other
options, including the conventional school program, are best for others. The
magnet program is based on a distinctive curricula that provide relative equal
opportunities for all youth. (Barr, 1982: 37-40)

Unique Themes. The uniqueness of a magnet school is related to the theme

which determines the curriculum and/or delivery strategies and/or teaching
methods, and grade levels. Themes being implemented vary within school dis=
tricts but there appears to be district patterns. It is clear that while many
of the themes selected relate to interest of the student, others are selected

based on career options available for students in a community. The career




options are particularly important at the secondary level.

Unique themes have been determined in many different ways by school

districts:

a.

b,

C.

d,

e.

¢

Student and/or parent surveys to ascertain interest in a particular
theme.

Needs Assessments - Questionnaries used to secure responses on areas
of immediate concern and to provide an opportunity for open-ended
expression concerning needs and/or types of programs.

Parent-Teacher-Comunity Task Force
Visits to other school districts

School Core Committee - made up of principal, the Chairman of the
Parent Advisory Committee, a faculty-elected representative, and in
the case of a high school, a student leader. Core Committee members
meet with groups they represent and also serve on the Area Advisory
Committee. Data are used to supplement the recommendations relative
to programs and placement.

The magnet themes {implemented in school districts may be grouped 1into

categories related to curriculum, delivery strategies and/or philosophy and

student needs and/or characteristics. At the elementary level the majority of

the themes relate to enrichment of the curriculum with some school districts

giving attention to delivery strategies and students needs and/or character-

fstics.

At the secondary level, themes are related to career options and

specific student needs, such as banking, finance, aerodynamics, medical careers

etc,

A survey of school districts implementing magnet school programs indicate

the following categories:

Elementary Magnet School Themes

(1) Themes related to the curriculum:

Communication, Visual and Performing Arts - Music, Art, Dance,
Theatre, Photography

Math, Science and Computers «~ Marine Science, Zcology,and Out-
door Education, Environmental Education, Horticulture, Wildlife
Discovery -

ra
f
ml
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Academic - Structure of the Intellect, Foreign Languages, Prob-
lem Solving

"Humanities = Writing, Literature
Multicultural
Business Education
Physical Development
Technology
(2) Themes related to delivery strategies and/or philosophy:
Open Education Concept
Montessori
Continuous Progress
Individualized Instruction
Back to Basics
(3) Themes related to student needs and/or characteristics:
Early childhood
Gifted and Talented
Extended Day
Secondary Magnet School Themes
(1) Themes related to the curriculum and/or career options:

. Math, Science, and Computers and Technology - Biological and
Environmental Science, Pre~Engineering, Computer theory, appli-
cations and programming, Health and Medical Professions

. Business and Commerce, Finance

. Military (e.g. JROTC)

. Communications, Visual, Creative and Performing Arts - Tele-
communications, Graphic Arts

» Academics (in conjunction with a University) N -
. Foreign Languages

. Liberal Arts - Writing, Global Education, Classical Studies,
Teaching Professions, Literature

w19




. Government/Law -~ Law Enforcement, Criminal Justice
. {nternaﬁioﬁai Studies
(2) Themes including vocational programs:
Machine Trades
Aerodynamics
Petro Chemical Careers
Banking and Finance
Hospitality Careers

There 1s some evidence that the selectivity, or perceived selectivity, of
magnet schools is more important to many parents than the specific magnet theme.
This may be more true, however, when the magnet theme is a teaching style, as
in most elementary schools, than when it s more clearly curricular, as in
secondary schools. Rossell suggests that magnet schools located in racially
isolated minority schools should be nontraditional at the elementary school
level and highly academically oriented at the secondary level. The more racially
isolated the school, the greater selectivity or perception of selectivity there
should be. (Rossell, 1985:7-22)

Blank,.et al, 1983, found that the way a magnet program is marketed impacts
the student se?f—se]ecticniaStudentsaﬁdparénts are drawn to a magnet school or
program in response to the way it is presented to them. The theme of the pro-
gram is the basis of the marketing,

Curriculum and/or Delivery Strategies. Students are offered a challenging

and rewarding curriculum that is broad in scope yet unique in the area(s)
emphasized. The curriculum brings the theme of the program into focus and
includes planned experiences to assist students in attaining.desired outcomes.
Even though it is significantly different from the regular school curriculum,

coordination of the two must occur to assure that magnet school programs reach
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the "excellence" that is being sought.
A qua]itx magnet school curriculum should include:

- enriched content in the specialty area beyond the reqular
prescribed curriculum

-« resources beyond those designated for use in the reqular
classroom

- attention to both the affective and cognitive domains

- appropriate interdisciplinary studies

. attention to higher level thinking skills

- opportunities for special activities such as field trips,
internships, informed classroom activities, tutorial
sessions, etc.

Curriculum Development. Development of curriculum involves professional

educators as well as specified community, corporate, and college and university
resources. The theme and program goals serve as the bases for determining the
content, learning experiences, method of instruction, and evaluation of the
curriculum. As 1in other instructional programs, the curriculum is usually pub-
lished as a curriculum guide.

Curriculum developed for magnet schools can lead to the ii.rovement of
curriculum in general. This curriculum should be shared with non-magnet
schools, thus allowing the regular school students to benefit from same.

A problem of magnet schools is that so many of them created because of
court-ordered desegregations, have been developed rapidly with little or no
time to train staff, inform parents, and develop appropriate curricula. As a
result of this urgency, many “special theme" magnets have simply failed to
live up to their promise of unique curricular programs. (Barr, 1982:37-40).
Staffing . . -

A critical component in a successful magnet school program design is a

qualified and committed staff.
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S§aff75e]ecgjqni Teachers and other staff in magnet school programs are

selected according to criteria consistent with the theme and objectives of the
program. Flexibility in staffing allows for the utilization of experts in
speciality areas which adds to the indepth content exposure provided students,

The following characteristics of staff add to the strength of magnet
programs: (1} Interest, (2) Experience and/or training, (3) Commitment ,
(4) Capacity and willingness to spend extra time with students,

Magnet Schools take advantage of multiple resources to enhance instruction.
Part-time and/or hourly specialists, university professors, corporate (employee-
all) actually teach in magnet schools. Volunteers further enhance the
instructional program.

It is recommended that schools located 1in racially 1isolated minority
neighborhoods 1ikely to have difficulty attracting Whites should have popular
white principals and teachers (but no more of the latter than is necessary to
have a racially balanced staff) and schools located in a racially isolated white
neighborhoods 11kely to have difficulty attracting minority students would
have popular minority principals and teachers (but again no more of the latter
than is necessary to have a racially-balanced staff) (Rossell; 1985:7-22)

Whether recruited through regular district processes or specially devised
methods for magnet schools, teachers are sought who have educational or exper-
ience background in the specialty area an interest in teaching in a magnet
school, an understanding of th cultures of that children, high expectations and
a willingness to go that extra mile.

Staffing Ratios. Pupil-teacher ratios, class size and/or pupil profess-

fonal staff ratios are adjusted downward to serve as incentives to teachers as
well as strategy for attracting students. Special ratios are also required in

laboratory settings.



The Houston S$chool District found that a lower pupil-teacher ratio was
cited as the Tast or second most attractive feature of magnet parents {Stanley,
198:9, 12), Similarly, parents of children attendingamagnet school, formerly
with a predominantly black student enrollment, in St. Paul, Minnesota, also
indicated the most important factor to be the low pupil-teacher ratio (Levine
and Eubanks, 1980:57), Magnet schools should be projected, and widely publi-
cized, to have low pupil-teacher ratios. (Rossell, 1985:7-22),

Pupil professional staff ratios tend to be lower in magnet schools. Pro-
fessional staff 1includes principals, teachers, counselors, nurses, resouprce
room Eeachers, Iibrarians, etc. The professional staff ratio in the Houston
Independent School District ranged from 10.1 to 20.8 (1984-1985),

In staffing magnet schools, ethnic diversity must be considered. In some
district's ethnic ratios are established by court order. In others, the ratios
are set by the Board of Education as a part of the regular district staffing
plan.

Staff Development. Staff development is a key component in successful pro-

grams, Activities include: (1) training in Specialty areas, (2) multicultural
activities; (3) teaching strategies, (4) educational philosophy. In Houston
staff development and inservice requirements exceeded 68 hours of appropriate
training during the inftial implementation period.
Teacher training in the Fort Worth magnet school program included:

(1) Courses in Gifted and Talented Education

(2) Outcome Based Instruction Workshop

(3) Mastery Learning Workshops

(4) Effective School Workshops a . -

(5) Individual Learning Styie Strategies

(6) International Baccalaureate Training
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Staff development and inseivice training may be handled internally or ex-
ternally. Sébacl district departments, colleges and universities, community
agencies/ institutions have all been used in providing teachers with develop
mental opportunities.

Magnet schools offer a setting in which teacher-generated reforms can take
place. Curriculum development has been a contribution that affects the educa-
tional reforms in states and the nation. (Doyle and Levine, 1984:265-70)
Student Selection

Magnet schools programs are created to give students a voluntary choice
based on {nterest and particular needs. Thus, student selection processes
must provide access for students on the basis of voluntary preference. Magnet
programs should be designed to serve average as well as high-ability students.

Various methods based on the type of program are being usec to select stu=
dents:

(1) Open enrollment based on first-come, first-served

(2) Multiple criteria

(3) Testing (Aptitude and Achievement)

(4) Auditions

(5) Interviews

(6) Lotteries

Elementary programs tend to select students on a first-come first-served
admission policy. These programs are designed to enrich the elementary curri-
culum and to give students an opportunity to explore interest areas. The
exceptions to this policy are admission to gifted and talented programs and in
some instances math and science programs. For example:- . -

(1) Fort Worth Texas's Morningside iéreparatony School of Science and

Mathematics requires a student tg- score at or above the 80th percen-

%;]e ?n the math and reading subtbsts on the lowa Test of Basic Skills
[TBS).
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(2) Houston's Vanguard Program develops a student profile including: per-
formance on a standardized achievement test, academic achievement, and
teacher, parent, and student inventories which determine the level of
development in characteristics unique to gifted students,

Many secondary programs are more selective. Students begin to concentrate

on specific career goals based on identified strengths. For example:

(1) Scores above the 60th percentile on the Differential Aptitude Test
(DCAT) were required for admission to secondary programs in the Fort
Worth, Texas programs,

(2) Houston's High School for Performing and Visual Arts includes audi-
tion and interview as a part of the selection process.

Ethnic balance and/or desegregation goals are required in magnet school
programs. This balance and/or goals are established either in a Court Order or
by Board Policy. The percentage of each ethnic group included in magnet pro-
grams varies from distict to district.

Magnet schools must reflect a policy of inclusion rather than exclusion
(Doyle and Levine, 1984:265-70). Careful attention must be given to positive
racial integration. One of the greatest concerns is that these schools do not
reach out to assist the minority and poor youth of America who are the targets
of the desegregation movement, but focus 1nstead on attracting and holding
middle-class youth. Charles McMillan suggested that: "If magnets are to
prove their worth as a desegregation remedy, they must demonstrate first and
foremost their ability to educate a minority child and the poer child whose
rights have been denied." (Barr, 1982:37-40)

The location of the school and percent of minority students affects the
success of the program. Rossell found that schools 1in black neighborhoods
have difficulty in attracting whites, regardless of whether assignment is
mandatory or voluntary, Attracting whites depends ‘on past and projected
racial composition. She suggests that "schools in black neighborhoods should

be projected and widely publicized, to be predominantly white and the more



racially isolated the scnool, the higher this projected wiite percentage should
be." .
The 1983 study of magnet schools (Blank, et al) revealed four types of
selectivity practiced among the magnet schools 1n the study: (1) student self-
selection, which 1is inherent in the magnet concept; (2) market focus, which {is
expressed in the ways in which magnets are marketed to the community and con-
sumers; (3) applicant screening, which may include both behavioral and academic
standards for admission; and (4) post-entry mechanisms for transferring students
who do not perform or behave in accordance with the magnet's standards.
Some critics of magnet school programs claim that magnet schools “skim" the
best students. Most agree that magnets do, in fact, "skim" to some degree the
best students, but there are many positive advantages that impact the quality
of education in a community.

Specialized Resources

The success of magnet school prcgrams s enhanced when adequate resources
are provided to add the uniqueness desired. Facilities, supplies and materials,
equipment, and human resources are the ingredients necessary to create a unique
learning experience in an orderly humane environment.

Faci]itieé; Rearrangement and/or construction of facilities relate direct-
ly to the program theme and curriculum. For example, a science program, elem=
entary or secondary must include space for actual laboratory experiments. Like-
wise, a fine arts program must include space for performing, reheérsing, such
as soundproof rooms, dance floors, etc. The facility affects the creativity
allowed in a unique program.

Equipment, Supplies, and Materials. Since magnet ‘schoot programs include

the basic curriculum plus a unique specialty, considerztion must be given to

providing opportunities for studgnts to move beyond the basic curriculum.
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Equipment, supplies, and materials must provide an opportunity for students to
explore, create and utilize higher-level thinking skills. It 1s in this area
that the unique curriculum comes alive.

Human Resources School and community resources with expertise in a parti-

cular area allow the necessary enrichment and indepth study in the magnet spe-
cialt;. Business and industry, college: -nd universities and other community
resources create a pool of individuals who can teach and challenge students.

Student Recruitment

Student recruitment efforts must be based on effective communications with
the total cosmunity., If the goal is to make available on a voluntary basis
programs to children according to 1interest and choice, the message must be
clearly communicated to students, staff, parents, and the total community.

Basic tools for transmitting the message include: (1) direct community
contact by speaking to civic groups, churches, professional groups and employees
of institutions; (2) printed materials such as brochures, fliers which may be
majled to individuals; (3) news media to reach specific publics; (4) district
activities for parents and students; (5) exhibits and performances; (6) speak-
ers; (7) publications of specific groups., agencies and/or corporations.

A problem in the recuitment of students is that of adequately informing
parents and students about the variety of magnet schools and helping them make
sound choices among the programs offered. Decisions sometimes appear to be
based on superficial 1information which bears 1little relationship to actual
practices in the magnet schools. (Barr; 1982:37-40)

Transportation

Thus transportation is a key component in successful magnet school programs.

Ih providing transportation for all students who live outside the attendance
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zone of the school at no cost to the student, consideration must be given to
the most efficient and effective method of movement of students. A system
must be created to coordinate regular transportation, special education, trans-
portation required under Court ordered desegregation plans, and magnet schools.
Magnets should be strategically placed to minimize long distances. (Rossell,
1987:7-22)

Where district transportation service 15 not available, alternatives should
be considered. These include:

(1) Individual contract with the parent on a per diem basis

(2) Private bus companies

(3) Metropolitan bus services

(4) Parent drop off and pick up

(5) Students and parents riding f.ogether to central sites

utilizing employee van pools.

(6) Limited attendance zones

Attention must also be given to transportation for students who wish to
participate in after school activities. In St. Louis, for example, transporta-
tion 1s provided to students who wish to participate in after-school activities.

Funding Magnet School Programs

A major task in developing Magnet School programs is to identify the finan-
cial resources necessary to meet the program and desegregation goals. The
following funding sources should be coinsidered:

(1) Reallocation of existing state and local funds

(2) Vocational funds

(3) Special state funding : . .

(4) Federal funds

(5) Foundation, Business/Industry funding sources. Corporations
may fund programs that are specifically related to their area
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of business or service. For example:

Banks are involved in banking, and therefore would be interested
Tn funding for programs related to banks,

Engineering firms would primarily be interested in funding pro-
grams relating to engineering.

The available sources are numerous and varied. A study of area corporate
directories, however, 1s a good place to start in looking for possible funding
sources. Foundation directories 11st information concerning funding: (a)
Donor(s), (b) Purpose and Activities, (c) Financial data, (d) Officers and
Trustees.

Evaluation

The importance .r an evaluation comoonent in a magnet school program can-
not be underestimated. How do we evaluate? To determine the effectiveness of
programs, both process and product evaluations should be undertaken.

Process Evaluation. This type of evaluation is designed to assess the

achievement of management timelines and performance of personnel in implement-
ing the program, and detecting, during the ongoing implementation process, the
strengths and weaknesses of the overall 1m;§1ementatian effort. The process
evaluation provides feedback and quality control data for the implementation
method and improves the management system. The process evaluation will answer
the question: Do the activities, resources used, etc., flow from the stated
objectives of the specific program?

Product Evaluation. Product indicators include standardized criterion

performance, affective behavior of teachers, student attendance, student aﬁd
parent input, faculty stability, community input and participation, administra-
tive and teacher input, and racial composition of students. - -

The evaluation design should be multi-directional and multi-source in

nature.
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a. Internal Evaluation Report - Each school provides a report,

b. External audit of magnet school programs - External per-
‘sonnel work 1in consultative and monitoring roles with pro-
grams throughout the year. In general, an audit s designed
tu allow external application of the same objective criteria
used 1n internal evaluations by program personnel. The
audit reports the product findings related to the accom-
plishment of individual magnet school program objectives.

€. Summary review of project - The review includes data related
to success in achfeving action steps related to desegregation
and program object{ives.

Evaluations may be completed by internal district sources (Department of
Research and Evaluation) and/or outeide contracted services, such as colleges
and universities, etc,

ENCILLARjﬁEQHPQNENTS

Other components add to the success of a magnet school. Depending on local
circumstances, these may or may not be included: (1) Parental Involvement,
(2) Corporate/Community Support, (3) Inter-District Participation, (4) Evalua-
tion.

Parental Involvement

Organized parent involvement in the education of children has been going
on for the past 88 years. While parents and teachers have traditionally formed
the cornerstone of the partnership, an expanded role for parents has been under-
taken. Every effort is made to keep parents {informed and actively involved as
volunteers. Activities 1include: (1) Parents Night, (2) Volunteers with in-

structional and clerical dutfes, (3) Supervision during field trips, (4) Parti-

and In-kind Contributfons.

I - -

Corporate/Community Sup

- ) -~

port

Community involvement in schools prﬁvfﬁgs 2 range and depth of experiences

/ .
for students which can greatly enhance thelir learning. Magnet schools utilize
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resources of major corporations, colleges and universities, and social agencies
to provide a richer, more relevant education. Community and corporate involve-
ment extend to program planning and design, instruction, and support.

Business/School Partnership or Adopt A School, The Business/School Part-

nership pairs magnet schools with one or more businesses. The thrust of the
program is the active involvement of businesses in the schools on an ongoing
basis. This involvement takes many different forms. The business, for example,
gives released time to thefr employees to tutor students or present mini-courses.
It may arrange field trips, provide summer Jobs, or donate materials to the
schools.,

To establish a Business/School partnership, the principal must survey the
needs of the school, select a coordinator, encourage school personnel to support
the program and participate in selling prospective companies on the busi =g/
school partnership. The teacher and the business volunteer work together a5 a
team,

Activities of volunteers from business include (1) tutoring, (2) sponsoring
field trips, (3) speaking, (4) teaching computer classes, (5) assisting teach-
ers, (6) planning curriculum, (7) designing special labs,

Mentorships, Internships. Mentorships and internships offer a unique op-

portunity for students to have meaningful non-school based experiences.

In Rociiester, attorneys and support staff at the law firm of Harris, Beach,
Wilcox, Rubin, and Levy have formed a partnership with the School of Law and
Government, As partners with the school, the law firm staff makes classroom
presentations, assists with curriculum review, consults with faculty on law-
related topics, and provides role models, internships and, coaching for the
students,

Rochester's Medfcal Magnet School has formed a partnership between the
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science magnet and the University of Rochester School of Medicine. Seventh,
eighth, and ninth graders participate in labs at the School of Medicine on
Saturdays and have 20 hours of mentorships with hospital staff.

University/College support. The High Scnool Scholars Program 1in Houston

provides talented science/math students with the opportunity to interact with
nationaily renowned scientists from Baylor College of Medicine and Rice Univer-
sity. Participation in the program furthers the students' knowledge of the
sciences and provides exposure to the scientific research process.

Community Institutions. Fourth graders in HISD's Gifted and Talented Pro-

gram are involved in an environmental education project at Armand Bayou Nature
Center. This project provides an interdisciplinary approach to studying the
relationship between humans and the environment.
« The New York High School of the Performing and Visual Arts, for example,
s located close to the theater district. Its campus is sftuated across
from Juilliard, the New York Library of Music, and just behind Lincoln
Center.

. Houston's School of Engineering Professions reflects the city's stake
in high technology.

Inter-District Participation

The Voluntary Interdistrict Plan (VIEP) 1in the Houston Metropolitan area
is a creative approach to encourage inter-district cooperation for sharing edu-
cational programs. Through voluntary cooperation between the Texas Education
Agency, the Houston Independent School District and the surrounding suburban
districts, students are able to choose educational options across district
boundaries. Approximately 1200 of the participants 1in magnet programs are
students from surrounding districts.

The St. Louis Voluntary Inter-district Plan encourages black students to
transfer from St. Louis to predominantly white St. Louis County Schools and

recruits comparable numbers of St. Louis County white students for city schools.
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CONCLUSION

Magnet schools appear to have proven their value. At a time when many
people believe that 1ittle is working well in prblic educatiovn, a concept with
even a modest record of success is exciting news. (Barr, 1982:37-40)

A growing body of information attests to the effectiveness of magnet
schools:
Reduction in violence and vandalism
Better attendance rates

Improved achievement
Improved student concept and better attitudes toward school

- o s g

According to a 1983 United States Department of Education study conducted
by James H. Lowry Associates and Abt Associates (Blank, et al):

- Magnet schools can and do provide high quality education in
urban school systems.

« They help renew the interest and motivation of teachers, be-
cause efforts are organized around common academic goals and
interdisciplinary curriculum planning.

» Potentially, they can help improve a school system's image
in the community as a result of voluntary enroliment policies.

There have also been unintended consequences of magnet schools: (1) they
provide parents a choice within the pubiic school system--the abi’ity to choose
the kind and quality of education they want for their children, (2) magnet
schools encourage practice of a wide variety of educational philosophies and
methods, (3) magnet schools have provided us a means for research and develop-
ment--for trying our new ideas and approaches that add to our knowledge of
effective school programs. (Clinchy, 1985:43)

Several potential research questions have been identified. A search of
the literature and information available indicate that there is a need for sys-
tematic, comparative analyses of magnet school components r;iated to success.
Components have been clearly identified, but questions remain about program

components leading to successful magnet schools.



of the school districts can answer this question based on accumu? ted longitudi-
nal abje;tiv; data. Others have not had enough qraduates to determine same,
Follow-up studies are needed to determine {f students are {ndeed successful and
1f this success can be related directly to magnet school programs. Further
attention should alse pe given to which components of magnet schools contribute
to this success, Further research will give us objective data to assist school
districts in moving forward in creating effective schools and achieving the

excellence we all want for our schools.
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A _PRACTITONER'S VIEW OF ESSENTIAL INSTRUCTIONAL DEVELOPMENT

FACTORS IN PLANNING MAGNET SCHOOLS

Introduction

Magnet schools are ciaracterized by offering attractive specializations in K-12
“education with accompanying unique and/or intensified curricula.  They provide
alternative educational opportunities for students and parents and in most cases, have
been the‘ fundamental vehicle for school integration efforts throughout the country.

This paper primarily addresses the instructional development factors that are
important in planning magnet schools. In considering the design process for magnet
schools, certain considerations for the delivery system or implementation process must
also be examined.

The sources of information for the paper are the author's twenty years of
experience as a curriculum planner within an urban district that has gained national
recggﬁitian for sound educational change; the experiences of valued colleagues at home
and throughout the country; and observations gleaned from visits to many successful
program sites. In addition, the paper includes examples and information from visitors
to the Buffalo School District, from as close as Rochester, New York to as far as
Alaska, Thailand and Singapore. The purpose of the paper is to provide a basic source

document for school districts that are considering the development of magnet schools.



Selection of a Direction

This first phase in planning a magnet school is extremely critical. If carefully
crafted, it sets a firm mold upon which subsequent planning can efficiently build.

In selecting a theme, approach and/or program that will become the basis of a
viable addition to your education community, it is imperative that, as the Music Man
says, "You must know your territory," A magnet school espousing a physical education
or sports thrust may meet with greater success in a southern area than it would in
Western New York. A school aligned with a major corporation in a town or city has
a built-in interest factor, Magnet schools depend on voluntary enrollment, therefore, it
Is critical to assure that there Is a potential clientele for the proposed offering.

The law of supply and demsad needs to be observed. Most distric*s begin by
assessing the needs of the community either with an open-ended survey or a checklist
survey identifying five or six magnet themes for possible consideration. The

demographics of the community are important to consider. For example, our area has

interest in a school based on the Montessori approach to learning. Consider the
educational philosophies that the community is exposed to through the media or through
local social or cultural institutions. The so-called "back to the basics" movement gave
rise to a support group for our Traditional Magnet School that included a strict dress
code and educational contracts signed by parents, students and school staff. A sure
fire magnet school for a firs: 2pt in any district is one for the Gifted and Talented.
There is not a district i - country that does not have a core group of parents
demanding specialized prc: s for their bright children.

It is also important i listen to the "squeaky wheels" in the community, to listen
to staff within the dis;trict, and to listen to the unassuming professor from a local
college who comes to you with a beautifully designed program in finance for secondary

students. But, in the process of listening, it Is also important to thoroughly examine,



and filter through all that you are hearing with the experienced ear of an educational
architect. Precise educational foundations must form the core of the selected direction;
and, bottom-line questions need to be answered in the affirmative.

1. Does the proposed direction adhere to the educational goals of

your district?

2. Is the direction congruent with your local and State Education
Department's mandates?

3. And most importantly, will the proposed magnet school provide

enhanced educational opportunities designed to maximize
student learning?

The tension between community need and sound educuational expertise creates
the healthy balance that, when nurtured carefully, leads to success. Nurturing this
balance is an ongoing process that may have its beginnings here, but must be continued
throughout all stages of develooment and implementation.

A cadre of proponents arises during this beginning phase. These are the people
who visit other sites to identify or verify directions. They are the ones who labor in
putting together the initial comprehensive proposal for Board of Education approval.
They are the visionaries who are convinced that their selection of a direction will truly
evolve into a needed educationally-sound magnet program for students.

The composition of this group is pecullar to each endeavor. Generally, it is
composed of Board of Education representatives, staff, professional union representatives,
parents, university and college staff, members of the broader community, and in some
-cases, s;tudents.

The lead persons in roles vary more often than not. During the development of
our Futures Academy, a parent previously antagonistic to the whole magnet approach
suddenly became the most outspoken advocate. When this parent became a member
of the Futures Mégnet Planning Committee and saw the advantages of the life-skills
curriculum, she reversed her prior objections to sending her children across town to an
inner—city building for their education. She is now an active member of the magnet

school team to promote parent participation.



This example illustrates the need at this phase for broad-based collaboration,
Plans developed in isolation, albeit by well-meaning central office staff or principals,
are too often doomed to failure, The cadre of key supporters becomes not only the
prime movers in the planning, but serve as the "cheerleaders” who spread the word and
become the catalyst for an ever-expanding group dedicated to participating in all phases

of the project.

Instructional Plannin

At this point, a direction has been established, Generally, the basic organization

decision has been made and you know if you are dealing with: a school within a school;
a total school design; an approach that will close a school in Mine and reopen it in
September with a new name, program, and organizational structure; a school based on
a curricular emphasis or one based on a specific educational philosophy and/or
teaching/learning style; or it might be a unique structure, such as the new school we
are building which will be connected physically and programmatically to our local
Museum of Sclence. At this time, you know the breadth of your task and you have
your "cheerleaders" as the nucleus of a planning committee. Your planning will be, as
Edward Krug (1957) suggests, comprehensive, concrete, cooperative and continuing. Yet
when Krug proposed his 4 C's to curriculum planning In the late 50's, 1 doubt that he
had in mind the extent to which each of the above would be stretched to apply to
magnet schoo!l planning.

The program mission will dictate the key people who need to be added to the
planning committee. As Buffalo Public School personnel, it never would have occurred
1o us that we would be working directly with architects, but our current project makes
them critical members of our planning committee. The architects are not there to

assist in program planning but to obtain a complete understanding of all program



elements In order to assure that the new building is designed to provide appropriate
settings for the multitude of student, staff and communlty experiences being proposed,
Some projects require direct input Into planning from any number of sources
that can provide expertise above and beyond local staff planners. For example, our
local bar association, elected officials and judges have assisted us in the development
of our Law and Government Magnet. Again, most important In all planning committees
aside from teachers, administrators, board members, sometimes students, and the experts,
are the parents and community members, The general planning committee is usually
large, but throughout the planning, small sub-committees branch off and include
additional short term members to address specific tasks which, when completed, are
brought back to the general committee for discussion and approval. State and federal
consultants often provide valuable assistance to the sub-committees. It is important
to choose as general committee chairperson, a staff member who is an expeditor,
organizer, and mediator; someone who conducts meetings efficiently, maintains a time-
line and understands closure. This person additionally will need to be in constant touch
with the instructional head in the district - the "master builder/planner". Pick the
person, not the job title for this important assignment.
five to ten years In advance for a change in design, Time is always short and intense
work Is demanded. Local development of curriculum, including activity packets or
instructional manuals, is extremely time-consuming. It will probably mean a continuing
and costly commitment that will continue even after the opening of the magnet school.
Typically, local-level curriculum development cannot be avoided. A good example
is the Air Traffic Control Magnet in Buffalo. There was no curriculum anywhere that
we could use or adapt locally. Therefore, work on this project is constant, to assure
that all material is sound, sequential, tested and refined as the student group progresses

through the Initlal implementation phase. Local experts have been called upon to assist
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curriculum committee members. Curriculum specialists are assigned to committees to
expedics e editing and compilation of the materials In a form that facilitates useful
implementation by teachers.

In planning many of our magnet schools, we did not have to "reinvent the wheel."
Cur research and visits to other sites provided us with a very effective method of
program planning which we have come to call “creative stealing". Through the National
Diffusion Network of Exemplary Programs, and our State Education Department's
Transferring Success Program, we have replicated, adopted and/or adapted programs
that have proven their worth in other districts throughout the country. Many of these
projects have been validated through a stringent review process by the U.S. Department
of Education or the State Education Department. The project documents provide
objectives, activities, materials and evaluation strategies that have proven effective in
increasing leamning outcomes for students, and experts can be identified who will come
to the district and conduct extensive staif training.

After the Initlal training, a cadre of local staff members is identified to
participate in additiona! training designed to certify them as turnkey trainers in the
program(s). This process assures that the district will develop a local capacity for all
future training and technical assistance. We are careful to choose programs that have
been successful with students having needs similar to our students, and are congruent
with our curricular mandates and local and state testing instruments. Four of our five
schools that have won National Recognition Awards for Excellence have replicated
national or state validated programs - Early Childhood Center #54, Houghton Academy,
West Hertel Academy and our Junior High School Science Magnet. This approach to

development also gives rise to staff participation in local, regional and national netw.rks



that provide invaluable contacts and information regarding programs and practices that
work.

The replication approach is also extremely cost-effective. The first year of
magnet school funding ls the most costly and replication of programs rather than local
development of all program components, cuts funding needs considerably.

Whether your program development is locally based and/or linked to a replication,
special attention must be given to the adaptations necessary to assure effective
participation of soecial education students that are assigned to the magnet. If
"mainstreaming"” is the goal, curriculum components must be consistent. A task analysis
for special education students is helpful in designing appropriate activities geared to
meeting ;mgi‘am oblectives.

Additional attention needs to be given to the activities that the librarian, and
the art, music, foreign language, physical education and vocational education teachers
will provide for students. Many times a unified aproach to learning is designed in
which activities dovetail with the major program thrust. For example, in our bilingual
magnets, activities provided by the above staff center around the contributions of the
Hispanic culture and are linked to the sequence of learnings provided by the classroom
teachers.

An instructional planning committee may become involved with other Issues.
First, if the magnet is intended to serve a specific student population, such as in
Buffalo's City Honors, Visual and Performing Arts and Frederick Law Olmstead Magnets,
student eligibility requirements must be clearly defined and recommended. The planning
committee often needs to recommend and itemize all the materials, texts, and equipment
needed for program Implementation. All evaluation strategies designed to monitor
program effectiveness need to be included. All aspects for staff training must be
planned. The committee also needs to detail any plant changes that might be necessary

within the building designated to house the magnet. And finally, an
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estiriated budget must be formulated and attached 1o the total planning package for

approval by the local Board of Education,

Staffing_Considerations

Many magnet schools depart from the traditional school staffing pattern of one
teacher per class, assistant principals, and a princioal. Each magnet dictates a nique
staffing configuration from the teaming of teachers to the addition of paraprofessionals,
professionals and/or volunteers. Part of the success of magnet schools is credited to
the collaboration and teaming of teachers and aldes working together with students in
the classrooms,

One of our most successful staffing recommendations was the addition of a
“"program coordinator" to each elementary magnet school. This person is a teacher
whose total responsibilitly is to assist classroom teachers with implementing all aspects
of the new program design. The assistance includes: a) conducting staff development
sessions; b) providing classroom demonstrations; c) testing students who enter the
magnet school; d) disseminating materials; and ) conducting grade level planning
meetings. The program coordinator is in the schoo! full-time, but has no teacher
evaluation responsibility, This position has become critical to the maintenance of
program f{idelity.

In the secondary magnet program, department chairpersons or "secondary program
coordinators" assume similar tasks. Many districts with multiole magnets have district-
wide teams of counselors and teacher specialists who provide assistance to the schools
in reading, mathematics, computer instruction, human relations skills training, and many
other services designed to strengthen the total district commitment to m;gnet school(s)
success,

Approaches to staff selection also vary considerably. It is extremely helpful

when the principal is designated early in the planning process. His/her participation in
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all aspects of program design assures commitment to the project ard the development
of a leadership role that carrles forward into Implementation. The principal can play
an important role In the selection of the teaching staff. Many magnet schools are
staffed through an interview process conducted by the principal and key planning
committee members,

To help bulld staff consensus, some magnet schools require that teaching staff,
who are already assigned to a building designated to become a magnet, sign a forin
stating a commitment to the philosophy, training and Implementation components of
the new design. Those choosing not to sign are offered voluntary transfers to other
schools in the district, In cooperation with other planning committee members, some
magnet programs are developed by the teachers who will implement the program,

Because magnet programs demand a departure from what staff and administration
are accustomed to providing, a voluntary "buy in" of some kind helps to eliminate the
nay-sayers who may impede program implementation. This is also a consideration when
assigning professional staff, school clerks, cafeteria and maintenance personnel. The

"cheerleaders" expand from the planning committee members to school site implementers.

districts. Non-magnet school personnel may resent what they believe are unequal
distribution of resources, especially during the first year of implementation. Some
believe staff and students are being siphoned off, leaving their neighborhood schools
with a weakened school climate. Time and information must be given to all schools
to assure an understanding of the district-wide commitment to the education of all
students and the role that magnet schools provide in inservicing the needs of the total
community. When the responsibility for instruction is placed in the office of one leader
and not fragmented through a separate chain of command for magnet schools, the
divisiveness can be most effectively eliminated. The establishment of separate "turfs"

at the top can only add to confusion and conflict. A delicate balance needs to be



maintained and can be best served through one voice articulating and assuring that

balance.

Providing Information_and Developing Awareness

Advertising strategles and student recruitment procedures will not he extensively
reviewed in this paper. However, some basic considerations need to be Included here
because of their implications for the planning process.

The general planning committee members have the task of providing information
regarding the proposed magnet program to not only the board members but also to
parents, teachers, the broader community, and sometimes a federal court. As soon as
the magnet plan is approved by the local board of ~ducation, it Is necessary to share
it with teachers, administrators and parents. Formal information sessions need to be
conducted for each group. These sessions provide staff members with an opportunity
to decide upon their eventual participation in the implementation. The sessions will
give parents a preliminary understanding of the learning experiences students will receive
at the new magnet, as well as information on their eligibility and the educational
benefits of participation.

One over-riding concern of parents, at this point, is the safety of their children.
Many students, for the first time, will be riding buses to and from a school site that
is some distance from home and often to a neighborhood that parents may perceive as
undesirable. All safety factors built into tie transportation of students neesd to be
clearly defined and emphasized at the information meetings. These factors include:
bus routes and time schedules; the assignment of paraprofessional staff to each bus
to assist students during the bus ride; procedures at the school site for receiving and
boarding students; emergency procedures in case a bus is late or encounters mechanical
difficulties; and school policies for the notification of parents if a student should

become ill during the school day. Once parents are convinced that the planned




precautions meet thelr standards for child safety, they are more likely to hegin to look
objectively at the unique educational opportunities being offered. The "cheerleaders"
play an important role as nresenters at these preliminary meetings.  They are

knowledgeable, committed and able to spread their enthusiasm with credibility and trust.

Statf Training and Retraining Requirements

Each new magnet program has built-in demands for staff training.  Training
programs should primarily focus on the new curricula, materlals, methods and
organizational implications. Where possible, this training needs to be linked with
district-wide professional development goals. Take time to carefully plan every aspect
of training. There Is a definite correlation between the quality of tralning and the
quality of implementation. Statf need to be freed from all other responsibilities to
assure that focus and concentration are directed to the training components. The best
time for initial training is during the summer months preceding the opening of a magnet

school. Some important considerations in planning training are:

Involvement of expert oresenters who have proven track records
and who have carefully crafted their presentations to meet the
needs of their audiences. It is essential that the presenters
model effective teaching techniques. Nothing Is more deadly
than the obsolete lecture, note-taking, and testing approach.

a.

b, Selection and notification of training participants. All teachers
and administrators will participate in all training related to the
program.  Paraprofessionals, school clerks, cafeteria staff,
engineering staff, bus drivers and bus aides need to attend
specialized tralning geared to providing program information,
developing expectations of their contributions to the school and
creating a sense of teamwork,

Use of a pleasurable setting. The inclusion of snacks and
everages help convey the attitude that the comfort of the
participants is important,

c.

d. Introductions and greetings from the superintendent and board

members. A sense of Importance and commitment helps build

cohesiveness and collegiality among the participants.




e. Dissemination of relevant and meaningful training materials to

each participant. Training manuals can provide a continuing
reference,

Scheduling_the first days' actlvities that are interest-peaking
and provide opportunitlies for successful completion.

£. Provision for opportunities for participants to process new
learnings through actlve participation, hands-on activities and
time for discussion and practice,

_a_few major topics each day, the modeling of

: ded skills and an explanation of their research base,
Overload Is counterproductive.

h.

i Matching the length and depth of training to the complexity
of program components, It needs to be understood that training
will be continuing throughout the implementation phase.

j Include strategles for follow-up in on-site activities. Recent
research conducted by Bruce %ﬁe and Beverly Showers (1982)
has prompted recognition of the essential need for practice.
The on-site program coordinator or department chairperson play
a critical role In assuring that information learned In the
worksliops is transferred into desired practices at the work
place. This includes the development of a "peer coaching
model" at the building level.

k. Use of appropriate evaluation methods to monitor participant

reactions to training, assist In adjusting training to meet
emerging needs and help plan for future training.

Staff development has become a primary initiative in most districts. Teacher
Centers provide invaluable assistance in this effort. Current research on the "Essential
Elements of Effective Instruction" from the work of Madeline Hunter has prompted our
district to launch a long-term, comprehensive professional development thrust to improve
the skills of all personnel within the district. Magnet schools have taught us that short
term curriculum-based inservice is not enough. A commitment to continuing professional

renewal is vital.
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Magnet school planning is no easy task. It involves a multitude of steps and
processes that vary with each project. Yet, certain common factors seem to be
essential to success in all projects. They include:

. Educational integrity of program purpose =- top-quality programs
designed to maximize the learning potentials of students.

. Top-level Instructional master builder/planner — maintains the
district-wide blueprint for commitment to - educational
opportunities for all students within the district.

. Action leaders — creative planners and expeditors dedicated to
project planning and implementation.

. Commitment to cooperative, collaborative planning and
- implementation — a continuing expansion and nurturing of the
“cheerleading teams".
. Constant communication and flow of accurate information to
all constituencies — direct, purposeful and continuous public
relations activities.

Built-in strategies — for continuing evaluation, refinement, staff
development and renewal.

. School-based support personnel and strategies — to assure that

information and skills learned in the workshops are transferred
to the workplace,

The benefits to school districts that have incorporated magnet schools as an
expansion of their educational opportunities for students are difficult to quantify.
Granted, studies have been conducted that verify increases in test scores of students
and decreases in absentze and drop-out rates of students attending magnet schools.
Yet, very little and in most cases, no data have been generated to verify the ancillary
benefits to school districts and communities where magnet schools have proven

successful.
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A major benefit of magnet schools in Buffalo has heen a marked rise in the
levels of professional éompetence of staff members and their continuing demands for
increased growth opportunities. Some & Iditional benefits observed in Buffalo are listed
below as suggestions for further Investigation:

. Increased positive support for the school system from parents,

community and media,

. Increased number of national, state and community awards for
excellence In education to the district, individual schools and
staff members.

. Increased number of visitors to the district who seek advice in
planning educational change in their communities.

. Increased requests for staff to act as consultanis to other
districts in program planning.

. Increased number of parent and community members who
participate In magnet planning activities and subsequently
continue their education to receive high school diplomas and/or
post secondary degrees.

. Increased number of outreach contacts and support networks,
including professional, private sector, political, social, and
cultural, that contribute to planning and implementation.

. Increased number of volunteers who contribute time, expertise
and resources directly to students.

. Increased requests from universities, colleges, private and public
organizations for collaboration on projects designed to increase
the educational opportunities of district students.

. Increased applications from out-of-district students for
admission to magnet schools.

. Increased number of requests for staff to sit on governing
boards, advisory boards and committees providing services at a

local, state and/or national level,

. Increased property values in neighborhoods that give resident
children preference for attendance at specific schools.

. Increased commitment from local, state and national legislators
for funding support for magnet schools and education in general.
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Participation in a district's magnet school planning and a comprehensive
integration planning process can unite the efforts of the total community to focus on
educatlonal opportunities for all students, and in so doing, can ensure a self-perpetuating

and ever-expanding learning pursuit for all involved.
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EFFECTIVE INFORMATION DISSEMINATION AND
RECRUITMENT STRATEGIES FOR MAGNET SCHOOLS

INTRCOUCTION

Although magnet schools have have been used extensively in-the United
States as a mechanism for desegregating public education, 1ittle has been
published on pupil recruitment strategies and admission policies for magnet
programs (Blank, 1986) and thefr impact on equal access.

This paper will attempt to examine these {ssues by reviewing information
dissemination strategies currently being used to inform potential choosers of
their choice options, identifying and discussing those strategies which appear
to be effective, and examining magnet school admission policies. Many school
districts with magnet schools are conducting recruitment strategies with con-
siderable success. Many more, however, are isolated and not aware of the
successful strategies that have been developed by others. During the initial
stages of magnet program development, the level of accessibility of special
magnets to all students is sometimes impaired by the attempt to design magnets
which are attractive to special groups.

This paper is intended to serve as a stimulus for further discussion and
study of the critical magnet school issues outlined above. The research is
based in part on a survey, conducted by the authors, of 56 magnet school
administrators whose programs are funded by the Magnet Schools Assistance
Program (MSAP). The school districts represented ranged in size from 9,300
students to 680,000. Each city had an average of 3 magnet schools with 22
being the highest number and 1 being the lowest. (See Appendix for further
description of methodology.)
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MAGNET SCHOOL INFORMATION DISSEMINATION STRATEGIES
Who Should be Responsible for Information Dissemenation?

Before fdentifying the most commonly used information dissemination
strategies and methods of reaching parents and students, it is important to
discuss who is generally responsible for designing and implementing the infor-
mation dissemination plan. The most common approach has been to rely heavily
upon the magnet school central administrative staff to conduct the design and
implementation stages of information dissemination. Evidence suggests, how-
ever, that this is not necessarily the most effective approach. While the MSAP
practitioners generally agree that a central magnet school information departs
mant should be responsible for the actual marketing plan of the overall magnet
program, several other components are critical. Involvement and support from a
district's public relations or parent and community involvement office is often
essential to the plan because the effort frequently requires major changes in
the way school systems provide information to the public and the level of
information provided by non-magnet schools. The overall organization of the
system as well as the existing information dissemination strategies used in the
system, should be considered when preparing a magnet schools recruitment plan.
Magnet school practitioners agree that while the central magnet school informa-
tion department should have overall responsibility for marketing, each magnet
site should manage its own marketing plan with support from the central office.

Educational personnel are not necessarily in time with the pulse of the
community and may not be adept in the use of successful marketing techniques.
The MSAP survey results show that educators' perceptions of what parents look
for in selecting a school are not necessarily in agreement with marketing
experts' findings. One interpretation of tha data is that the use of private

sector marketing agencies may be the most effective approach for districts that
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are just beginning to implement a magnet plan, It may be advisabtle for
districts that are in the initial phases of magnet school development and
recruitment to contract with a professional marketing agency to assist with the
plan., The initial cost may seem high, yet a trial and error process of {nfor-
mation dissemination by local educators may only end up being more costly in
the long run, and more importantly, actually impede the attainment of magnet
school recruitment goals.

What Types of Information Dissemination Strateqies are Commonly Used?

An analysis of survey questionnaires filled out by administrators from 56
school districts currently implementing MSAP programs has revealed the most
commonly used information dissemination strategies to attract students to
magnet schools used by their districts to be the local media, formal and
informal meetings with organized parent groups and neighborhood parents,
mailings of printed materfals to students and parents, recruitment visits to
schools, peer recruitment activities, school open houses, "word-of-mouth,” and
recruitment booths at shopping malls.

Other types of information dissemination strategies which are used by
districts to a somewhat lesser degree have included:

1. Dissemination of printed materials describing magnet school options

to:
- Local real estate agencies

Private nurseries, daycare centers, and preschools

Public librarfes

Public housing authority offices

Youth Centers (e.g., YMCA/YWCA, youth groups)

Civic groups

2. A telephone informational hot line (e.g., "dial-a-tape")

LMA-11 -3
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3. Telephone recruitment
Video tapes/discs diszeminated to target groups
5. Distribution of bumper stickers and T-shirts advertising magnets

4
5
6. Advertisements on city buses and billboards
7. Calendars publicizing application dates

8

. Speakers Bureaus of magnet school supporters including: parents,
students, teachers, special staff, community leaders.

How Effective are these Strategfes in Informing Potential Choosers?

Essentially, all magnet school information dissemination strategies can
be construed as "pubiicity compaigns” for marketing of the magnet program. It
should be obvious that no matter how popular, or seemingly effective a particu-
lar strategy is, the product itself, the magnet school, fs the key factor in
the "sale." On the other hand, a highly effective school may not draw the
target population it 1s striving to attract if potential students and their
parents are not aware of the program,

Analysis of the magnet schools survey results and a review of available

effective for every school district, and while some strategies are effective
for one district, those same strategies may be totally ineffective for another.
Every district must use a unique combinatfon of information dissemination tech-
niques. The most effective information dissemination strategy is the one that
reaches and informs the maximum number of potential choosers. Therefore, each
schaol district must know specifically who those potential choosers are before
it can select the best strategy for its recruitment effort.

Targeting the Information Dissemination Effort

LMA-11 -4 -

The first general category of choosers to reach are parents, since it is
the parents who are the primary decision-makers in the selection of their

child's school until the child reaches high school. As potential magnet school
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students get older, peers have a great deal more influsnce on their cholice of
magnets. Teenagers have a tendency to choose the schools their friends choose,
Most district recruitment materials reviewed by the authors have tended to be
oriented toward parents, even at the high school level. School districts,
however, should be cautious in orienting recruitment materials to students. It
has been our experience that materials and ads specifically designed to attract
students may tend to upset adults. Themes using rock music or other popular
interests of teenagers are sometimes not well-received by parents. It is quite
a bit less controversial and safer to use recruitment themes that target
parents as recipients of information,

Knowing the importance of focusing information dissemination efforts on
parents, 1t must be determined specifically who the potential parent "choosers"
are, where they are located, and where you need their children to improve
racial balance. The size of the school district and the demographics of the
pool of potential choosers are key factors to consider when selecting a
strategy. For example, our MSAP Survey results show that 75% of the districts
with enrolliments over 40,000 students believe‘that dissemination ¢ {*inted
materials mailed to the homes of students was the single most effective part of
their strategy, whereas districts with enrollments under 40,000 students cited
newspaper advertisements as their single most effective tool. A1l parents,
regardless of race or class, want a “good" school for their children, yet
different communities and different groups within the community may use
differing criteria for selecting a school. For example, MSAP Survey data
of district: staff in small districts believe parents consider curricular
emphasis before they consider location, whereas in the larger districts, staff

percefve location to be a more important choice factor than curricular
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emphasis. No matter what the district size, however, respondents agreed that
soctal reputation ({.e. extracurricular and/or social activities) is the least
significant factor influencing prugram choice.

Determining what criteria parents use in selecting a school should guide
the design of recruitment materials, Information should be organized to
emphasize the school features which parents consider particularly important.
Printed material that is mailed to students' and parents' homes should be
expressly taflored to the needs and desires of the target audiences. Letters
and brochures should be written in clear, concise language which all parents
can easily understand. Educational jargon which may be confusing should be
avoided and the materials should be written in the parents' native language
whenever possible. Strong emphasis should be placed on considering the charac-
teristics of the target audiences. Are the intended information recipients
Hispanic, black, Asian, white, private/parochial school parents, or suburban?
Once the potential groups of choosers have been identified, the information
should be specifically tailored for and disseminated to those groups.

After assessing the number and type of choosers to be reached and deter-
mining where they are located, district staff should determine what financial
and human resources will be available to develop and implement a viable
recruitment plan, Cost factors will significantly influence the kinds of
strategies to be used.

Marketing research has found that, generally, it takes at least three
contacts with a potential chooser in an appropriate target group to make up
his or her mind regarding the se1eétinn of a particular program. Statistics
for continuing education programs show that there are peak perfods in the time
schedule for program registrations. Curreﬁi]y, there is no similar data avail-

able for magnet schools which could be usgd'ta develop a practical information
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dissemination plan that provides the three or more contacts.

An April target

date, however, for school selection seems to be the most common one used by

districts, as 1t allows adequate time for informing parents, staff planning,

and, 1f it involves recruiting students from outside the district (i.e.,

private school students), it takes into account other options in-selection

deadlines that parents and students may have.

Results of the MSAP survey done for this research show that districts

with enrollments under 40,000 students generally have found the strategies

listed 1n the first column below to be most effective (in order of most effec-

tive to Teast effective); the survey results of districts over 40,000 are

Tisted in the second column.

1.
2.

11.

Districts UNDER 40,000

Newspapers

Meeting with organizations and
parent groups

Printed materials mailed to
students/parents at their home
address

School “épen houses"
Distribution of printed
materials in non-magnet schools

Visits by recruiters to
non-magnet schools

Peer recruitment

Television

Radio

Neighborhood "Kaffee klatches"
or other informational personal
contact

Recruitment booths at shopping
malls
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Districts OVER 40,000

Printed materials mailed to
students/parents at thefir home
address

Printed materials mailed to
students in non-magnet schools

Newspapers

Meetings with vrganizations
and parent group;

School "open houses"

Visits by recruiters to
non-magnet schools

Peer recruitment

Television

Radio

Neighborhood "Kaffee klatches"

or other informational
personal contact



These information dissemination methods are only effective when imple-
mented as part of a well-orchestrated design with carefully chosen timelines
as well as target audiences. In examining the techniques used most frequently
in districts under 40,000, newspapers are noted as the single most effective -
tool, yet further clarification is necessary because newspapers tan include a
wide variety of readers and even in smaller cities, there is often more than
one newspaper.

A district should examine the degree of appropriateness the various loca)
newspapers have to the targeted chooser (e.g. ethnic press, labor press,
shopper's guides, suburban press, special community-based press). Magnet
schools information specialists questioned by the researchers expressed the
opinion that positive news and feature stories about magnet school programs
and events provided a more effective way of using newspapers to reach choosers
than relying on paid advertisements. Therefore, experience suggests that
recruiters should develop contacts with representatives of local print media
to create greater awareness of, and interest in, magnet options.

The evidence on information dissemination and recruitment for magnet
schools clearly stresses how essential the support and commitment of the school
board and district leadership is to the success of their magnet programs
(Blank, 1986). This s hardly a surprising finding, yet there have been
instances where lack of support from these key groups can seriously erode the
effectiveness of even the most well-developed information dissemination plan.
For example, one district’'s magnet schools director interviewed by the the
researcher was deluged with phone calls from parents who were upset about a
front-page newspaper quote from a school board member who had said that the
district was financially unable to support any new magnets. According to the

respondent, financial support was not really an issue for continuing existing
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magnets or adding new ones. The magnet schools director further stated that,
as a result of the board member quote, several parents withdrew applications
and that he was concerned about the impact the article would have on fut.re

applicanis.

LIMITATIONS OF NEEDS ASSESSMENTS

Specialists in magnet program development put great emphasis on conduc-
ting needs assessments. These assessments typically involve the use of ques-
tionnaires which most frequently {111cft the kinds of information educational
personnel want to hear rather than determining what the school community really
wants. The fact that 95% of parents surveyed might say that they would be
interested in sending their children to a technology magnet does not mean that
95% of them would actually enroll their children in that school. Further, a
response by a small but dedicated minority who would actually enroll their
children in the program could be easily overlooked or discounted. Finally,
surveys are often designed as 1f a district has no history and they scsetimes
fail to account for all the important variables that affect choice. Marketing
research shows that some of the pitfalls in the use of non-professionally-
developed needs assessments are:

- ggrveys are often written in a way that produces #::ults which are
biased.

- Certain kinds of people fill out questionnaires, others do not
(i.e., active vs. passive choosers).

- Often, people tell those who administer surveys what they want to
hear.

- Persons who are dissatisfied are more apt to answer questionnaires
that those who are satisfied.

A good example of this emerged in the analysis of the survey of magnet

school administrators used for this research. Respondents to this instrument




agreed that parents choose a school primarily based upon the academic reputa-
tion of the school, whereas surveys of parents show that, generally, parents
use non-instructional criteria 1n choosing programs. Further, administrators
from cities over and under 40,000 cited school location as the second and third
most important factor respectively affecting selection, but school location was

criterion for most families (Bridge and Blackman, 1978).

Survey responses from magnet school directors and available 1iterature
suggest that several components make up an effective information dissemination
system. Prior to designing an information dissemination plan, parents should
be surveyed to determine the kinds of magnet schools they want for their
children., Magnet programs that are developed should reflect the interests of

parents.

A SAMPLE CASE STUDY OF A
DISSEMINATION AND RECRUITMENT PLAN
In the following pages, a sample information dissemination/recruitment
plan is presented and discussed in order to illustrate a combination of
strategies that are 1ikely to produce the most successful results.

Background

School district "A" is located in a northeast urban setting with an
enroliment of 39,000 students. Its minority population is 66%; of these
students, 50% are black, 12% Hispanic, 3% Asian, 34% white, and 1% "other."
District "A" has two existing magnet schools; these magnets are successful in
attracting students and are racially balanced, yet dist;ict planners have
fdentified three key concerns they want to address in their recruitment plan

for the ten new magnets they have recently planned. These are:
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1. To increase the number of Hispanic students enrolling in magnets.

2. To increase the number of white Students enrolling/re-enrolling in
district schools.

3. To increase the number of low-achieving black students who apply to
magnets.

The existing magnets are well-established and have enjoyed a good reputation

within the community for over five years. Because of their popularity it has
not been necessary to implement any special recruitment strategies to attract
students other than by word-of-mouth,

The newly-developed magnets embody a rigorous academic approach and each
was carefully designed to provide the community with programs which parents had
identified as being needed or wanted. Following is the informatfon dissemina-
tion plan employed by District "A" to recruit students to the new magnets.

Pool of Potential Choosers

District "A" wanted to draw enroliment from all school-age children in
the city as well as attract some white suburban students. Board of Education
policy allowed 10% of each magnet school's population to be opened to suburban
students on the condition that all city studeiits had first choice and suburban
students would only fi1l vacancies that existed after all city students were
placed. Therefore, the district's pool of potential choosers was the entire
parent and school-age population of the metropolitan area: 860,000. Since
planners had several "subgroups" they specifically wanted to reach, they knew
they would have to design a plan that was effective for both the general popu-
lation as well as specific targeted groups. With the assistance of consultants
from a Tocal marketing firm, the district determined the special needs of the
three targeted subgroups that they specifically wanted to reach and suggestions

were made for reaching them.
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Recruitment Objectives

Objective 1: To Increasc Hispanic Enrollment.

Hispanic parents were generaiiy unaware of the choice options available
for their children. Although many had read the Spanish-language brochures
mailed to their homes, the brrchures were written in vague terms-and Hispanic
parents were reticent about cal?fng the dfstrict central office or school to
find out more ahout gettin: their children enrolled. Hispanic community
leaders informed the consuitants that many Hispanic parents felt uncomfortable
in actively seeking inrformation from the district.

Recuinmendations:

The marketing consultants recommended improving the quality of transla-
tions in the written material to Hispanic parents. Moreover, they recommended
an approach stressing direct personal contact using parent and student volun-
teers to initiate phone contacts and make home visits. Posters in Spanish were
distributed to grocery stores in the Hispanic community, youth centers, and
meeting sites foi Hispanic community organizations.

Objective 2: To Increase White Enroliment.

Parents who sent their children to private or parochial schools said they
did so because they believed that private schools offered better discipline,
smaller classes, extendéﬁ child care, religious {instruction, and more concern
for individual students.

Recommendations:

The marketing consultants and ex-private school parents recommended
sending a special cover lecter along with the general magnet brochures to
parents of private school children emphasi;;ng the features of the magnet
program which drew the parents to private school: better discipline, small

L
class size, individualized attention, carifng teachers, and extended child care.
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Objective 3: To Increase the Number of Lower Achieving Black Students

Enrolling in Magnets

Lower achieving black students felt that magnet schools were for "smart"
kids only,

Recommendations:

The marketing consultants recommended peer recruitment along with extra
assistance from youth advocacy groups to reach low-achieving black students.
Visits by the magnet recruiter to compensatory program classrooms in targeted
non=magnet schools, home visits and personal contct with parents at community
centers were also recommended.

The marketing firm also supplied the school district with a media 1ist
that was specifically prepared tn reach the three unique target groups that the
district was especially interested in contacting. The marketing agency also
had a good mail-broker department which was able to identify a target mailing
down to one city block within a zip code area. With all this information, the
district designed and implemented its information disseminatfon strategies as
described below.

Information Dissemination/Recruitment Timeline

Although information dissemination is conducted on a year-round basis,

major dissemination activities occurred during a specific 6-8 week period --

early March-April 30. The target date for submission of enrollment applica-
tions was May 1st.
A. Phase 1 - Preliminary Publicity (Early March)

1. Two general press releases to print media. The first describes
choice options of magnets in attractive, general terms; the second

gives more specific details.
2. A1l printed materials ready to distribute (posters, flyers, 7
brochures, applications); Speakers Bureau volunteers ready and all

special mailings prepared.

LMA-11 - 13 -
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B. Phase Two of Information Dissemination (Mid-March)

1. Television - Magnet Project Director appears on local talk shows.

2. Radio - Magnet Project Director discusses magnet programs on loca)
talk shows.

C. Phase Three - Countdown Period (April, 4 weeks to target date)

1. Four press releases - one per week (emphasis on
special target group audiences in special interest - o
press) [April 1-30]

2. Public service announcements [April 1-15]

3. Radio and television appearances of magnet site
staff and students (target programs that have been

identified for special target audiences) [April 1-20]
4. Activate mailings, distribute posters, brochures [April 2]
5. Activate Speakers Bureau - speakers at community

meetings, clubs, parent groups, etc. [Apri1 10-30]
6. Hold "open houses” at magnet sites [Apri1 15-22]
7. Magnet school recruiters visit schools, make [April 15-22]

home visits
8. Activate parent-to-parent telephone recruitment [April 15-30]
9. Implement final television, radio, newspaper ads,

submit application deadline dates in calendar of 7 7
events publications [April 25-30]

THE ROLE OF BUILDING-BASED STAFF IN THE RECRUITMENT PROCESS

When reviewing the model for effective information dissemination strate-
gies presented on the preceding pages, it might appear that an important com-
ponent of the recruitment strategy identified has been underemphasized: the
role of teachers, counselors, and paraprofessionals. The research literature
and magnet school practitioners agree that the involvement of these staff
members s important to the success of the recruitment plan and, in fact. most
magnet school recruitment plans identify teachers and counselors as key players

in influencing students' awareness of their options.
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Why were these key people, ihen, not relied upon more heavily as part of
the effective information dissemination strategy since all agree that their
influence is critical? The reason {s that not all school-based staff are
enthusiastic supporters of magnet school programs, as found by most practi-
tioners with experierce in implementing magnet programs, . -

A great deal of controversy has emerged over the issue of school choice
and education vouchers as tools of choice, and most of the arguments for or
against vouchers use magnet schools as the current example of a choice program
in the public schools, For example, the president of the National Education
Association (NEA), Mary Hatwood Futrell, explains that NEA is wary of the
current focus on choice because of 1ts implications for equal educational
opportunity for all students. Futrell cites the following criticism of
magnets: "Two classes of school may be created: one on a fast track to
improvement, the other to neglect and decline (Futrell, 1986)." The common
concern most magnet staff hear is that they (the magnets) are "creaming" the
best students from the comprehensive schools and leaving those schools with the
highest concentration of disadvantaged, unmotivated students. While there 1s
not yet conclusive evidence to indicate that this is actually happening, the
fact that comprehensive school staff pérceive that it is happening or will
happen is a significant problem for magnet school recruiters.

It is specifically because of this problem that many magnet program
recruiters cannot always rely on the staff of comprehensive schools to encour-
age students to become aware of their choices outside the comprehensive school.
Ii. fact, in conversations with the researchers, some practitioners have cited
instances where counselors fail to mention magnets as a choice to some students

and actually discourage others.,
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This particular problem appears to diminish as the magnet schools become
well-established and no Tonger need to rely on information dissemination
strategies to make choosers aware, yet it can still remain an obstacle, partic~
ularly for the passive chooser. In an fdeal sftuation, teachers and counselors
can be extremely effective vehicles for providing students with awareness of
their choices, but a district must be sensitive to potential problems in this
approach during its earliest stages of magnet program implementation.

One of the ways magnet school planners and implementers can begin to
minimize the perception that they are "skimming” the best students is to design
their rfcruitment and informational materials so that the message is clear to
choosers that a varfety of programs are offered to all learners. Examination
of recruitment and promotional materials from forty MSAP-funded districts
suggests that the message of choice is often misinterpreted as choice of the
best school 1n general, rather than choice of a specific program which is best
suited to the individual learner. In other words, magnets should avoid using
the competitive approach which pits schools against one another and instead

focus on the diversity of choice available to al' learners.

CRITERIA FOR ADMISSION TO MAGNET SCHOOLS
A critical factor in dissemination and recruitment is the criteria for
to magnet programs and the implications of these requirements for
- of equal access.
Admission criteria at magnets range anywhere from "interest" to strict
adherence to test scores and past academic records. Although supportive data
are not conclusive in this area, all of the respondents to the researchers’

survey of magnet administrators employed a variety of criteria within thefr
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individual systems of magnet programs which ranged from interest to ability
criteria (as in Blank, et al, 1983 natfonal study).
MSAP survey results indicated that the most commonly used selection
criteria are:
1. Racial balance
. Academic ability (test scores, grades)
Ability in curricular area of magnet

Location of residence

™ " w

Interest
Other less commonly used criteria include:
1. Teacher recommendation
2. Student behavior (attendance, suspension)
3. Motivation
4. First-come basis
5. Lottery
A two-year natfonal study (Blank, 1983) found that of 45 magnet schools
examined, 17 emphasized general academics, lojhad an arts theme, 3 used a
science theme, 3 had career/vocational themes, and 2 specfalized in social
studies. Of these 45 schools, only 13% had highly selective admission
criterfa. In the MSAP Survey, while 90% used some selective admission require-

ment other than "{interest” in at least one of their magnet programs, the survey

successful in school. Supporters of admission criteria argue that some
programs are not designed for all students; in fact, that is what makes them

unique. They believe it is unfair to a student to be enrolled in a program in
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which he/she is not equipped to succeed, such as students who enter a math/
science magnet with significantly deficient basic math skills. Even those
magnets where student interest 1s used ¢s a criterion have been known to reject
a student because the required frterest essay indicated a lack of genuine
fnterest in the theme of the maguat. -

Given one of the basic objectivus i magnet programs in general, which is
to reduce racial isolation and eliminate minority group discrimination, it is
imperative that the magnet school admission policy be designed not to exclude,
reject, or deny those students who are actively seeking admittance. Proponents
of "interest only" admissions requirements believe that selection criteria
based on ability or other highly selective variables will lead to further
resegregation by race. If racial balance, however, is the overriding factor {n
the selection (which it is in MSAP-funded programs) then, theoretically, racial
resegregation trends can be monitored and avoided; yet, segregation by ability
is almost inevitable, particularly when the selection criteria is rigid. The
evidence is clear, however, that ability grouping practices do tend to
segregate students by race and socfo-economic status. Therefore, even if the
overall racial balance of a magnet school population can be controlled, ability
grouping can lead to segregation of classrooms within a magnet school. Studies
show that this kind of assignment practice does not improve achievement for
low-ability or high-ability groups, and further that it actually can negatively
impact the self-esteem and ach{evement of the low-ability student (Oakes, 1962,
1987).

The task of providing equitable choices through magnet programs for a
diverse group of students without further f§segregating students by race,
class, or ability, must be addressed not siypiy through the magnet admission

criteria policy, but must also be addressed during the initial stages of
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developing magnet schools orograms. Since part of the legislative intent
behind magnet schools has been to offer opportunities to those students who
have historically been part of a group that has not had equal access to educa-
tional and career opportunities, 1t does seem {ironic that the most common types
of magnets implemented are those for the academically talented. -This s not to
suggest that these magnets should be eliminated. These programs appear to be
successful 1in attracting white students to predominantly black schools. When
designing an overall magnet schools plan, however, districts need to ensure
that great care is taken to offer diverse magnet programs that are accessible
and beneficia? to all students. Creating new options for poor children, low-
achievers, and minorities is the current challenge of magnet schoo) program
planners, and there are a number of creative ways to accomplish this goal.
While it 1s not the intent of this research to recommend how to design these
kinds of magnets, there are some implications which relate directly to admis-
sion criteria, because if magnets are to offer students "a better chance” but
refuse entrance to some of them, then where is the choice?

Many educators believe that some form of selection criteria 15 necessary,
particularly when an individual magnet has many more applicants than spaces
available. To address this problem, some districts have implemented the
"first-come, first-admitted" approach. The weakness in this model for pro-
viding equity is that better educated parents have more accurate information
regarding choice options and will be the first to enroll their children. In
Pittsburgh, where this approach has been used to an extreme, parents have had
to "camp out" in lines for up to two days in order to enroll their children.
Children of single and working parents are definitely at a disadvantage in this

situation because parents cannot afford to stand in 1ine for a day or two.
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Thus, it is difficult for magnet schools to offer equal opportunity with this
approach to admission.

When available space is not an issue in the earlier stajes of magnet
development, magnets need not rely exclusively upon setting up rules in
advance, but rather they should have a flexible admissiaﬁsipaiicg which can be
adjusted to the needs of the population as the magnet program develops (Glenn,
1984). In this situatfon, a placement coordinator would be responsible for
overseeing and monitoring the selection process to ensure that student selec-
tion and placement is fafir and equitable. An outside parent/community-based
group could provide a similar function.

A review of the admission criteria and policies of magnet programs across
the nation indicates that any criterfa used in admitting students to magnets
can present problems regarding the issue of equal access. The lottery approach
does appear to have the fewest obstacles in terms of equal access. Its propo-
nents agree that if implemented carefully students can still be placed in a
magnet of their choice, albeit not necessarily thefr first choice. Some
districts have used computers to accomplish this by collecting family choices
and matching these with data on race and capacity of schools. While there
sti11 may be some students who are denied admission to the magnet of their
first or second choices, this approach eliminates discrimination against any
single group and all students have an equal opportunity for admission regard-

less of ability, race, or class.
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CONCLUSION

After examining recruitment materials and other data from school
districts across the United States it becomes clear that each district is a
unique system in terms of its desegregation goals and it is therefore essentia)
that each district carefully plan its magnet school program with-specific
recruitment goals in mind.

Too often a school district will decide to implement a magnet school
which will draw a certain population and then will encounter equity problems in
its admission policy later in the process. For example, after an initial
decision has becn made to establish a magnet school for academically gifted
students, it is very difficult to address the 1ssue of equal access. During
the pianﬁfﬂg stages of magnet school development, enrolliment goals should be
established with an understanding of the long-term impact of program emphasis
on recruitment. A broader understanding concerning the ways in which magnet
schools can eliminate the exclusionary barriers to equal opportunities for
students would be helpful to magnet school planners and would reduce subsequent
problems of equal access in magnet school programs.

The data presented in this paper reveal what current MSAP implementers
believe are effective information dissemination and recruitment strategies,
yet the data also suggests that the area warrants further scrutiny. As magnet
schools proliferate we need to examine: the influence of peers on choice; the
influence of parents on choices for older students; the ability of school
districts to target recruitment strategies to students; equity issues for
magnets vs. comprehensive schools; the issue of elitism in magnets; and, the

role of information dissemination/recruitment for active vs. passive choosers.
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A questionnaire was completed by magnet school representatives from 56
school districts. The questionnaire focused on the magnet school recruitment
process and information dissemination strategies. Responses yielded informa-
tion on school district size, the racfal composition of the student population
of each district, as well as data about recruitment and information dissemina-
tion strategies. The following 1ist shows the school districts that identified
themselves when completing the survey, although some school districts did not
complete the optional {tem of school identification. Of the 56 surveys
completed, 37 {dentiffed the district being represented.

It should be noted that when asked to identify the most effective infor-
mation dissemination strategies used in their district, respondents were
providing answers based on experience and perceptions rather than on objective
measures.

The completed questionnaires were coded:and analyzed in November, 1986.
There were a number of non-responses for some items which subjects felt
inadequately informed about but these frequencies were factored out in the
final analysis.

Questionnaire data were supplemented with copies of reéruftment materials
from 23 MSAP applicants. These printed materials were examined by the investi-

gators as part of the research design for this paper,
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SCHOOL_DISTRICTS IN SURVEY SAMPLE

Lawson, Okla.
Peoria, I11.

Fort Worth, Tex.
Phoenix, Ariz.

San Bernadinn. falif,
Flint, Mich.
Rochester, N.Y.
Overland, Kans.
Jackson, Miss.
Richmond, Va.
Kansas City, Mo.
Miami, Fla.
Cincinatti, OH

Los Angeles, Calif.
Milwaukee, Wis.
Memphis, Tenn,
Atlanta, Ga.
Denver, Colo,

Detroit, Mich.

Buffalo, N.Y.

Long Beach, Calif.
ballas, Tex. -
Tulsa, Okla.
Nashville, OH
Indianapolis, Ind.
New Orleans, La,
Baton Rouge, La.
Weehawken, N.J.
Trenton, N.J.
Montclair, N.J.
Jersey City, N.J.
Newburgh, N.Y.
Little Rock, Ark.
Bayonne, N.J.
Silver Springs, Md.
Philadelphia, Pa.
Montgomery, Ala.
Chicago, I11.
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MAGNET SCHOOLS: RESOURCE ALLOCATIONS

INTRODUCTION

Study Purpose

Resourcing magnet schools, how to pay for their many components and the
rayriad of activities associated with their success, is always a formidable challenge
to school districts which, in the main, are enmeshed in the perennial problem of
how to finance education. This challenge is even more formidable when there is
not careful and comprehensive planning designed to reduce the anxiety experienced
by school districts in this effort by minimizing unanticipated costs. In addition to
a detailed and comprehensive plan which identifies the interrelatiﬂnshié?:f compo=
nents, activities and functions which must be resourceq if magnet schools are to
be successful, there must also be a resource plan which focuses on their support.

This paper provides an examination of the full range of resoutces required
to plan, develop and implement magnet schools. Such an examination implies more
than the operation and maintenance of such schools. It also includes the provisions
for the following: program planning and curriculum devclopment; identification,
selection and training of staff; assessment, identification and selection of students;
determination and ordering of specialized instructional materials, furnishings, equip~

ment; movement and supervision of students from home areas to various points of



instruction, including field experiences which are perccived to be crucial to the
magnet school programs; public relations tasks necessary to keep the community
informed; activities in marketing of magnet schools and their programs; specialized
programs for parents and community agencies and leaders who have a stake in such
schools and their operations; building construction and/or modifications required

to support such programs; travel, consultations and visitations for strengthening
program conceptualization and operations; relocation of students, staff, furnishings,
and equipment; supervisory oversight; budget planning and management necessary
for responsible fiscal control; and evaluation and assessment activities to provide
for program efficiency and to keep it on track. In short, the paper is concerned
with the full array of functions and activities which have resource implications for
the comprehensive planning and successful operation of magnet schools.

Additionally, thi, paper describes a prototypical model for planning resource
allocations for magnet schools. Models for resource planning are valuable for develop-
ing a comprehensive plan. Several models are suggested for districts to consider
in magnet school resourcing.

Third, important issues are outlined which affect the resource needs of magnet
schools. A key issue is educational equity, especially as it relates to comparability
of support for each child in a given school district; i.e., comparability of building
conditions, quality of teaching and support staff, qualiiy of student culture, and

supervisory oversight. Such issues as these may well give rise to related policy infer-
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ences which must be made in the establishment of magnet schools.

Finally, the paper formulates conclusions about magnet school resource require-
ments and frames additional questions or issues which would be fruitful for future,
in-depth examination both for better understanding of magnet schools and their
resource needs specifically and of the funding of education generally.

Methodology

One key aspect of understanding magnet school resourcing is derived from

comparing relative costs of magnet and regular schools in a large, urban school district

relative costs among magnet schools, as well as average costs of magnet and regular
schools of this district. This comparison shall be undertaken by a look both at tradi-
tional per student cost measvres in examining and evaluating resource requirements
of schools, and an examination of relative costs in terms of a cost benefit theory.
Finally, the methodology will include an examination of relevant literature
on the resourcing of magnet schools, scant though it is, and on the observations
and impressions of respected colleagues both in this district and in other large, urban
districts which have experience in the funding of magnet school programs.
The findings will reflect an in-depth examination of a single, large urban school
district and its experience in resourcing magnet schools. Certain representations
in this study result from a closely reasoned approach to the issuefof costs, ccst shifts

and cost trends. Important though reasoning is in building a theoretical context
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for issues and findings, the study would be immeasurably enhanced by an in-depth
under:o . Vs of the actual experience of school districts in dealing with costs asso-
ciated with inagnet schools in a larger-scaled study.
TRADITIONAL MEASURES IN EXAMINING AND EVALUATING
RESOURCE REQUIREMENTS OF MAGNET SCHOOLS:
A QUESTION OF COMPARABILITY AND IMPACT

A recent study (Sherman, 1985) of resource allocations and staffing patterns
in the public schools of the nation reveals trends in resource allocations over the
last 25 years. That study reflects that real spending per pupil has nearly doubled.
However, among many trends observed, perhaps the most significant i the shift
in resources from salaries for classroom teachers to other types of school spending,
most notably in the areas of: 1) fixed charges - spending comprised largely of fringe
benefits for school employees, 2) school administration and 3) maintenance and opera-
tion of school facilities. Such trends are also prominently in evidence in the analysis
of magnet school spending.

Per Student Cost Measure

Perhaps one of the more widely used measures to explain the dollar support
HE—CESSB,Fy,fGE’ education is that of per student cost. This measure is not only widely
used, but it also has a long history of use. Accordingly, educators have come to
accept the per student cost measure as a reasonable and rational method for examining

resources required to support various school operations. One of the problems associated
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with the use of per student cost mensures is that of definition. Sometimes the per
student cost incoesure will represent only direct instructional costs; sometimes this
measure will represent both direct instruction and support costs experienced in a
given school, without considering central office administrative costs associatod
with oversight and logistical support in that school's operations. In other instances,
the per student cost measure may or may not be reflective of long-term equipment
purchases and/or specialty modernization or building erection costs which are amortized
over a number of years; and, obviously, there ean be other variations In measurement
of per student cost. Despite the many variations that are employed, the per student
cost measure has wide acceptability in the educational community,

Regardless of how the per student cost is measured, experience has shown
that the establishment of magnet schools usuaily requires an outlay of capital beyond
that which is considered for other schools of a district. Experience has also shown
that the establishment of magnet schools requires a host of activities initially, and
to some extent continuing, which are to a lesser degree the concern of school personnel
in the support of regular schools. Start-up costs such as building modifications and
the acquiring of stationary and/or specialized equipment are associated with magnet
schools, and these can be prohibitive, Additionally, staff development activities
which can be crucial to the success of such schools are extensive in the early months
and years of the school's operation. Yet, there are continuing costs, perhaps to

a higher degree then would be expected, in the areas of continuing staff development




activities in support of the school’s specialty program and in the transportation of
its students, to name butl two areas of cost variability.

Logic suggests that once the initial costs have been addressed, there would
be a declination in the resource requirements relating to the support of magnet
schools. And, hence, there would be the expectation that, although there would
be a surge in the per student cost in magnet schools initially, there would be a corre-
sponding drop both " actual dollars and in the percentage of variation between magnet
and regular schools of n district over the vears of its operations. The experience
of the district under investigation on this point, however, has been telling.

An examination of the district's Annual Finanzial Reports over the last six

years on costs per student based on school disbursements, both dircct and indircet,
has revealed less than a consistent pattern. The large, relative decline in the resource
requiremenrts of magnet schools based on cost per student, which was anticipated,

did not occur. In fact, in two rather significant instances, the variation between

The following charts and graphs are illustrative:
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G SCHOOL PER STUDENT COST COMPARISONS

(Bnged Upon Average Daily Attendniee)

Clags of School f0-61 fil-87 B4 B-84 §4-85 #5-86

Regular High Schools §3,207 §3,43 §3,451 §,047 §4,687 $5,134
Magnot lligh Schools 4,403 4,804 4,285 5,707 6,519 i, 940
Percentage Differentiol 3% % 4% 5%, FIO% HIAY,

MIDDLE SCHOOL PER STUDENT COST COMPARISONS

Regular Middle Schools $2,141 §,116 §2,951 §3,76] §4, 447 §4,730
‘ Magnet Middle Schools 4,583 4,626 5,885 1,802 510 7,200
T Percentage Differentinl +67% 8% 9% 7%, +45% 152%

ELEMENTARY SCHOOL PER STUDENT COST COMPARISONS

Regular Elementary Schools  §2,575 §2,748 §2,411 §3,247 $3,520 $3,620
Magnet Elementary Schools 3,262 3,755 3,308 4,905 4,764 5,210

Percentage Differential +71% H71% 7% +20% +35% 4%




The presentations included in these graphical pertrayals of resource requirciments
for magnet schools raise the important question of whether or not per student cost
measures alone are the best gauges for ascertaining the effectiveness and efficiency
of school operations.

Analyzing the Question ol Shifting Student Costs

An increase in financial support to magnet schools and o corresponding dimuni-~
tion of financial support to regular school programs would clearly imply a shifting
of resources from regular to magnet schools. This matter is complicated, however,
by the fact that, except for a single year in which the district resources met a multj-
million dollar short-fall, the resources behind all schools significantly increased.
The rnswer is not an easy one. In the absence of a resource pool which is constant,
the question can only be inferentially answered by s iggesting that if the resources
supporting magnet schools remained on an even keel, the question of shifting costs
is somewhat mooted because the resources were constantly expanding.

The actual experience of the district (excepting the anomaly year) is that
in high schools and in the elementary schools - - the dif ference between regular
and magnet schools in total dollars and in percentage of increase grew. Since there
was significant growth in the per student costs of magnet schools when compared
to regular schools of the district, one can be reasonably certain that there were

student cost shifts even though the pool of dollars also expanded.




Additionally, it can be seen that not only did the shifts actually occur, they
were of sizeable magnitude,

The questions of whether or not the shifting of student costs was accomplished
in an equitable way and the result.nt impact on non-magnet schools are both questions
whose answers remain less than conclusive. Equity can be approacned in terms of
that which is appropriate as opposed to that which is the same. It appears that the
shifting did occur in a way that appears equitable, in that the program requirements
were reasonably met in both magnet and non-magnet schools. When an cxplanation
of eritical budget considerations {(gersonnel, class size, supply and equipment purchases)
was made, the budget levels and instructional support levels were maintained. The
question of whether or not there would have been significant improvements in such
areas had additional resources been available is not clear based upon expenditure
patterns which are available. Said another way, this investigation did not reveal
that there were program requirements of non-magnet schools which were diminished
as the result of enhancing magnet schools, Hence, any (negative) impact on non—
magnet schools was negligible.

Variances can be anticipated if magnet school programs are expanding and/or
if new magnet programs are brought on line. Additionally, variances can be anticipated
among magnet schools and between magnet and non-magnet schools when one considers

whether such schools are of the high cost, average cost or low cost variety, depending



on their special requirements. More is said on this subject in the section on "Magnet
School Organizational Patterns."

Error of Measurement: Start-Up Costs/
Gn—(,ﬂ:ing Program Campariéunq

In some instances, conclusions have been drawn where on-going programs have
been compared with start-up programs. The conclusions may have had increased
validity if, for example, they had been based on average costs associated with a
new regular school and a new magnet school or where, by using some operational
ﬂéﬁﬂiﬁﬁ'ﬂt an on-going regular school were compared with an on-going magnet school.
Certainly, experience will reflect that in opening new schools, whether regular or
magnet, a number of start-up costs will decline over time. But by comparing that
which is on-going with that which is coming on line, the cost disparity is exaggerated.

Can Magnet Schools Be Administered Ultimately
At Per Student Cost Compared To Non-Magnet Schools?

One of the more interesting questions to be raised by financial experts in the
area of education is the degree to which costs of magnet schools will app~oximate
costs of non-magnet schools over time and whether, in fact, magnet schools can

ultimately be operated at a cost comparable to that of non-magnet schools. There

*Operational definition, a designation of an arbitrary period in operations for
which comparisons are made. (e.g., in the 5th year of operations or after 10 years
of operation.)




are several variables which one must consider in responding to this question. The
definition of magnet schools themselves may well be a point of departure, inasmuch
as magnet schools possess an attractability which is usually based upon an "extra"
which is not present in regular schools. As such, this "extra" suggests that costs
associated with magnets would always exceed that of regular schools. Whether

that "extra" is in r specialty component or in different class ratios, or in a heightened
level of instructional support, the associated cost is generally an "add-on" as opposed
to a "substitute-for." Parenthetically, we note that the present push for quality

in educational programming could conceivably result in regular schools having components
and characteristics very similar to those of magnets as they gain in educational
quality and attractability.

But if magnet schools still hold an attractability edge, such schools will possess
additional differentiating qualities and characteristics and, consequently, will continue
An additional factor which skews the per student cost is that of fixed costs.

Magnet schools generally operate at a lower actual capacity than tue theoretical
capacity because of the need in magnet schools for additional classrooms for spe-
cialized services and equipment and because the ratio of students to teachers, in
some of these schools, is made lower as a feature of attractiveness (magnetism).

As a consequence, the fixed cost is spread over a smaller number of students; hence,

the appearance of a higher cost per student index.



In returning to the long-considered relationship between start-up costs and
maintenance costs of magnet school operations, it is conceivable that were it not
for the labor intensive nature of school operations in general, there would certainly
be, over time, a lessening of the variance in costs. Yet, even in this consideratio.i,
it is the judgment of this investigator that the cost relationship would be somewhat
analogous to the normal curve relationship to the base line which Is described by
some statisticians as being "asymptotic," that is that it would approach, but never
reachg, the cost of non-magnet schools. As educational planners come to better
understand the elements which make for significant efficiency in the learning envi-
ronment, there may be a point in the distant future where this question can be answered
in the affirmative; but it is clearly not on the horizon at this point in time, based
on the experience of the district under study.

Although we have indicated the recent experience in a large, urban district
in the resourcing of its magnet schools, it should be pointed out that other research
ir the area of magnet school financing is at variance with the trends within the
city district schools under study. Other researchers (Blank et al., 1983) indicate
that the total cost per student in magnet schools in 1980-81 and '81-'82 was slightly
higher — on the order of $200 per year. Although this is a modest differential, there
were large cost differences among some of the districts in the study. That study

f~ ' *hat extra costs were related ‘to fuiproved student outcomes.



Planning how to better use existing resources is one approach to resourcing
magnet schools. While some magnet schools will require extensive additional costs
for new buildings or major building renovation, equipment and supplies, these needs
will not all be extensive in every case. This study further observes that magnets
can be quite modest (in cost) while still achieving high education quality.

Whether the wide discrepancy observed in the distriet under study and in the
observations of the two other studies mentioned is due to the time period in which
the survey work was done is not clear. What is known is that magnet school costs
can run from modest levels to very high levels. It is important, therefore, tha. .00l
districts achieve a balance among the kinds of magnets based as much upon cost
considerations as upon programmatic ones.

COST/BENEFIT THEORY IN EVALUATING
RESOURCE RLQUIREMENTS OF MAGNET SCHOOLS

Over the last several years, communities and educators themselves have raised
large concerns about accountability in the educational enterprise. On some occasions,
these concerns have been expressed simply in terms of the quality and quantity of
educational services. More often than not, such expressions have been descriptive.
However, questions are now being asked about the efficiency and effectiveness of
school operations. A pert of this new thrust can be accounted for by the "effective
schools" movement; a part can be attributed to a business orientation in the manage-

ment of schools. As efforis are made to continually examine the quality of school
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programs and to moke comparisons among them as to which tend to produce at higher
levels, the way in which schools and their operations are analyzed must be expunded.

This writer suggests that although there are insights to be gleaned from the
more traditional measures, there is also a need to examine and evaluate the eff feiency
and effectiveness of school programs and the resources required to support them
based upon a cost/benefit theory applicable to education. It is possible to make
a strong case for the efficiency and effectiveness of magnet schools in light of what
they produce. Clearly, magnet schools are positively correlated with educational
quality, both perceived and actual.

Whether one uses the various corollates of the effective schools program or
other elements which are associated with school efficiency and effectiveness, magnet
schools as a generalized group tend to approach the standards that are regarded
as important in the justification of the resource outlay which is required for them.

The claims seem to be well documented; certainly they were found to be true in

of an instructional program. In this regard, students who attend the magnet schools
cf the district achieved significantly higher levels on major achievement measures:
reading, mathematics and language.

Attendance is another factor which is frequently associated with school success.

Here again, in the secondary schoo': of the district, magnet sct .ol atiendunce was




7 _aﬁprqﬁiﬁately 5 percentage p@ints above that of students in regular schools over
L j,"thé 'las; sevérai years; in middle séhﬁals 2 pefcentage points above, and in elementary
schools 1_5 percentage péints above, Atteﬁdance is not only important from the
point of view of instructional effieienéy, in that the instructional staff is focusing
upon almost all of its students each day, but the state reimbursement to {he district
is appreciably enhanced because of such attendance.

It is fairly well documented tl;;at students in magnet schools are better motivated
and tend to have far fewer problems of discipline and self-control. As a consequence,
magnet schools are often described as having environments that are safer and more
supportive than those of regular schools.

In the speculative realm, as one looks to postsecondary education and to the

z earning power which is generally associated with the quantity and quality of post-
secondary education and to contributions this element tends to make to the commu-
nity, all such factors auger ‘well in making a strong case from the point of view of
cost/benefit. The resourcing of magnet schools, even in the higher cost programs,
is well spent, and, when given the longer view, tends to be far less expensive than
regular programs. The celebrated economic stucy (Schultz, 1972) aligns this pheno-
menon to that of allocative benefits.

Magnet schools have been shown to be powerful vehicles for building/rebuilding

the public confidence in schools. What this may mean ultimately is incalcuable.




MAGNET SCHOOL ORGANIZATIONAL PATTERNS:
IMPLICATIONS FOR RESOURCING

Magnet schools are variously organized from a programmatic and an organiza-
implications of the programmatic and operational dimensions of such schools. It
is important £t the outset to understand that just as regular schools run the full
gamut from low cost programs in a comparative sense to high cost programs, so
do magnet schools. Formerly, vocational and special schools (programs) were thought‘
to be non-regular schools. But now, because of the heightened understanding of
the diverse student needs and because of the many legislative mandates which give
guidance to providing educational services, such schools can no longer be thought
of as non-regular. t)epending on programmatic themes which imply curriculum of
a special character and kind and which are either constrained or enhanced by equip-
ment, supplies and specialized personnel, a school district must be prepared to ade-
quately resource the school if the school is to achieve its raison d'etre.

Regular School Plus Specialized Components

A review of the educational literature on magnet school program patterns
reveals that some magnets represent an "add-on" to the regular school. Said another
way, such arrangements represent a regular school plus a specialized component.
The specialized components must be clearly seen as an additional financial responsi-

bility.
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Specialty Schools

| Some magnet schools are organized around a séeeial curriculum theme. Many
such schools will use the specialty theme as the vehicle for teaching that which

is normally taught in a regular school and more. In this arrangement, however, spe-
ciality is not an "add-on"; it is, in fact, the major element in a recurring series of
curricular motifs. Sometimes the resourcing of this school is no greater than that
of a comparable regular school; sometimes because of the theme chosen and the

Part-Time Schools and Programs

A number of magnet schools and programs are successfully organized on a
part-time basis. Frequently, the services provided are of such high quality that
school personnel want to share that service with as many students as possible. While
this arrangement embellishes the regular offerings of students, the cost implications
are generally far less when amortized over the expanded number of students who
benefit from this arrangement. Schools and prcgf—ams organized in this fashion must
require independent work on the part of the student during the intervening period
of his attendance.

Finally, it should be noted that the magnet school organizational patterns
will influence resource needs and should be considered in light of the detailed require-

ments for magnet schools which are discussed in the following sections.
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PLANNING AND RESDURCIN G OF MAGNET SCHOOLS:
A PRDTDTYPIC‘.AL MODEL
The successful planning and resauréing of magnet schools is largely dependent

upon a carefully detailed plan embracing the many elements which must be considered
and which have a cost attached. It is not possible to plan for the resourcing of a
magnet school until it is clear as to what elements are going to be resourced. In
an effort to provide guidance on this point, this section is devised to specify many
of the key elements for which resources must be provided.

=

Human Resource Issues

Human resource issues will constitute, perhaps, the largest dollar consideration
in magnet resources. This should not be surprising, in that schools are generally
labor intensive environments; magnet schools tend to be even more labor intensive.

Magnet schools which enjoy considerable success from the point of view of
planning and resourcing are often guided by a general planning team. This team
will require the necessary personnel who have been given adequate time and resources
to carry out the overarching planning thét must be done. The general planning team
should be comprised of persons who are knowledgable in specific areas which must
be given attention within a school district. A frequently occurring problem is that
planning teams are made up of key staff personnel who are already overextended.

As a consequence, they frequently lack the time and energy necessary to provide
the high level of guidance to the many developmental activities that will ensure
the school's success.
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The curriculum and program. unc: withn a district is crucial to the total planning

éffért- : This unit must prs?é'r* wecific cusriculum planning as it relates to the magnet
school that is cantempis%é The slgsaisg and develgprﬁent activities must be thoroughly
done and should include not on!- = full description of the program but also a design
for its uperational elements. Tne carriculum and programs unit must ensure that
the special service dimensions (field experiences, special exa,miﬁatiéns, admissions,
licenses, uniforms, etc.) are identified and costed out. Similarly, specialized equip-
ment and supplies must be accounted for.
Flowing from the work of the curriculum and émgrams unit should be a plan
for identification of staff. Staff selection must be achieved for the regular and
speciality program components of the magnet school. Generally, such staff will
be drawn from the ranks of other schools of the district. Where this is not a viable
option either because such personnel are in limited supply or are not otherwise avail-
able from the district's personnel pool, they must be recruited very often frcm colleges
and universities, sometimes from other districts and, obviously, from the labor force
Equally important, is the development and inservicing of staff once they have
been recruited. Such development is usuaily very intense in the early period in the
school's history. And, while staff development activities are extensive in the school's
inception, they are continuing. Such activities must be planned for in the resourcing

of the school.
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; The impact of drawing staff from other schools can be negligible if the non-magnet
schools from which they eéme havé stmﬁg facﬁties and if the district has a personnel
pool of applicants sufficient to generate necessary repiacements. If, on the gthef |
hand, key staff are pulled from existing schools and the possibility of quickly identi-
fying well-qualified replacements does not exist, then the impact on non-magnet
schools of the district can be damaging, indeed. Each magnet school, however, must
be looked at individually in terms of the availability of both regular and speciality
staff.

Student recruitment is another large activity that must be resourced. As with
all other components, student recruitment activity must be carefully planned and
should, as a minimum, have marketing and student selection components. Additionally,
if the new magnet school is to be located in an existing facility which is operational,
provision must be made for the relocation of those students and services which are
not a part of the new magnet school.

The involvement of parenis both in the planning of the new magnet school
and in their inservicing must be given careful resource consideration. Parents may
have need for special learning materials or simply the need to meet on occasion
to raise questions and express concerns, or to secure clarification regarding the
new school. As simple an item as this may seem, some magnet schools had problems
where this component was not carefully planned and resourced.

Public relations activities cannot be overemphasized. Whether this function
is underwritten, in an already existing public relations unit of the district, or whether
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a new component must be created, this function must be well thgu‘ght;‘threugh and

plannéd for in the budget. A public relaticﬁs unit would not only require the services
of staft;, but additigﬂaf]ly‘ will require special 'supp'lies; équipmeﬂt and even special
services capability as in the case of prévisign for radio, newspaper and sometimes
television time.

Beyond the personnel already mentioned, a strong magnet school resource
plan will consider volunteers, as well as community agencies and institutions which
will share in the support of the magnet school. These, too, are frequently an after-
thought in the development of the resource plan.

Another function which has important implications for a successful magnet
school program is that of evaluation and assessment. Too often the evaluation com-
ponent of magnet school proposals is overlooked in program resource plarming and
budgeting. It may be inappropriately assumed that program evaluation should not
occur until the program is established and in operation for a year or two. There
are, however, several benefits to including the evaluation component as an integral
part of the project trom the beginning. At the outset the evaluator can conduct
systematic reseach as part of the planning process. This synthesis of the research
provides a useful perspective in the initial planning and review of the project proposal.
As part of the project design, evaluation can ensure that adequate controls are built
in, whenever possible, so that project outcomes may be more meaningfully interpreted

employing valid bases for drawing conclusions about the effectiveness of the project.
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Efequénﬂy, ;:uteemes cannot be attributed to the pmject because of failure |
to buildrivnﬂeantrok during the planning stages. Armt'ﬁef important ca,nsiderationi
in the im:i,us,ion‘af resources at an early stage for evaluation and assessment is to
assure formative feedback. That is, as the project progresses, evaluation performs
a monitoring function to determine if implementation is proceeding as planned.

Such monitoring is useful for modifying the project, if necessary, as well as for inter-
preting program outcomes. For all of these reasons, incorporating an evaluation
component into magnet school resource proposals serves to strengthen program
planning, implementation and operations.

Provisions for budget planning and management sh;u,ld be a part of the resource
plan. If the magnet program of a district is small, this activity can sometimes be
folded into the work of the existing budget office. However, when the magnet programs
of a district are extensive and require millions of dollars, often from multiple sources,
extra personnel may be needed in the budget office. Without this resource provision,
cost and resource identification is frequently less than adequately provided for and
cost containment failure can find school districts in not only difficult but embarrassing
straits.

Not every human resource need has been included; however, it is believed

that this discussion may be suggestive for resource planning in this area.




- Physical Resource Requirements

' Anatﬁér large agtivii;y within the resource plan must be the adequate preﬁsign
of the numerous physiéal needs in develgpingythé magnet school program. The need
for facilities is so obvious that on occasion their planning for has been overlooked.

In planning for the magnet school facility, careful attention must be given to design
use of space vs. actual use of space. The theoretical vs. actual capacity issue is
one that plays havoc with cost distribution, particularly since in most magnet schools
space that would be used for gdditien&l classrooms is converted to support space
for the magnet specia_lty. As a consequence, overhead costs in magnet schools can
skew the cost index, since in regular schools the overhead is distributed, generally,
over a larger number of students.

In planning to resource the facility needs, consideration must be given to stationary
equipment and funishings. Both of these will need to be planned for in terms of
their base cost, if they must be secured, or for their relocation if they are already
on hand but are to be used in a different facility. Associated installation costs must
not be overlooked. Utility costs (telephones, water, electricity, gas) are on-going
‘and should also be included in the resource plan.

Readying a facility for a magnet program can be a costly item, in that such
readying will require building, renovation, repair or at the vary least, cleaning.
There can be no easy formula for such planning and resour. ing, since there will be

variances with types and sizes of magnet schools.




~In addition to ihe stationary items that must be accounted for there must
also bé,t’h‘e programmatic items of equipmenf, furnishings and space, for both students
and staff. A carefully detailed resource plan will include provision for these as
well.

Transportation of students can be a prohibitive cost, but inasmuch as it is
almost always required, its provision must be given thoughtful consideration as a
major budget item. The student transportation plan is so complex as to require
experts in this area to develop the details. A sound transportation plan is one which
is resg:msive to: board policy in terms of the distance or special conditions which
will necessitate transportation; the kind and character of transportation vehicles
that should be engaged for thg number of students; insurance; the routing possibilities;
vehicle purchase and maintenance; student concentrations; loading factors; length
of routes; management; and, obviously, a range of personnel for the many associated
activities, including drivers, supervisors, dispatchers and maintenance personnel.

There are many approaches to the movement of students. However, whether chartered,

Staff travel, whether it includes movement from one site to another site for
duty or to other points within the local community or elsewhere for necessary consul-~
tation, is an important item and must be included in the budgeting process.

The need for comprehensive resource planning is considerable if magnet schools

are to be the effective models for attracting students and for promoting quality
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identifies the sources of the needed resources.

Resource Leveraging

In planning for resource leveraging, consideration must be given to every possible
source of funds. To begin, it is important for school districts to examine how existing
school resources can be reconfigured in order to assist with the resource needs of
the new magnet schcé]s. rThe importance of the involvement of the business and
corporate communities has been well established in virtually every community which
has a strong educational program. Such involvement is important to regular scnools;
it becomes critical to magnet ones.

The support that can be provided through cultural agencies, other educational
and governmental institutions and an array of specialized organizations within the
community can be critical to the success of magnet programs.

Foundations, béth local and }bational,must' be included in the resource plan,
for they have played increasingly large roles in the support of educational programs.

In some instances, a few foundations have been sufficiently generous as to provide
seed money necessary to planning for and building toward more comprehensive programs.

Governmental agencies and their extensions at the federal, state and local

levels comprise a large source of assistance and financial support. Without the assist-

ance of governmental agencies, many large, successful magnet programs would fail.



7 Finally, in terms of resc;uree levéraging; ihe cammuﬁity in all of its dimensions,
shguid be expigred for support. Such support comes in various shapes, sizes and forms.
Volunteers, for example, earﬁe noti only from egrpcraﬁians but also from grass-root
programs and from other ranks within the wider community. Resource leveraging
needs to be built into any resource plan, for in the absence of such leveraging, districts
would be faced with the hard options of eliminating meaningful services and vital
support whieh are critical to a program, or with providing the addi'tioxjal funding

directly.
CONCLUSIONS AND RECOMMENDATIONS

Conclusions

This study illuminates the fact that resourcing magnet schools is a formidable

designed, overarching plan which identifies major components and where there is

a detailed component plan which identifies the myriad of functions and activities

to be resourced. It also points up the need for a carefully designed plan for developing
resources. Few schools or school districts in the public domain will have sufficient
resources to fund magnet schools at the required levels, without assistance. Conse-
quently, there should be an accompanying resource plan which identifies every possible

source of both funds and services which will enrich the magnet school offerings.



Finally, this investigator concludes that because the research literature which speaks

to resourcing magnet schools is sparce, additional studies in this area are needed.

Recommendations
A number of large concerns and issues surrounding the resourcing of magnet
schools remain inconclusive and/or still speculative in nature. As a consequence,
this investigator believes that the following issues/questions would benefit from
additional research and/or actlvities:
. Data should be collected from several districts which operate
magnet schools in order to better establish the relative costs
of magnet and non-magnet schools and to better analyze differ-
ences by type Jf cost over time .
o
2. A study should be conducted to reconcile differences between
the assumption of diminishing costs in the operation of magnet
schools and the actual expenditure experience of such schools.
3. In order to reduce the error of measurement in comparing costs
of magnet schools and regular schools, a study of new regular
schools should be compared with new magnet schools, inasmuch
as both require relatively large start-up costs.
4. It will be important to school districts to understand the relative
cost differences which can be anticipated based upon organizational
arrangements. Additional studies in this area will not go unnoticed.
There are implications for which research can shed light on other aspects of
costs associated with the operation of magnet schools and which are elsewhere imbed-

ded in this Paper. However, recommendations have focused on those large questions

which would seem to have the greatest impact on future magnet school resourcing.
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ASSESSING OUTCOMES OF MAGNET SCHOOLS

INTRODUCTION

At a time when educational reform is sweeping the
states, the role of magnet schools is particularly unique
(Lines and McGuire, 1984). Many states, including Texas,
have implemented strict state mandated curricular elements,
increased academic graduation requirements, eliminated
social promotions and generally reduced local district
options. At the same time, educational reform has
generally emphasized strong early childhoed prcgrﬁms for
the disadvantaged, mandated remedial/tutorial assistance to
underachievers and established goals directed towards
reducing drop-out rates. Instead of diminishing general
interest in magnet schools, it is the observation of this
author, that there is an increasing interest by &tudents
and parents in the concept of magnet schools. Apparently,
this is one of the few areas in which there is still some
degree of choice: which school to attend; which curricular
emphasis is of personal interest or aptitude:; or what
additional curricular enhancements should be considered by

a school district.
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To illustrate the role of evaluation rasearch in
assassing the impact of the magnet school experience on
students and parents, the case study approach will be used,
focusing on Austin, Texas. The methods, measures, and data
used in assessing the outcomes of a new magnet school
program in Austin will illustrate how school districts can
plan and implement evaluation programs. Studies of magnet

schools in other districts will also be referenced.

Each of the eight magnet schools in the Austin
Independent School District (six elementary, one junior
'high and one senior high) w.ie, in the main, initiated by
parent and business leadership and nurtured in a supportive
climate established by the school district administration
and Board of Trustees. Since 1982, when the first four
magnet schools were established at the elementary school
level, parents and business leaders, through the Austin
Adopt-A-School program have assisted in the planning and
implementation of each magnet curricular theme and
iactivitias. While it may be a bit of a cliche, it is still
true that people support what they help create! The Austin

magnet school story confirms this premise.



In the 1985-86 evaluation report, prepared by the
Office of Research and Evaluation, six major summary

findings were listed as follows (Gaines, 1986):

1. Magnet programs have helped to stabilize
enrollment at the elementary campusaes over the
last three years. At all six magnet schools,
enrollment increased during either the first or
second year of the program.

2. After steady declines since desegregation began,
enrcllment at Lyndon Baines Johnson High School
(L.B.J.) increased 14% in 1985-86, the first year
of the Science Academy.

3. Elementary programs have been successful in
attracting transfer students from overcrowded
South Austin schools.

4. Ninth grade Science Academy students had
achievement gains greater than expected in
reading and science. Tenth grade students
exceeded their expected gain in mathematics.

5. The number of students enrolled in honors courses
at L.B.J. High School increased 55% as a result
of transfers to the Science Academy. Enrollment
in honors classes at other campuses was not
significantly affected by the loss of transfer
students. :

6. Eighty-six percent of the Science Academy
students reported that they would encourage other
interested students to apply.

The types of magnet school outcome measures used in

Austin have been used in studies by Blank in "The Effects

of Magnet Schools on the Quality of Education in Urban




School Districts"™ (1984) and Rossell in "what Is Attractive

About Magnet Schools?" (1985).

AUSTIN HISTORICAL PERSPECTIVE

The first four elementary magnet school programs were
established in the 1982-83 school year. Two more
elementary schools were added in 1983-8B4. The primary
purpose was to provide a means of assisting these schools,
which were undef-enrollad, achieve the ethnic balance as
outlined in the court approved student assignment
desegregation plan. Parents and school staff in the six
schools were concerned that their elementary campuses might
be closed because of low enrollment. They proposed
establishing magnet schools around a curricular theme to
attract students and gain parental support from the
ﬁverarﬁwded South Austin schools and at the same time

achieve the court approved ethnic goals in their own

other schools.



This general plan was presented to and approved by
both the administration and the Board of Trustees for the
Austin Independent School District. Parents in each of the
six elementary schools have been instrumental in planning,
implementing and obtaining approval for the program. They
have also assisted in attracting parents of other
elementary school students in transferring to a magnet
school. Businesses which have adopted the elementary
magnet schools have provided both financial resources and

technical expertise to each program.

The first junior high school magnet program in Austin
was tried on a very limited basis, and unsuccessful due to

a number of factors, in this author’s opinion.

o The court approved student assignment plan moved
so many students out of that particular building

that' few committed parents and students were left
to build a core of strong support for either the
school or a magnet program.

o The student assignment plan approved in the court
consent decree allowed few junior high students
the flexibility of transferring to this
particular campus. Over 100 students submitted
transfer requests but only 9 transfers were
approved.



o The curricular theme established for this magnet
: school was not of general enough interest to

attract students nor their parents. Extensive
interest surveys had not been conducted and used
for planning purposes as were done for other
magnet school sites. It appears that the
attraction of the magnet was insufficient to
offset strong junior high peer group affiliation
needs.

A subsequent magnet school has been established
(1986-87 school year) at a new replacement school site as
outlined in the court-approved desegregation plan.
Positive steps have been taken. Parents and community
leaders have been involved heavily in the planning stage.
Interests of students and parents have been obtained
through surveys, and the curricular theme for the new
Junior high magnet is based on the results of those
surveys. The ethnic goals of the court-approved student
assignment plan do not serve as a block to student

transfers into the program.

While it is too soon to evaluate student and parent
outcomes at the time of this writing, preliminary data
indicate strong interest and support for this magnet
school. When the school doors first opened in September,

1986, there was already a waiting list of students and




their parents who had applied but could not be accepted
because the enrollment goal had been met. Magnet school
satellite programs were established on the home school
campuses to accommodate students on the waiting list. The
Office of Research and Evaluation will evaluate the
effectiveness of the program in terms of student and parent

putcones.

-

One of the high schools in Austin was built over a

decade aco in a fringe area of the city that was projected
to be a fast-growing, naturally integrated section of
Austin. The beautiful school plant was designed around the
school~within-a-school concept wherein students and faculty
were clustered into school "family" units to prevent the
depersonalization that frequently occurs in comprehensive
high schools. 1In spite of a decade of extremely fast
growth in the city and in the school district, this
particular section of Austin did not develop fully, leaving

a beautiful but greatly underutilized school with a

predominately minority student population. Many of the
high school parents became very unhappy with what was

113



happening to their school and children. The community
unrest spilled over into the school causing perceived
racial tensions, increased student disruptions and lowered
student achievement. Parent groups approached the
administration and Board of Trustees strongly requesting
that something be done to improve the school and learning

environment.

At approximately the same time (1984), a number of
business leaders from the high-technology industries in
Austin approached the administration and Board of Trustees
with an idea of establishing a "first-class high school”
with a science, math, and technology theme, with support
and expertise offered by the high-‘ech industries in the

area.

With approval from the school district, one staff
member from a high tech cgrgcratién and one person from the
school administrative staff were assigned full-time for
about half a year to the task of developing a plan,
~establishing a joint advisory committee and surveying
student and parent curricular interests. Questions had to
be addressed from parents and staff in the other high

schools. If advanced programs were set up, would it skim



the talented teachers and students from other Austin
schools? Many meetings were held with students, parents,
and school personnel to give assurance that top-quality
programs in all schools would not be gutted to set up a

high school magnet program.

The focus of the magnet school was determined to be

interest survey of parents and students. Math and Science
were used as a starting point. The validity of the theme
was checked with parent and student surveys. It was found
that-the parents and students shared the "high-tech fever"
that was sweeping Austin leadership. The follcwing
rankings helped determine the theme and content of the

magnet program later to be called "The Science Academy of

Austin®:
COMPARISON OF RANKING OF MAGNET
SCHOOL OPTIONS BY POPULARITY
FOR HIGH SCHOOL STUDENTS
. AND PARENTS
RANK _____ STUDENTS ___ PARENTS
1 No Transfer- No Transfer+
2 Business/Management Math/Science
3 Math/Science2 University Highi
4 Computer Science: Computer Science
5 Trade/Industry Business/Management
6 Fine Arts Trade/Industry
7 Communication Fine Artss
8 Agriculture Communications
95 - _ —Ac lLltur

1 Tied in renking.
2 Tied in ranking.
3 Tisd in ranking.
* Students and parents who {ndicated they would not be

willing to trarmfer to magnet schools for any resson.

-



The placement of The Science Academy in the under-
utilized high school was an obvious choice. Also, an open
transfer policy was established to attract voluntary
transfers to increase enrollment. Beginning in the 1985-86
school year, the magnet school students became part of the
comprehensive high school for all classes and activities
with thé exception of the advanced math and science classes
provided by the Science Academy in one section of the

school=-within-a-school.

One key factor of success to date was the hiring of
the Science Academy Administrator and Science Coordinator a
Year in advance of opening the magnet school. Besides
and the University of Texas in the development of

curriculum and gaining public support.

The Austin Independent School District has long
believed in thorough and objective evaluation of the major
programs implemented by the school district. To achieve
that goal, a separate Office of Research and Evaluation was

established, staffed by highly qualified evaluators who

-10-
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reprrt to the Director of Management Information. Program
personnel have no direct supervisory role over the
evaluation office. Thus, neutrality and objectivity can be
maintained in conducting research and evaluation
activities.

The student and parent outcomes resulting from magnet
school experiences in Austin reported herein are drawn from
an evaluation document prepared by the Office of Research
and Evaluation for the Board of Trustees (Gaines, 1986).

Several evaluation questions were addressed by the study.

The percentage of students by ethnicity and gender
served by the elementary magnet program in the Austin
Independent School District for the school year 1985-86 is

presented in Figure 1.

Figure 1, ELEMENTARY MAGNET STUDENTS:




Figure 2 presents the student characteristics by
school, including the percentage of students who were
eligible for the free or reduced~-price lunch program. The
enrollment figures were obtained from the Average Daily
‘Membership Report for th: ~irst six weeks, and the percent
low-income was taken the last day of school, June 3, 1986.
At Gullett and Sims Elementary Schools, where not all
students attending the school were participants, the

firures were based only on students in the magnet program.

BLK _HSP _A/O  MALE FEMALE LONW INCOME _ SERVED _

4% 69% 27%  54%  A46% 55% 325

33% 15% 52%  49%  51% 32% 224

8% 5% B87%  57% 43 6% 165

2% 35% 63%  52%  48% 28% 382

22% 46% 32%  46%  54% 55% 307
_ 62% 13% 25%  45%  55% . 58% 212

Figgre 2, ETHNICITY, SEX, LOW-INCOME STATUS, AND ENRDLLMENT OF STUDENTS
SERVED IN ELEHENTARY MAGNET PROGRAHS

Participation in the elementary magnet programs via
valuntéry transfer to a magnet campus was open to all
students districtwide who were eligible to transfer under
the stipulations of the district’s transfer policy.
Essentially, a student was not eligible if he/she was

reassigned for desegregation or if the student was in the



minority ethnic group at the home school. The program at
Gullett required students to submit an application and to
ba tested and screened before being admitted to the

program. Once admitted, a student’s transfer request was

approved.

One indication of a magnet school’s attracting power
is the number of transfers granted to students for the
magnet program relative to the number of transfers granted
for all other reasons.

Figure 3 indicates the total number of transfa?g;!and
the proportion e% the tatii represented byémagnet transfers
for aaﬁh campus during 1985~86 as an indication of each
program’s attracting power.

1985-86 TRANSFERS TO™ELEMENTARY” MAGNET™SCHOOLS

TRANSFERS
120 ¢
10§
i00

@tﬁlr Transters

-Mignn Transfsrcs

888338388

BAYICA - WALETY - NIGRAYD  ORIEGA  SUS

Figure 3. ELEMENTARY MAGNET TRANSFERS AS
PORTION OF TOTAL TRAMSFERS.
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In order to examiﬁé the drawing power of the magnet
programs on students of the three major ethnic groups, the
percaentage of tontal transfers was calculated for each group
by the Office of Research and Evaluaticn. The number of
magnet transfers within each ethnic group and thé
percentage of the total tranafers represented by the magnet
transfers were also found. The séheolg were grouped
according to theilr pre-deseqgregation status, either

minority-dominant or Anglo-dominant.

— TOTAL TRARSFERS

&E!rcent of Tﬁtﬂ]r (Per&ggtof Ethnic_Group)
gwrinoritsénuainant-;i ' o -

“Brooke 5 34 14 2 2 8

(9%) (64%) (26%) (17%)  (17%)  (66%)
Ortega 4 9 14 0 1 10
(15%) (33%) (52%) (0%x) (9%) (91%)
Sims 33 2 18 7 0 11
, , - (62%) ( 4%) (34%) (39%) ( 0%) (61%)
Formerly Anglo-Dominant: , , B
Bryker Woods 3 2 46 1 2 26
( 6%) ( 4x) (90%) (3%) (7%) (90%)
Gullett 23 7 B3 14 5 65
7 . (20%) ( 6%) (73%) (17%) ( 6%) (77%)
Highland Park 7 25 74 6 8 59

( 7%) (23:) (70%8) sz) (11:) (aix)

Figure 4. ETHNIC COMPOSITION DF TRANSFER STUDENTS AT MAGNET CAMPUSES.

The number of transfer studénts to formerly
minority-dominant schools has been small compared to the
numnber of magnet transfers to the formerly Anglo-dominant
schools. . While statistical significance cannot be
determined, the educational significance should be




considered within the context of the demographic
characteristics of the schools mince desegregation.
Brooke, Ortega, and Sims were experiencing white flight;
the number of Anglo students dropped three to four
percentage points each year after the first year of
desegregation. Increases in Anglo students at the minority
schools coincided with the implementation of the magnet
programs. That the downward trend in the percentage of
Anglo students was halted and reversed was educationally
significant at those schools and for the District. To
improve the overall enrollment as well as the ethnic
balance at the magnet program campuses is a specific
objective of the magnet programs in the Austin Independent

School District.

Compared to the changes at the minority schools, the
formerly. Anglo~dominant schools have not made as much
progress toward meeting the objective of having ethnically
balanced schools as a result of the magnet schools. The
percentage of minority students at Bryker Woods and Gullett
has rémained relatively stable since the megnet programs |
were implemented, but the pcreentage of minority students

at Highland Park has declined. Transfer students to the



three schools h# e been primarily Anglo students from the
overcrowded south Austin schools rather than minorities
from schools in east Austin. However, to relieve
overcrowded south Austin schools is also an objective which

showed progress through the number of voluntary transfers

over the years the programa have been operating.

In 1985-86, the first year of implementation, 115
ninth and 41 tenth grade students and a few eleventh
graders were enrolled. The program is designed to expand
to include approximately 200 students in each of four = =de
levels. Students admitted to the Science Academy enrolled
in an extra course offered during a "zero hour" period
(before the official start of the school day). These

' courses were usually math or science taught by a Sclence
Academy teacher. Students also had additional mathematics,
science, or computer classes with the Science Acadeny
faculty during the day. Students were integrated into the
entire L.B.J. High School student body for their remaining

academic and elective courses.
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Adnission to the Science Academy was determined by a
student’s satisfactory performance on a battery of
admimsion criteria, including standardized test scores,
teacher recommendations, expression of interast, and an
interview with a Science Academy staff member. Because any
student could obtain a transfer to L.B.J. High School in an
effort to increase enrollment, once a student was selected,
a transfer request was apprgvgd regardless of eligibility

under the stipulations of the District’s transfer policy.

A total of 282 students applied to the Science
Acadenmy, of which 216 (78%) were accepted, and 193 (68%)
enrolled. Figure 5 shows the proportion of appligaﬁté who
enrolled, cancelled their application before or after the
selection decision was made, and those who were rejected.
Figure 6 shows the proportion of enrolled students who
dropped out for various reasons.

Enrolled 88X

-0}l gmigsed 0.5%

R -Dreo/Noved 2.2%
el % ~orop/Transfer 4.9

A
-, f Rejected 14X

Cancel/No g.“gx : ithdrsw Appl. 10%

Figure 5. SCIENCE ACADEMY Figure 6 . ENROLLMENT STATUS
APPLICANTS, 1985-86. BY END OF YEAR.

=17-
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Figure 7 below summarizes the ethnic, sex, and

low~income status of the students who were still enrolled

when the last count was taken for the school year 1985-86.

= EIRRICITY SEX “PERCERT |
_BLACK HISPANIC _OTHER MALE FEMALE  LOW-IMCOME
33 12 123 122 46 11
20% 7% 73% 738 27% 7%

Figure 7. CHARACTERISTICS

OF SCIENCE ACADEMY STUDENTS

The criteria used to select applicants for the Science
Academy required that their standardized test percentile
scores in math and reaéin§ should sum to at least 140, and
no subtest total percentile score should be below the 50th
percentile. In general, the Science Academy applicants
scored well above students distiictwide on all subtests of
the ITBS or TAP. The figures on the next page (Figures 8
and 9) show the median percentile scores for eighth and
ninth grade applicants who were accepted compared to

students districtwide by ethnicity.




- ~DISTRICTWIDE
READING , |
Black 10.25 78 7.67 33
Hispanic 10.35 80 7.77 36
Anglo 11.40 93 9.84 71
TOTAL 11.20 91 8.89 54
bunematics:
Black 9.95 77 7.78 32
Hispanic 10.15 81 8.12 39
Anglo © 10.80 92 9,52 69
TOTAL 10.60 88 8.82 54

ScTence Academy: Black=16, Hispanic=10, AngTo=11T

Figure 8. 1985 ITBS MEDIAN GRADE EQUIVALENT AND PERCENTILE SCORES FOR
STUDENTS DISTRICTWIDE AND SCIENCE ACADEMY ENROLLEES IN THE
NINTH-GRADE IN 1985-86. There 1s no science subtest on the

- ITBS for which to report previous levels of achievement.

READING: :
Black 13.20 76 8.07 29
Hispanic > * 8.62 36
Anglo 16.20 91 12.26 70
TOTAL 15.90 90 10.23 54
MATHEMATICS: o B
Black 14,40 83 7.95 25
Hispanic * S 8.59 32
Anglo 16.20 92 12.52 72
TOTAL 14.90 86 10.55 55
BCIENCE: ,
Black 13.20 77 7.64 26
Hispanic * o * 8.28 33
Anglo 16.10 95 11.98 69
TOTAL 15.30 90 10.14 53

Sclence Academy: Black=15, Hispanic= 5, Anglo=30

Figure 9 . 1985 TAP MEDIAN GRADE EQUIVALENT AND PERCENTILE SCORES FOR
STUDENTS DISTRICTWIDE AND SCIENCE ACADEMY ENROLLEES IN THE
TENTH-GRADE IN 1985-86. There were too few Hispanic tenth-
grade Science Academy students to report ieliable results.
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At the time applications were submitted, eighth grade

students accepted into the Science Academy:

o Scored an average of 37 percentile points above
the district median percentiles for all students
in reading on the ITBS (91st percentile versus
54th) .

o Scored an average of 35 percentile points above
the district ITBS median percentile in
mathematics (89th versus the 54th).

Ninth grade applicants:
o Scored an average of 36 percentile points higher

than the district TAP median percentile score in
reading (90th versus the 54th).

[s]

Scored an average of 31 percentile points higher
than the district TAP median percentile score in
mathematics (86th versus the 55th).

At the end of the year, regression analyses were done
on the ninth and tenth grade TAP rgadingf ﬂ;thematics, and
science grade equivalent scores. A variety of characteris-
tics were taken into consideration such as previous
achievement level, sex, ethnicity, low-income status, and

desegregation status to predict achievement levels for each

student.




For ninth graders, TAP scores were predicted from 1985
ITBS scores. Because the ITBS does not have a scilence
subtest, total battery grade equivalent scores were used in
calculating a predicted TAP science score. All tenth grade
TAP scores were predicted from the students’ 1985 TAP

scoreg.

The following graphs show that the Science Academy
students made large gains during the year. 1In addition,
they made slightly larger gains than their high-achieving
counterparts districtwide. It should be noted that the
tenth-grade scienca gains for the Science Academy students
are not significantly larger than the gains for the
similar, high-achieving students. The Science Academy
administration proposed that the tenth-grade Science
Academy students did not have sufficient opportunity to
demonstrate mastery in the sciénce content areas they
'studied during the year (primarily chemistry and physics).
Because of a change in the science course sequence at the
ninth and tenth grades that took effect in 1985-86, some
Science Academy students had biology in 1984-85 and some
had not had biology at all. (This effect is unlikely to

recur.) Only 32% (1st sem.) and 20% (2nd sem.) of the
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tenth~-grade Scilence Academy science enrollments were in
biology during 1985-86. By comparison, 58% of tenth grade
sclence enrollments districtwide were in biology during
1985~86, and very few had chemistry or physics. However,
the TAP science subtest is heavily loaded on biology items
(37% of all items) and has very few on chemistx>y (3%) or
physics (3%) items. The Science Academy director suggested
that administering a highe; level of the science TAP may
help remedy this curriculum-test mismatch, as the higher

levels have more chemistry and physics items than the lower

levels.

A 28-item survey was distributed to Science Academy
students in April 1986, and 143 (86%) were completed and
returned. No make-ups were offered. The results of the
student survey indicated:

o More than half of the students felt motivated

eit’ by being with students with similar
i -:t8 or just being in the Science Academy.
o o of the students (80%) plan to go to college

¢ are considering a career in a science, math,
¢. technology field.
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Students who thought that the courses were
difficult also tended to think thut the teachers
axpected too much from the students. Students
with a high grade point average tended to think
the courses were easy.

[»]

o Elghty-six percent reported that they would
encourage other interested students to apply.

o S8tudents felt less prepared in study skills than
in subject areas. Only 25% felt better than
adequately prepared, and 30% felt poorly or not
at all prepared in study skills, compared to
fewer than 20% who felt poorly or not at all
prepared in all other academic arasas.

Students were also asked to respond to open-ended
questions about what they liked and disliked about the
Science Academy. While academic topics, such as math and
science, represented over half of the positive comments,
academics also received the largest portion (36%) of
unfavorable comments. Students also focused on attitudes
towards teachers and social aspects (student-student
interactions in social settings) af the program in their
comments about what they disliked (24% and 23% of the

comments, respectively).
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IMPACT OF MAGNET PROGRAMS ON THE DISTRICT

The enrollment by ethnicity was examined at. each
campus over a seven year period. Since the Ausvin
Independent School District implemented its desegregation
gian in 1980-81, enrollment at seven of the eight campuses
has been declining. Trends generally began to reverse with
the intreduction of magnet programs. The enrollment data
indidated the following:

o All six elementary campuses increased in

enrollment during either the first or second year
of the magnet programs. Previously, these six

schools had lost enrollment, in part, due to
flight from court-ordered desegregation.

o

In general, the enrollment at the gix elementary
schools has stabilized over the last three years
(83-84 through 85-86). The magnet schools may
have contributed to this, but there may have been
other factors involved as well.

o L.B.J. High School showed its first increase in
enrollment (+14%) since desegregation with the
implementation of the Science Acadeny.

o After desegregation impacted the school district,
ethnic distributions remained relatively stable.



While conclusive statements about the impact of magnet
schools on enrollment cannot be made because other District
programe and policies affect a school, it appears that the

magnet programs are impacting the schools in a positive

wvay.

(=] As the magnet schools have gained in popularity,
the number of magnet transfurs has increased.
The largest increases occurred between the first
and second years of the progranms.

o A total of 765 elementary magnet transfers have
been granted sir.ce the programs were first
implementad.

o On a per school basis, transfers from overcrowded
south Austin schools have been granted at a
higher rate than from other schools, which is
consistent with the purpose of the magnet
schools. The sixteen south Austin elementary
schools (south of the Colorado River) have
contributed 44% of the total magnet transfers, or
an average of 21 per school compared to an
average of nine for all remaining elementary
campuses.

o Elementary magnet transfer students comprised
from 4% to 22% of a school’s total enrollment,
with the average at 11.5%.

o Science Academy students represented nearly 15%
of the total enrollment at L.B.J High School;
the magnet transfer students alc. accounted for
10%. Almost 73% of all Science Academy students
transferred from other schools.

- -G
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Enrollments in honora courses at tha other high
schools was examined to determina whether the Science
Academy affected these schools by attracting transfer
students to L.B.J. High School. The number of students
taking one or more honors .courses and the total enrollment
for all honors courses were obtained for each campus.

Then, assuming that the Science Academy students were at
their home school, enrollment estimates were calculated. A
course was considered impacted if more sections would have
been offered or the course would have been offered with the

presence of the transfar students.

In general, the findings indicated no significant
negative impact on the other high schools, with the
exception of Johnston High School. Rather, the Science
Academy had a positive impact on L.B.J. High School by
increasing enrollment in honors courses. The following
results were found:

© ' The number of students taking one or more honors

courses at L.B.J. High School increased by 55%
due to magnet transfers, while the average loss

at the other schools was only 3.2%. At Johnston,
the number decreased by 5.8%.
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o

High SQheal inareasad just over 76%, while tha
other schools experienced an average decrease of
4.7%. Enrollment at Johnston decreased 9.3%.

All Sclence Academy students were enrolled in
honors courses. Academy students accounted for
54% of all L.B.J. High School students in honors
courses,

In addition to quantifiable results there are other

indicators of parent and student support for the magnet

schools in Austin Independent School District:

o

Since the establishment of the Science Acadenmy,
the numbers of individual parents and parent
groups appearing before the School Board to
express strong concerns about the high school
have vastly diminished.

The principals of the elementary magnet schools
report an increasing number of parents who
volunteer to assist with learning activities
related to magnet curriculum. On several
occasions during the school year, 1986-87,
parents from elementary magnet schools, have
appeared beafore the School Board to invite Board
members to special magnet events that occur on
their campuses.

Many comments heard by the author in schools and
the community indicate a general change in
perception of L.B.J. High School from a
disruptive, troubled campus to an orderly,
quality campus, in part, due to the Science
Acadeny.
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o With the implementation of the Science Academy at
L.B.J. High School in 1985-86, overall
disciplinary measures dropped from 14% of the
students to 9% of the student population. While
it is too soon to tell if this trend will
continue, the drop in students requiring
disciplinary actions was higher than all other
high schools for the same period of time.

SUMMARY

The evaluation of magnet school programs in the Austin
Independent School District was based on a decision making
approach. In addition to monitoring prégrass in meeting
the stated program objectives, the evaluation was designed
to provide information in response to a number of questions
that were likely to be asked by administrators or used to
make decisions about the programs. Furthermore, evaluation
utilization is encouraged if information is reported in a

ready-to-use form.

The 1985~86 evaluation of the magnet programs asked
decision questions stated in the form, "Should the magnet

program be continaed as it is, modified, expanded, or



discontinued?" The evaluation questions, which directed
the data collection and analysis, asked about the
characteristics of the students served and the
implementation of various components of the programs in
order to monitor progress and compliance in meeting program
objectives. The second year of evaluation continued to
monitor progress but also focused on gathering information
for making admission to the high school magnet program.
Information gatharing alszo focused on achievement and
student surveys, which were used by program administrators

for modifying the curriculum.

Evaluation of magnet schools can do beyond the simple
documentation of student characteristics or description of
achievement outcomes at the schools where programs are
located. Innovative approaches in identifying outcome
ne;sures and assessing program effectiveness are possible
and necessary. The Austin Independent School District has
evaluated the impact of mﬁgﬂet schools on gehievamént
fhraugh the use of linear model regression techniques to
compare the achievement gains of magnet students to gains
made by similar, nonmagnet students. The impact of

voluntary transfers to the magnet programs on the sending

=30~
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campuges was assessed via simulation exercises by
hypothetically replacing the transfer students at their
assigned schools and measuring the differences. Additional
information about the model and techniquas;used for
evaluating magnet schools and other programs may be
obtained by contacting the Office of Research and
Evaluation in the Austin Independent School District.
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RESEARCH NEEDED TO ASSESS
THE PERFORMANCE OF MAGNET S5CHOOLS
INTRODUCTION
In Doyle and Levine’s article (1984) advocating the promise of magnet
schools, they state that such schools can be "poverful tools for educational
change® and that they ave effective, in part, as a result of the opportunities
of choice for students. Indeed magnet schools are designed to increase the
possibility that students can obtain the type of education they desire.
However, little is known about the actual relationship betveen this type of
schooling--the magnet experience~-and its benefit to the student once he or she
leaves that environment. This paper is an initial attempt at reviewing what has
been written on the topic. Its second purpose is to suggest additional research

questions that need attention.

RESEARCH ON STUDENT OUTCOMES

A considerable amount has been written about the effects that magnet schools
have on the quality of education (for example, Blank, 1984). Most of these
studies indicate that the rate of achievement among students who attend magnet
schools is higher than that of students enrolled in traditional schools.

Achievement éuestigns are still fertile ones for investigation, however. In
a recent (1985) report of the Office of Educational Evaluation of the Nev York
City Board of Education, five magnet_high schools were evaluated. One set of
program objectives at the schools were related to increases in achievement and
attendance. Another set was developed in an effort ;o, vhen implemented,
decrease the number of human relations violations in those schools. According
to the findings of the study, the human relations violations did decrease in

three of the five schools. However, objectives for attendance and achievement
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2
vere not met, although attendance was penerally high in the magnet programs. 1In
Rogsell’s study of magnet schools (1985) she could not find a single experiment,
and only one quasi-experime: tal design, controlling for self-selection of
students. "As a result, although numerous studies document that magnet school

students generally have higher achievement and that they have fewer absences and

only one of the studies controlled for initial differences. Magnet schools may
simply attract students with these characteristics" (page 18). Laws’ paper in
this volume describes a model for research on student outcomes in .. local

district.

NEED FOR FOLLOW-UP STUDIES
One fact remains varticularly clear as a result of the search that led to the
wvriting of this paper. If follow-up studies on students are objectives of
magnet schools, they certainly are not first-order priorities., Most of the
follow-up information that has been identified seems to comes as a result of
accreditation requireménzs. And, the accrediting bodies are interested in where
students go vhen they leave the school under review. They are not as interested
in how well they do once they get there (see, for example, survey instruments
prepared for schéals by the North Central Association, 1983). The Sumner
Academy of Arts and Sciences in Kansas City, Kansas is a magnet school for
academically talented students that opened in the fall of 1978. The school wvasg
created as a solution to a court desegregation mandate. It has an exemplary
record of student achievement and offers high quali{y instruction to its
students. The number of advanced placement college credits that students accrue
is impressive. The list of institutions that receive its graduates includes

many of our finest universities. However, little follow-up on individuals is
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done. And, Sumner probablv does a better job tl-an most magnet schools in main-
taining contact with its former students. The school is currently undergoing
its periodic North Central Association evaluation. As a part of this evalua-
tion, a questionnaire vas sent to all of the graduates of the Academy using
their last knovn address. A total of 358 questionnaires vere returned, "Based
golely upon the surveys that vere completely returned, BOY of the graduates will
obtain some type of college degree in a period of 5 years... Several of the
students indicated that they had received or were wvorking towards a master’s
degree.... At this time 90-95% of the 1986 graduates indicite their desire to
continue thelr education" (Sumner, 1987, page 7). Certainly these figures are
higher than the rates for the district at large. Hovever, it would be helpful
to know how successful the magnet experience was in fulfilling the educational
and career aspirations of the student, the relationship ¢f magnet program to the
postmagnet experience, the success of its students in achieving career objec-
tives, or vhether the magnet experience was causal to the students’ ability to
gain entrance into the college of his or her choice.

This lack of information seems to be prevalent in many school districts that
have magnet school programs. The 1983 evaluation of the magnet school programs
of the Los Angeles Unified School District suggests almost parenthetically in
one brief paragréph (on the 64th of 65 total pages) that "while limited infor-
mation was available on postsecondary opportunities due to recent establishment
of most senior high school programs and a limited number of twelfth grade
students, the majority of éeniﬁfs sampled reported that they expected to receive
a high school diploma. Further about 70% expected té pursue some type of post-
secondary education. Hovever, due to missing data, it vas not possible to

assess their preparation or eligibility for these pursuits" (Los Angales, 1983).
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As part of the preparation for this paper the abstracts of the funded pro-
posals under the current cycle of the Magnet School Assistance Program were
revieved. This program funds projects in 44 districts from 21 states. The
projects impact magnet school programs in 350 schools that enroll vell over
200,000 students. 1In none of the proposal abstracts vere follow-up studies
indicated as activities. Six follow-up phone calls were made to project
directors, All indicated that there was a need to investigate postmagnet out-
comes. Five directors indicated that "not much" was currently being done to
assess the impact of the magnet school experience on students after they had
left the experiencn. One district, Montclair, Nev Jersey has avarded a contract
to the Educational Testing Services for an evaluation study of the magnet
programs. In one part of the study, qualitative data gained primarily through
interviews will attempt to gauge the impact of the magnet experience. The
strategy being employed is that the researchers will interview individuals in
the Chamber of Commerce and the business community to gain their perspective on
the effectiveness of the schools. Please note that the ETS proposal does not
suggest that it will interviev former students. No emphasis is placed on
attempting to gauge the degree to which the students’ expectations vere met by
the preparation that they received in the magnet schools.

The Seemingl§ significant factor in the revievw of all of the proposal
abstracts is this lack of emphasis by districts on following up students that
have left their experiences. It may be that follow-up studies, outside of those
done as a part of accreditation process, just are not being done in any of the
schools in the districts as the emphasis is placed nh evaluating students while
they are in school. And, much of this lack in the magnet schools may be
attributed to the fact that many of thece programs are currently being imple-

mented and few students exist on which to follow-up. However, it is important
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5
that researchers, program evaluators and/or others look at the impact of this
exceedingly important innovation in education practice.

The scope of the literature review for this paper was limited. It is
possible that some school districts have conducted effective follow-up studies
on their magnet school graduates. Frankly, the researcher doubts that they
have. Hovever, a much broader based quantitative and qualitative study needs to
be done to ascertain the extent of such district-level efforts. Such a study
would include, in survey format, questions that could determine if districts
attempt to measure whether students, once they have left, believe that their
educational and caceer aspirations have been met. If such perceptual data are
gathered, do students from magnets differ from their nonmagnet colleagues? What
data exist that show that educational and workplace performance of magnet
graduates exceeds that of other graduates? Once it is determined where such
school district information exists, then researchers can begin to ask the
necessary second- and third-level sets of questions--what research questions
vere in fact asked? hpw vas the information gathered and analyzed? for what
purposes were the studies generated? a:e'they at all comparable? Only at the
point that such questions can be answered is it possible to ask if magnets
generally are causal to an enhanced educational and career quality of life for
graduates. '

The only major study most people reference in discussing magnet schools is

the Blank, et al. Survey of Magnet Schools: Analyzing a Model for Quality

Integrated Education (1983). The study shovs that magnet schools can have a
significant positive impact on district-wide desegrééatian efforts, that they
can help reduce community conflict, and that they can promote racial integra-
tion. As a strategy for desegregation magnets are promising. However, studies

vhich demonstrate that magnet environments impact students in such a way that
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they are more understanding, more tolerant, and more vocal in promoting equal
opportunity after they leave the magnet probably do not exist. If achools are

to serve society in such a fashion, we should ask such research questions,

OTHER AREAS FOR CONSIDERATION

Magnet schools, as has been suggested, offer considerable promise as options
to help students become all that they can be. Certainly, the existing evidence,
though scanty, is encouraging. Hovever, major questions will remain unansvered.
Many of these questions can not be answered unless districts make conscious
efforts to develop the kind of institutional research infrastructure that
creates and maintains adequate data bases. These efforts take talent, time and
money, resources that are scarce in most environments. This section reviews
briefly some of the general areas that deserve attention. The reader will note
that several of these topics and mentioned in other papers in this volume.

In most districts, central office personnel have responsibilities in the
recruitment and selection of students for their magnet schools. All too often,
districts do not pay enough attention to those students on:e they are enrolied.
It would be very helpful if systems developed the capacity to track students
after their enrollment. Basic studies comparing the performance, academic as
well as 0therwis;, of students from different "feeder" schools, race, sex,
ability and interest could prove helpful not only to the research community but
also to other educators, patrons, and judges. Districts should be able to
document the progress of students over the period of time that students are
enrolled in the magnets--do students do better the s;eond year (or the third)
they are in the magnet than the first? Comparisons of student outcome data on
achievement, attendance, and discipline across magnet schools, as well as non-

magnets, is essential if truly wide-spread implementation of magnet is to be

considered.
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Little about magnet schools is known about a variety of basic erganizntional
questions. Which magnet themes offer the greatest promise in what kinds of
districts? Hov are Qemmupity needs best assessed in determining these themes?
What recruitment and selection strategles vork best for which themes in what
kinds of communities? Do some strategies work better than others to facilitate
desegregation? VWhat effective staffing strategies have been implemented to
assure that the magnet hag a chance to succeed vhile, at the same time, pro-
tecting the quality of the programs in the non-magnet buildings? Curtis (1986)
sug gests that most secondary-level performing arts magnets are smaller than
comprehensive urban high schools--1s size, or commitment of faculty, or pupil-
teacher ratio, the reason vhy a magnet is successful? Perhaps. The investiga-
tion of these questions, and the use of the resulting information, can not help
but assist school districts become more successful in the educating of their

students. .

CONCLUSION N
Issues of quality,‘:haice, and equal opportunity are inextricably inter-
mingled. They will not go awvay. We have the opportunity to make major policy
recommendations about the promise of magnet environments in resolving the con-
flict that irequ;ntly surrounds these issues. However, we should make these
recommendations based on the results of reputable studies. These studies should

help ansver the unresolved questions relating to the impact of the magnet

experience.
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ISSUES IN DESIGNING MAGNET SCHOOLS

INTRODUCTION

The author prepared this Paper as a reactor to the major papers of this
volume for the Conference for Project Directors of the Magnet School Assistance
Program. The paper was intended to supplement the six major papers, It picks up
three themes important fop magnet school planners to consider which are treated
only relatively briefly in the other papers. The themes are close to the actual
operation of the schools; these reactions were iIntended to provide central office
project directors 1 view of the issues from the school level upward, The three
ttemes deal with the interdependence of program design and recruitment issues,
with school level practices which help to tum racial desegregation into racial
integration, and with the strains experienced by teachers and principals when
programs are imposed from above.

DESIGNING MAGNET SCHOOLS TO DRAW AN OPTIMAL POPULATION

At least four of the authors speak to the need to design magnet schools in
such a way that they will be attractive to volunteering parents. Several recognize
the complexity of the task as a consequence of the fact that magnet schools
should not draw their clientele through overall superiority, thus consigning
traditional schools to second class status, but rather through appeal to a
constituency interested in a specialized kind of education. Thus they must be

designed to attract a rather narrow constituency out of the city's population, but



at the same time one which is diverse 4t least in race. If they are to meet the
spirit of the Impulse to desegregatior, as Hale and Maynard point out, they should
also appeal to a constituency which is diverse In class, Perhaps better said, they
should not appeal just to the middle class, which is most likely to be easily drawn
to volunteer, but should serve the poorest minority children who have historically
recelved the least educational attention. A major thrust of legal actions for
desegregation has been a desire to pull these children Into the educational
mainstream,

The challenge of diversity must be met at both the individual school and the
system level. Each magnet school must offer a single distinctive departure from
educational practice which will nonetheless appeal to soclally diverse kinds of
parents, In the array of magnet schools in a school system as a whole, planners
must be sure to include programs which will serve the needs of children from
prosperous, well-educated, politically articulate and powerful families, whom the
central cities need to hold within their boundaries, and whose support can give
magnet schools public acceptability, In the same array, and where possible in the
same schools, some programs must be appropriate for and appealing to the poorest,
least educated, and marginalized minority families whose children most need the
assistance of the schools to gain access to mainstream economic and political life.
At the same time, the magnet schools must also serve the needs of the majority of
ordinary black, Hispanic, bﬂental, Native American, and white children whose
parents are the solid citizens of the community and the mainstay of both its
white—collar and blue-collar labor force. There is real challenge in the task of
designing an army of magnet schools which will appeal to these constituencies as

volunteers, The task is made twice as difficult by the need not to make other
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schools appear to be second class, or to leave their staffs feeling that thelr most
alert and ambitious students are being pulled away from them to magnet schools,

The Imperatives of these various goals may conflict. For example, Faye
Bryant suggests that where schools are in minority neighborhoods perceived by
whites as depressed, it is important to have programs that are perceived as
academically selective in order to make them attractive to white parents, There
is reason for this suggestion; some cities have located their schools designed to be
attractive to the city's academically elite students in just such neighborhoods and
have found they drew far more volunteers than could be accomodated. But while
this policy 18 effective iIn attracting whites (and middle class minorities) into
depressed minority neighborhoods, it tends to do so at the cost of 2 burden on the
children of that neighborhood, most of whom will not qualify for the new magnet
school. There is an irony in a successful magnet school's launching at the cost of
displacing from a desegregated building minority children who most need
educational assistance, Planners must make a series of difficult decisions which
balance a concern for the welfare of all students with political realities concerning
actions needed in order to draw both majority and minority students to magnet
schools,

Some of these problems can be alleviated by thinking about the magnet
schools as an array of schools, rather than as single schools. If it is possible to
have other magnet schools which will in fact serve the children displaced in the
previcus example, and serve them well, then the choices become less painful,
Thinking of the magnet schools as a total array also makes it easier to design
magnet schools collectively to draw from all segments of the community, even

though each alone may not do so. Thus, for example, elementary programs such as
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a gifted and talented mchool, a school with an ecological emphasis, or an arts
school are likely to appeal to middle clags or ambitlous working class parents,
whatever their ethnicity, and they are lkely to be best suited to children who
learn the basics easily and have time for enrichment. That they do sc becomes
much less problematic both politically and morally if there are other schools such
#s a fundamental school, a contiruous rogress school, and a school following
Individually Guided Education which are more likely to be appealing to working
class familles and to children for whom the basic work of elementary school is a
significant challenge. Still, it is important that each school appeal to all races and
that each be at least somewhat diverse In class composition, rather than
reproducing the class isolation typical of neighborhood schools in large
com munities,

This task may be easiest to accomplish at the elementary level. Parents'
ideas about good elementary education are more diverse and less tightly tied to
their own class status than are their ideas about high school education, At the
high school level the hand of tradition les more heavily, and the academic
pressures of college entrance constrain the teaching of students with college
ambitions, even when they are not top achievers. An elementary school with
almost any specialty which gains a reputation as a warm and caring place where
children can learn without corrosive competitive pressures may draw from all walks
of life as well as all x‘aces;; Even at the middle school level parents from all
walks of life may still seek out or be persuaded to investigate an innovative or a
supportive and noncompetitive middle school to build the child's confidence and
gkills before the rigors of high school. This will be particularly true for parents
whose children do not fourish in traditinnal school because they do not do well

s



with competition or are less than stellar performers, but it may also apply where
children are capable but nontraditional thinkers,

At the elementary and middle school levels, especially, there are, then,
opportunitics to establish magnet schools which break with traditional lockstep,
competitive instructional patterns. Furthermore, such schools can deal more easily
than traditional schools with the academic diversity among students which is likely
to accompany their soclal diversity. Such schools can meet the needs of many
children who are not well matched to the social and academic patterns of
traditional settings, They also provide contexts where practitioners and researchers
can learn about the potentlalities and mitations of altermative teaching styles or

cuwrriculum for various kinds of children. They can introduce ideas which can be

more widely disseminated into traditional echools, if they are shown to be broadly

Because the educational discowse of our time emphasizes excellence and
constant competitive ranking of students, magnet schools are all too often designed
for ambitious, highly achieving students looking for excellence and competition, It
is more difficult to develop an appealing rhetoric for schools which are designed to
help solid but unspectacular achievers and below average achievers, but these
students may need special innovative schools as musk or more than do high
achievers. Together such students constitute the numerical majority of both the
white and black student population not only in cities, where magnet schools are
most eommén. but also in more elite communities. Such students need schools
which will help them leamn up to their capacities and flourish as persons while they
do so. Below average achie#ers, especlally, need schools designed to help them
with the substantial academic learning of which they are capable when not driven



by discouragement to withdraw thelr efforts. The emphasis needs to be on what
each student can and does leamn, rather than on ranking students' accomplishments,
Magnet school planners and school level practitioners who thoughtfully design
programs to help these children, while enveloping the programs in socially
acceptable rhetoric, are likely to find grateful parents and students who will gladly
enroll,

Metz's (1986) study of the life of three magnet middle schools, two of which
bad non-traditional educational approaches and drew student bodies which Included a
preponderance of average or below average achlevers, explores both the political
and recruitment issues which shaped these and all magnet schools in thelr urban
district and the ways in which teachers and students in the three individual schools
created distinctive patterns of daily school life. The book emphasizes the
intertwining of political and recrultment processes with the development of a
distinctive program and distinctive atmosphere inside each school. Central office
planners concermned to design a successful magnet program must become
knowledgable about the many interdependent influences which shape both the ability
of magnet schools to become and remain attractive and their ability actually to be

constructive environments for students and their teachers.
ESTABLISHING RACIAL INTEGRATION AS A PURPOSE OF MAGNET PROGRAMS

It is important to reme;bgr that magnet schools are desegregated schools, a
purpose the papers stress as they discuss recruitment of different races, but pay
less attention to in considering program content,

Teachers must pay attention to students' social diversity. Students' academic

success or lack of success in the crucial early grades, especially, is often affected
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by teachers' ability to set them tasks and ask them questions In ways which
provide some continuity with their home experience. Teachers can Improve
students' cognitive learning as well as their social relationships by developing
knowledge about, and sensitivity to, diverse cognitive styles which students bwing
with them from home, Shirley Heath analyzes (1982, 1983) differences in cognitive
styles among students in desgregated schools in one southern community, These
styles, based on patterns of belief and famlly interaction that differed with class
and race, created miscommunications between teachers and some students and led
those students to be uncomfortable with tasks expected of them in school. Heath
describes ways in which teachers can develop strategies of instruction which use
varied cognitive styles during the school day. Discussion of such differences—for
example in the style and meaning of questions or of storytelling—teaches all
children to operate in several different cultural styles and to become reflective
about linguistic modes of expression and interaction. Such discussion and the use
of diverse modes of expression and thought becomes an enriching experience for all
. children in the class,

In her excellent study of interracial relations in a magnet middle achool,
Janet Schofield (1982) tells us that the topic of race became taboo in the school.
Despite the visible reality of racial diversity, which most of the eleven to thirteen
year old students were experiencing for the first time in their lives, adults set a
pattern of ignoring race to the point where it was not mentionable. Students
feared disapproval if they mentioned race even for such innocent purposes as
describing to a teacher a student who had left one of his or her belongings in a
classroom. In this atmosphere, it was impossible for students of both races to
’ pursug their natural curiosity about one another in open ways or to discuss pattems
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of behavior associated with race which sometimes puzzled, annoyed, or Intimidated
students of a different race. The taboo at this school reflects a general uneasiness
in our society about openly discussing issues of race.
 These Issues do not go away because we do not acknowledge them. Children
nﬁv} being born will live in a society which is one third "minority" and two thirds
“majority'. Both malority and minority students need to learn to interact
comfortably and witl.out misunderstanding with members of the other groups in
soclety, As Schofleki's book shows, when teachers leave the development of such
understandings to an unplanned *natural progression" after simply putting children
together in the same space, most students make little progress toward such
Schofield draws upon iessons from social psychology and her ethnographic
study of this magnet middle schoo! to develop some principles which can guide
teachers' and administrators' efforts to facilitate interracial relations. Following
Principles set out by Gordon Allport (1954), Schofield stresses, first, that steps need
to be taken to encourage the development of equal social status for children of all
races. Suwch equal status is often supported by the development of diverse
activities in both the classroom and the school. With many different kinds of
activities, many different individuals from all races have a chance to demonstrate
skill and talent in some activity in front of their peers. The peer group is then
less likely to develop a rlgid prestige hierarchy based around a narrow range of
skills,
Second, students of different races should be put in situations where they
must cooperate for common goals. Situations which pit students of different races

against one another in eﬁmpetitieﬁ should be avoided. Cooperative projects in the
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clasmroom are helpful. Intramural sports leagues even in elementary school, arts
actlvities such as skits and musical groups, and student government can all be
opportunities for cooperative interracia] experiences, The adults In the school must
see to it that such groups are consistently multiracial in membership.

Third, Schofield stresses that adults must take leadership in modeling and
encouraging pattermns of routine and constant interracia! amsoclation. The
importance of such association must be agreed upon and made a visible part of the
school's agenda, Such an attitude can not be taken for granted merely because a
setting is desegregated, even voluntarily desegregated, as Schofield's study shows,
Both in selecting staff and in training for each school's program, central office
planners must make the development of ways to encourage the move from
desegregation to integrated social relationships among both adults and students part
of the agenda for the school staffs,

Several other ethnographic studies, mostly by authors umaware of the social
peychological theory upon which Schofield draws, have named processes similar to
' the ones she identifies as important in attempting to explain the development of
friendly or tense interracial relations in schools, (See Metz, 1986 for a discussion
of this work.) A good deal of experimental work in social psychology has also
confirmed these patterns (Cohen, 1980, Slavin, 1980).

Policies that encourage good interracial relations need not take much time
away from academic agendas, They include such simple matters as assigning seats
in classrooms, so that students of different races sit next to one another and so
have opportunities for observation of one another at close range and for casual,
‘unplanned conversation. Many of the supplementary activities such as sports, arts

actlvities, and student government which provide chances for equal status contact




and for interracial cooperation can constitute enrichment of the kind frequently
offered by magnet schools in order to make schools appealing to volunteers. It ig
important, however, that adults monitor and gulde events to be sure that students
of different races have s chance to shine and to be sure that cooperating groups
are constituted of interracial collections of students, Students, especially younger
ones, will quickly pick up adults' expectations for uniracial or multiracial groupings
in these contexts,

In order for these patterns to persist, the staff of each school must deal
openly with the existence of racial diversity, Staff members of different races
must themselves develop comfortable pattermns of relationship, as well as the ability
to break the societal expectation of silence around racial issues. These patterns
will not develop without some assistance during the training period for the magnet
school staff. Continuing inservice should also address them. The principal or some
other staff person in the building should have both formal responsibility for, and
good skills in, facilitating easy interracial communication on a continuing basis,

* Secondary school students who have not grown up In desegregated schools may need

special help from facilitators in openly addressing tensions or simple questions
about the other group,
SELECTING STAFF AND DEVELOPING COMMITMENT TO MAGNET PROGRAMS
This topic expands on Grace Falrlie's very useful discussion of ways to develop
wide involvement in the school planning process, to create cadres of cheerleaders
committed to the school, and to train staff to understand and to be faithful to the

magnet plan, She takes the perspective of central office planners, that of the
intended audience for these papers. 1 think there is value for this audience in
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adding somo observations on how these matters look from the bottom up, as school
staffs struggle with the dally implementation of magnet school plans.

It is important for central office persornel to remember that the imposition of a
magnet plan from above radically alters traditional relationships between building
administrators and teachers. Despite the existence of traditional curriculum guides
and of supervision by principals, in practice teachers usually have considerable
freedom to choose their own curricv'ar emphases and pedagogical approaches,
Magnet schools sometimes dramatically alter that freedom as 2 particular
pedagogical approach becomes the substance of a magnet program, The same
pressures can occur when a substantive emphasis is expected to pervade the whole
life of a school, so that math teachers must think about the artistic applications of
arithmetic, or music teachers must ponder the ecological significance of sound. It
is clearly best for the school if teachers volunteer for magnet programns and if
they and the principal can be identified early enough so that all are involved in
planning, and so in owning the school's design.

Where that is not possible, for example where union rules require staffing
magnet schools with all teachers in a building who wish to stay, teachers- will
inevitably have a part in forming the actual practice of the magnet program
whether their alterations are formally sanctioned or mot. It is thus wise to
acknowledge the teachers' part in forming the program and to find some
organizational vehicle to allow them to discuss and alter the program legitimately
yather than illegitimately. It is also helpful to find channels of transfer which wﬂlh
not penalize teachers who find themselves unsympathetic to the magnet program; if
possible transfers which are actively congenial should be facilitated, Too often

fear of transfer to a totally unknown school or loss of seniority rights through

-1 - 164



~* transfer keep teachers who are ursympathetic with a magnet program in a school

to become centers of discontent and of resistance to the realization of a
distinctive educational approach.

Furthermore, where the magnet program Is quickly designed and imposed on a
school, then interpreted and required by the principal, the principal's unusually
strong cwrricular and pedagogical demands are bound to be resented by teachers,
Conflict s likely to ensue, While this conflict may not be easily visible to
cutslders, It will affect the shapc of the education offered and the daily
experiences of students. Both principal and teachers deserve support In such a
situation. Principals may need some one who is not in authority over them as a
sympathetic counselor. They alsc need to be given latitude to recognize teachers'
reasonable requests for resources and thelr suggestions for alteration of the
program in accord with their experiences with the realities of the situation within
the schools' walls,

CONCLUSION

It is important for central office planners to remember that the most careful of
blueprints for magnet school plans and for individual magnet schools can be only
that. Parents and students come to the process of choice of magnet schools as

hole persons, not simply as consumers of rationally designed educational plans.
They will choose schools Eééause of a complex of factors: for example, the soclal
acceptability of the school's name, their social ties to other choosing familles, the
reputation of the neighborhood, transportation processes, their ern  {onal reaction to
staff who represent the school, and—once the school is established—the experiences
of ﬁlitivgs' and neighbors' children with all aspects of the school. Wise planners
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will take these processes iInto accoumt in planning; theyiwm try to construct
schools which will provide students with good Interracial and Interclass social
experiences as well as good cognitive educatior They will also try to plan magnet
schools which will, individually and collectively, serve the needs of the diverse
children of the community, Including those whose families have less power and
whose own academic accomplishments are modest.

It is likewise important for planners to remember that current public school
children need to be prepared for a socisty which will be multiracis]l In almost all
its aspects, as both current "majority" and "minority® students will live thelr adult
lives among peers nearly evenly divided among white and non-white citizens.
Desegregated schools must move toward msocial integration so that intergroup
relations are based on mutual understanding and respect, n.terpersonal friendships
across racial lines must become commonplace both for the good of individuals and
as a cement for intergroup relations. The social amblence o’ desegregated schools
thus provides a crucial portion of the education they provide, especially in
communities where housing and other aspects of adult and family social life are
raclally segregated.

Finally, central office planners need to develop sensitivity to the implications
of magnet school planning for the working lives of the school building staffs who
must carry out the plans. Where magnet achool plans are developed by, or with
substantial participation by, school level staffs, those persons will feel ownership in
the plans and find most of the alterations of traditional or accustomed patterns
empowering. But where magnet schools staffs have innovative approaches imposed
upon them, they are likely to experlence even imaginative plans as

nchisement and a revocation of informal professional autonomy. Planners




seed to provide support for both administrators and teachers in these situations and
to allow them some opportunities to shape the program as local experience
indicates best, Those who would like to shape the plan to revert to traditional
pattermns need opportunities (v mov+ to cemgertal traditional schools without loss of
face or reputation; so that others wore sympathetic to the special program can

replace them.
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COMPARATIVE ANALYSIS OF LOCAL PLANNING

Many urb’an school districts have developed magnet achool prc:qrm over
the past fifteen yeara. The knowledge and exparience That . local educators
have gained about magnet schoola has often been a resource for Planning
Pev programe in other Qistricts. Currently, there i a continuing need
for quality descriptions, models, and analyses of local magnet school
programe, and the papers in this voluss @nzrmté to maating this nsed,

Local planners and administrators of magnet achools BAY aldo benefit
from a comparative analysis of magnet school programé ACross a number of
districts. With a comparative analysis approach, the effects of specific
factors and decisions in program development and implementation can be
assasged under varying school and district rcnditions.

The published research on magnat achools consists largely of studies
in single districte or a few districts (e.g., Marshall, 1978, Dentler &
Scott, 19681) D. Levine, et al., 1980; McMillan, 1977) Metz, 19886).
Existing multi-district comparative studies have mainly examined the rxole
of magnet achools in school desegregation (Levine & Eubahks, 1960; Willie
& Greenblatt, 1981; Hawley, 198)1; Rossell, 1985, 1987). Recantly, there
have been atudies on specific aspects of planning magnet schools, such aa
the role of teachers (McNeil, 1966; M., Levine, 19687), and student
recruiting (Blank, 19686), as well as analysis of magnet achools as

"schools of choice” (Raywid 1986, Murnane, 1984 Snider, 1987),



A usaful source of information for planning magnet eChools that is
m on Bulti-district, comparative research 18 the recent national atudy
of magnet schools for the U.S. Department of Education (Blank, et al.,
1983). The purposes of the study were to determine tha effectivenass of
magnet achools in increiwing education quality and voluntary
ﬁiﬁrﬁg&ti&:ﬁ; as well as to identify the factors in plamungam
izplﬁnﬁatian that lead to effective magnet schools : ':mi study was
conducted through a comparative analyasis of 45 magner schools in 1% urban
districts acrofs the country. Datailed intervisws wera conducted with
administrators, school board members, principals, teachers, parents, and
students; data on atudent and teacher characteristics, student cutcomes,
and cobts were analyzed; and inatruction was observed and agsassed in

The study analyses revealed saveral "important findings:

© About one-third of the magnet schools in the study provided "high
quality” education &8 m#asured by ratinges of instruction, curriculum,
student-teacher interaction, student learning opportunities, and use of
resources. A majority of the magnet schools exhibited some elements of
these quality education processes, and eighty percent of the schools had
highex at;n:m achisvemant test scorea than their district averages for
the same grade level.

© Three factors are strongly associated with high quality education
in a magnet achool: a) an innovative principal who provides leadership in

developing curriculum, recruiting and motivating staff, and zeek:.ng school
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rascurces) b) a high degree of coherence of the magnet school theme,
curriculum, and teaching expertise, which combine to form & unique and
'dafi;uitn program identity; and c) policy commitment by district leaders
and allowance of flaxiblity with rules, conventions, and procedures.

The results of our analysis showed there is a wide degiee of variation
in the deaign, development, and effactivenass of xagnet achools. However,
the study also showed that there is a pattern of similar dﬁci%mné and
actions taken by districts with successful programs. i The cosparative
Analysis results were used to outline 10 stepa in effective planning and
development of magnet achools (See Pigure 1). This model may be useful to
local districts that are initially planning magnet school programe as well

as those that would like to improve their programs,

In the remainder of the paper, the ten steps will be briefly
describead. With each step, isaues that arose in one or more of the Btudy
districts are cited and strategies are outlined that can be used To

resclve the insuesn.

The fi't;ﬁt key step in a diatrict's planning effort is to identify the
local needs or praoblems that could be addressed by a magnet aschool
program. Identifying "the problem"” meana that: a) district leaders reach
a consensus that specific conditions in the achool have reached a point

where district action is required; and b) the magnet school concept 1is
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selected as an organizational strategy that has ptrong potential for
ti'ac:lviﬁq the problem.

| 'rh. resulis of the national astudy indicated that the most common nesds
that lead to magnet mchools are: ?

© To increase the racial balance of district schools, or develop
altaernative methoda of desagregation)

o Perception Ly staff, parents, and/or community leadays tThat the
quality of education in the district has declinad or not kept
pace with student needs)

o  Interest in greater choice, options, or diversity ;Lnilpulblie

sducation; and

o Declining or Ahifting enrollment in public achools.

Board membera, adminiatrators, and community leaders should join in
considering the neads for magnet schools and determining how they would
address the problem. The development of a consensus among district
leaders that an identified problem can be met with a magnet school
approach is an important firat astep in planning.

Districta that have broadly surveved comaunity percaptions of needa
and interests in magnet programs have found that this information wasz very
useful in planning. In addition, 3 needs ABSESEMENT Process can be useful
in building support for the magnet concept, and in locating the
mighh@:hqnds and achools which would be appropriate and desirable for
magnet programa.

The districts in our study that 4id not seek broad community
identification of needs for magnets ganerally developed programg that
responded to narrow cosmunity intereats, and, thua, the program had less

chance of golving basic district programs. 1In these cases, the magnet
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program wae more likely to become a "special program,” and not one that

raaches & high priority status in the school district.

A second important step for district leadars is to !1:;19 eatablish
the district’ l ahjletivel for the p:!;gran. and, then, to ﬂavalap a
leadexship p:liey eamignm around than objectivea. .

Pirst, it is important that the objectives match the need(s) or
Probles(s) that tha dletzict has identified. Fe: axample, if an
identified need was lack of opportunity for spacific career-development
Programs, and the school district daveloped magnet schools designed to
offer advanced curricula in core academiC subjects, the program would have
difficulty gaining strong support and it may lead to conflict over
continued district eupport, Or, if a district had 20 achools that 4id not
comply with federal and state desegregation requirements, the development
of one or two magnet schools would not address the problem and might
exacerbate it.

OQur study showed that district objectives for magnet schools could be
grouped in the following categories:

©  Reduce declining enrollment by holding students in the district)

o Offar educational alternatives, or options, such as career
education)

o Improve academic quality through college preparatory or advanced
study programs)

o Provide a voluntary desegregacion plan for the district;

o Desegregate specific achools or areas, or "focused
desagregation"”)




o Provide voluntary options to the existing mandatory descgregation
plan,

1} sAgnat school program will not produce either instructional q’uéhty
‘or :Ssia.lfethmaz integration in mcme mechanical way. The program
cbjectives must be built into the decision, planning, and mplemaéatian
process, and when the endeavor 1@ earnest and adapted to 1oaa.1
p:acticuitin, the results are genarglly poaitive and pmdictable. The
tandem with decisions about their planned relation to rﬁgum, or
"pon-magnet,” schooling in the district. Otherwiee, magnet development
can impede the growth of improved teaching and learning opportunities,

Policy consensus among the district's central leaders is critical to
magnet program planning, initiation, and subsequent decisions. Lack of
consensus can lead to continued questioning and debate about district
objectives and program strategy, which can delay funding, staff selection,
and curriculum development, as well as cause the magnet program to be
viewed with less certainty by the public. High policy consensus means
board members, superintendent, and top administrators share a congensus
view of where the program 1s going and how it should be accomplished.

The districts in the national study that had low leadership policy
consensus had less development of A central program strategy, and the
magnet lch::ala ware typically viewed as individual school efforta, Policy
consensus also appeared to be related to the educational quality of the
magnet schools that were produced, Five of the six districta with the
higheat ratings of magnet educational quality had high consensus among
their lesadership on objectives and strategy, as well as consistent,

continuing support for the programs.
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A third atep in the ﬁﬁvélﬁrﬁn‘t procass is determination of the
district~lavel atrategy foy the program, including saelecting the number of
noen0ll, thelr magner “thoemas, a:ﬂelasam:::n& In soena districts, the
sslection of magnet schools is the result of interests expressed at the
echool level and in othexs, magnet schools are aelected as part of a
district desagregation plan, However, i is useful to view the strategic
decisions that set the scope and direction of the program as an overall
district strategy.

m relative ro

A basic strateqy decision is the preadth
the number of schools in the district. A "limited strategy” focuses on
certain achoole or areas of the City where racial/ethnic balance or
educational quality improvements are neaded. A "broad strategy” 1s
genarally required with 2 districtwide voluntary desegregation plan, where
magnet schools are distributed across a large portion of the Aistrict and
locations of magnets are balanced among minority, white, and heterogeneous
neighbornoods. The development of a program st-ategy can be improved with
the following atepe:

-] Conduct a careful and thorough survey to assess the interests in
magnet schools and develop a strategy that meeta the broad
interesta of the community);

o  Evaluate the potential impact of magnets on the existing
desegregation plan and publicize the real intentions of the
program for desegregation;

1+ Plan sagnet schools based on atudent interests, not what will

aAttract students with high ability, i.e., avoid magnets as a form
of "tracking";

‘H\I\
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o Include plana for publicizing voluntary choice and a method of
recruiting students that emphasizes open access, although
spacific recrulting &fforts will be needed for sced 8Chools and
groups,

A magnet school's attractivenass to atudanta and parents is dua to a
complex variety of factoxs, including: previous school identity,
neighborhood, BChoOl improvements, current theme and identity, and
recruitsant methods. A magnat school often obtaine differential rates of
interest from minority and white atudents, and the degres of intersst must
ba balanced with the available magnet enrollment opportunities. The
magnat theme and location should bae designed to help attract a
Faclally-halroganacus studant body. Several kinds of acticna hava
aasisted the n;ﬁti&n of locatlona)

o Balance magnet achool locations in white and black, poor and
middle class, neighborhoods to avoild predominance of movement of
studenta in any ona direction)

o Avoid placing certair magnet themes in only white or minority
™ ‘ghborhoods, such as "academic” and "college-prep” themes in
minority neighborhoods (presumably to attract whites), or “career
magnets” in white neighborhoods (to attract minorities), because
the charge of racial sterotyping and favoritism can be made.

Many districts have faced the problem of magnet neighborhcod parents
wanting access to the lochl magnet whan the anrollment 18 opan to the
whole district. This problem arises when the interest in magnets is
underestimated or the magnats are viewsd as an advantage that is being
wvithheld. Several types of solutions have been used by districts in our

study, such as:

] Expanding the size of the magnet school sc that it can offer

neighborhood residents first choice, and still have room to
attract studants from othay areas of tha city,

i
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] Eatablishing a districtwide ‘open trangfer policy allowirg
tranafers to 1mprova tha racial balance of sending and raceiving
schools, whioch will extend veluntaAry cholde opportunities to
othar schoola)
o Locating eegnets In underenrolled achocls WhWIe BOXe students are
needed or there ia the threat of the school closing) or placing
BAGRATS in & PAUtral location whare schools have not sxisted
previcusly and there i3 no claim by a particular neighborhood.
Closely asscciated with strategy decimions regarding megnet locationa
upgraded academic Curriculum or a caxeex focus can help to change the
imags or idsntity of the Bchool, oftan away from 1abels such AR “rough
Bachool,” "acsdemically poor,” or "jodk sthool.”

Daciding on & part-school v, a whole-school magnet is oftan dictated
Iry the sias of tha facility and the strength of support for tha present
school. A part-school sagnet CAn ba & seans of curriculum innovation and
improving the achool Adentity within an existing school. A majox
advantage of whola-school magnets ia that the school can ba closad, the
iacilitias ramodeled and upgraded, and aven the nams changéd a8 ways of
under-enrolliad, or sagregited, middls and slssantary schools.

Lv is an inharent feature of all magnata, If

pothing else, ‘magnat :’tuﬁﬁnﬁ Are self-selected by voluntarily enrolling.
Beyond this universal minimum, however, the extent to which students are
nhﬁiul{ screaned for admission to magnets CaAn VAry greatly.

In soms cases, a highly selactive sagnat school is approprixts for tha
local contaxt, and in same 1natanced, & NONSElECtive mAgnat will be most
suitabla. In other situations, some intermediate degree of selectivity

will ba the bast choice. 3evaral districta in our study devaloped a



program strategy that included magnet schools with varying degrees of
nﬁi&g&;ﬂty dspending on local conditions, resources, and community
interests. FPor inatance, high aslactivity may be necesasary for
accelarated gimnt magnets, while a specific thewe mpagnet, a.g‘; Arts
or environment, can sexve atudents at all levels of prgpa:;tiic;n; Tha
degree of selsctivity should he clogely tied to the planned curriculum and
taaching ﬁm o * ) -

Local plannars should ba aware, however, that ptudent selectivity is a
policy choice. 1t mhould be faced openly &nd publicly in the earliest
planning stages, and the policy dehate should be inclusive of all groups.
A district that fails to 4o this may subsaquently discover that ita
magnets Are perceived by many gectors of the comsanity as elitist and
inequitable. In our study, many parents and educators regard magnat
schools as characteristically more selective and exclusionary than our
findings showed them to De,

is an important element in program

Strategy develoiswnt. Careful explanation of the objectives of the
Program and effective requests from district leaders for community help
in thes» selection and program planning can go a long way toward heading
off opposition to change and the apprehension of the neighborhood that it

is "losing its schosl €6 outBilara.”

4.
The central direction and coordination of the early stages of magnet

Planning require an inventive, resourceful leader. Por the district to

10
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mova from & broad sat of objectivas and district progriam strateqgy Lo

development of programs in each school, an important coordinating gré;

'mm function must be perforeed Dby a central office director. This

= ¥ %

person mUAT master and communicate the detalls of how tha program ;fi.ll
work, be abls to coordinate programs in individual schools, ;nd have
authority to make critical decisions. The central staff alsc must have
the flexibility to dalegate authority to the principals and school staff
po that they can suarcise organizational and program creativifty.

Magnet programs can flourish as whole schools or as programs within
regqular schools, but in either case they need strong initial directions
exarcised at both tha district and tha school level. A supsrintendent who
appoints persons as magnet directors and principals without thoroughly
exanining their dedication, previous sxperience and training will
subsequently have less effective educational and integrative ocutcomes from
the program design than it has the potential to produce,

School-level laadarship is critical for effective programs; the
principal or magnet coordinator must translate the program concept and
dasign into an integrated magnet curriculum deliverad through a staff that
i committed To tha program objectives and methods. The principal or
coordinator is typically the person who generates interest and support for
the ilﬂﬂ;t school in the community and stimulates teachers to participate
in daveloping an inmﬁa}:iv- approach to their work. Often good leadsrship
hn been "entrepsenaurial® in cbtaining program resources, staff and

students, and in ensuring the magneat’'s survival over time.
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Magnet principals should be chosen for their leaderehip skille and
éntreprensurial abilities. Then they should be given sufficient
auth;:;rit;y, freedom, and support to enable thw to put the mpagnet school
together and develop community support. The sams criteria should be
applied in éelﬁét;ng 8chool program coordinators, who are aften
cutRtanding teachers that the principal designates for a leadurship role
in part-school as well as whole-school programs.,: |

| A critical ingredient for district and achool 16;&10!1113:9 is a district
policy that allows creativity and experimentation with the magnet
program. Such a policy will contribute to Attracting dynamic, ambitious,
arnd imaginative administrators and teachers, which a magret school program
requiren,

Successful magnet programs in the national study typically had strong
district and school leaders who were involved in theé process of
developing district Strategy and designing individual school programs,
Some districts asked principals and teachers to devalop ideas ana designs
for magnet schools. The goal in participatory measures is to prevent the
magnat program from being viewed by those axpected to operate /it as
somathing that is impossd by "the pecple downtown." Bowever, ‘kgy district
’ administrators and curriculum staff should Alsc bs involved té? give the
Program the benafit of their expertise and to prevent Bypnunq of the
regular chain of command in decision-making. Por long-term -u;eni. the
maAgnet achools need to be viewed Dy Aistrict and school-level staff as

i

Part of tha "regular system” of instruction,
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In addition to providing a new means of allocating atudenta to
BChoO18, the magnet BChool 18 a method by which a Aietrict can reorganiz
and maximize the resources of the staff, facilities, and comaunity. Mo
of the districta in our study obtained additional funds £é;‘ "siafsi
eqgquipment, and supplies nacessary for magnet program atait-up, and our
analysis shows there is a Continuing cost differential with Ron-magnat
schools. Howaver, we also found that an elemant in effective.

ixplamentation of magnat schools is improved utilization of existing

resources in a district and cemsunity.
School planners should recognize that magnet schools can be quite

modest in extra costs and still achieve high educational quality. Mot
dalatyicts do not have the resources to implement “super magnets,” that on
cost millions of dollars. Our study results showed that the critical
factors related to educational quality were program authenticity,
leadexship, and coherence, not the fact that it offers "mtate-of-the-art'
equipment or facilities.

During the initial planning and implementation phases, A small
atart-up funding grant or allocation is needed. Additionally, special
ugigmnntk of matan or teachers is needed to staff the planning,
publicity, recruitment, and devzlopment activities, and to identify needd
reso rces. A district strategy for recruiting and selecting staff must b
plannad, and a program for gaining effective involvament of businasass,
mry a:gam.satm, parant groups, and univeraities should be
developed. Pinally, an assessaent should be made of the adequacy of

designated facilities to decide on the necessary building or remodeling,

e
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A mijor challenge for massynet achool plannere and administrators is to
uaae magnts to increase the eSiversity of educational programs and
opportunities without decressmsing resources and oPportunities in other
schools, If this challenge IRs not resolved, magnat achools can be accused
of causing a reallocation of existing resources in the diéiriét; to benefit
a4 few stulents at the expensese of the rest. A number of staps have been

taken tooffset this potentisml problem;
© Maitional funds for— magnet achools development and
iplemantation, abovre regular prepaid allocations, nhould be
chtained through newe or additional rxevenues, e.g., federal or
itate grants, foundamtions, private corporate support,
fund~ralsing, or newsr tax revenuas;

© e role of magnet mechools should be emphasized as part of a
ringe of program alt—ernatives and educAtional choices for
ftudents at all levesls of ability and achiovement, and in all
pirte of the diatric~<t;

© Al neighborhoods, pmarent groups, and schools can be offered the
fportunity to devel.«<op magnet achools or other special-theme or
dternative program&s: 1f they are interested;

o Hagnet aschoola, curr-—tcula, activities, and resources can be
linked with those of~ other schools to increase interest in
mgnets, as well as gprovide benefits to students in other
fthoole;

©  Mgnet achools shoulssd not be placed in existing schools that are

dlready perceived am having advantages in terms of location,
itaff, program gqualitay, or student mix,

6,

The thme, or curriculum ©=oncentration, of each magnet school is
typically decided as part of m-he overall district strategy. However, pany
of the eanntial steps in indIEvidual program design are completed at the

school lavel, such agr -
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o Ssmlecting types and level of couxses,

o Deeveloping and revising curriculum and organizing appropriate
t=maching mothods,

% Asassilgning teachers,

o  Ramcruiting and selecting students, and

o  IeAentifying special remources, such as those from the Community.
Many of themse tasks should involve the entire school magnet staff, and
Thus, tha -tasfing pmn is integral to daesigning qagh nehml program,

Our atwady findings showed the importance of prineipal leadership in
the deasign of the magnet school and pelection of staff. The principal and
teachers st™ould have a common commitment to the magnet school concept,
have atrongg interest in innovations toward quality education, and be
willing to invest axtra time and effort toward a unique educational
experience... A period of ataff development is often important to mold
Cohasion ar—ound the magnet theme and the apprcach to teaching. E£fective
magnet staf=fs have often sought assistance and resources from the
Community tooth in designing the program and in providing educational
linkages amm part of a unique curriculum. The special curriculum thems
often proviides an attractive opportunity for local institutions and
businesses To share their expertise and facilities with the achool, ®8.9.,
Cultural aned arta institutions, universities, hospitals, and scienzific
and tm&‘:a; firme,

A parti_cular challenge in staffing magnet schools is to identify new
Principals : and teachers with leadership qualities, teaching skills relatad
to the magneat theme, and a commitment to the concept, yet avoid having the

18
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Several steps can he tipn tows=ard developing a smooth staffing

process

o Hixring for magnat ichool Epositions should specify qualifications
.- rexJATed to the (Nt Conesscapt a&nd theme as well as seniority and
tenching ratings)

o Ammignment of prinipaly &and staff to magnet achools should be
verluntary wheneverpogeib’le, recruiting of teachers should be
avoided, and only) few tesmachers ahould transfer ;::an any one
existing achool)

o Foxr a sagn.t progis deve_lopad in an existing school, all staff
semmbers should . be jiven amn opportunity to apply with the
urserstanding thatthe prasgram requires staff who are genuinely
‘Anterested in the ugnat cxooncept and will make a commitment to
the extra time, elirt, azmend work that is of'ten necessary)

° Emphasiza to the [pipect=ive staff and to the public that magnet
staff meebers are nt paic premium salaries and that funds are
not reallocated frn anotimer school to pay for magnets;

o Wheasnever posaible, recruiem: part-time or volunteer instructors
from lochl buajinety ingtaitutions of higher education, and
pr<sfesslional or ciminity organizations, to provide specialized
teaching assiatanty

o Loxca) for ptaff mathry wheo> are likely to benafit and do waell as a
raeault of asgigneit to thmie magnet, not juat those who are
alxeady highly poplar anc= effective teachers.

The stage of curriculumyiitingg and development has three important
functions foxr the magnat sthold:
a; To organize existly, cure—icula, materials, and repources around
the program theme)
b) -To build school stif ceammwork and the magnet school identity)
c) To encourage and itimlates innovation in teaching methods and use
of xesources.
The devaelopwent of the ugnet sschool curriculum is a crucial step in
joining the program objectiws and <Theme with ideas, energy, and expertise

of magnet leaders and staff It ims the point At which many of the factors

vhich are cx-itical to a projin‘s Esuccess are brought together.




The curriculum development pra;:gén also provides the opportunity for
créating 4 unique asducational pfégfaa that meets the interesta of target
atudente and will continue to attract students., For exampla, if a high
school health/science magnet is intended to serve a broad range of atudent
interests and abllity-levela, the curriculum ahould include advanced
mathematics and sciances Courses as well as prevocational health and
sclence education and exposure to caresr options in health occupations,
Since students and parents often learn of a program by word-of-mouth, from
tha first day of operation a magnet school needs to have a well-designed
curriculum, A strong program ldentity, and clearly-defined features that
make it unique. 1In designing a achool curriculum, it is also important to
axplicitly planr a4 course of study that incorporates the magnst school aim
of tmulfithnié intagration. The curriculum should be multisthnic in
interest-value and multicultural in content. Intergroup respect and
So0cial learning from CroSs-group interaction is necessiry in order to
achiave the maximum benefita from the magnet experience. Pairness and
mathodas for ensuring schoolwide participation in co-curricular life are
equally important.

Many schools in the study found a major challenge in designing and

implamsnting a magnet curriculum that has an innovative instructional

the "regular” diatrict curriculum quidelines and instructional system.
MoST magnet schools do not strive to be alternative schools, i.e.,
fundamentally different in content and teaching method from the

comprehangive public school, Magnet schools are intendsd to have broad




Btudent appaal, not to derve as special programifor gtuden-ta who do not
auccead 1ln regular schols or are not desired thin, Aditi-onally, most
‘aihtﬁcts view magnet schools as options for allitudents, =with the
undﬁﬁtgndiﬁ that any student m return to A Mr-maghnet A=—hool 15?
desired., Several approaches have bean affectiwviin a:gmiiahé a magnat

school curriculum within the district framework|

o District leaders establish general outliies -for miegnet gchool
themea and curricula in the district siitegy, togeather with
abjectivea for targeting groups of studits; indiv=Sdual schooly
develop speacific elements of the curriilum and pre>gram
organization)

o Kagnat school themed and deaigne Can bipnerated sExom Beveral
possible sources: principals, teachex: community groupa,
parents, and district staff, with distit svaff cesordination to
ensure that students can easily txansfibetween nemgnets and
non-SAgnats)

-] Magnat schools' effectiveness in meetiydistrict smnd achool
objectives should be é@valuated, and reqlts used tc> explore
expangsion of the magnat concept in othe ichools. =and,
operational linkages can be developed hiveen muccesssful magnets
and the staff and students cf non-magndichools.

The :ﬂé:uimnt of atudents bfa: magnet Mu is critic=al when a nev
magnet program is being initiatad in a school Qlilrict, Recxuiting is
often the task of principals, counselors, teachd, and studBents, but som
districts have combined student reCruitment witdhidistrictwide campaign
to gain publicity for its magnet program. A cerninl diatricct magnet
8chool coordinator may lead the initial develctwit of publicity
concerning the plans, objectivea, and ideas for mjnet schocs1s. Some
districts also assign staff to coordinate the rynitment of students in

individual schools.



our reaearch found the laval of activity of districts in public

relations and student recruiting for magnet echools was much higher than

we had anticipated. Recruiting for magnet achools tenda to expand the

idea of the public as “consumers" of «ducational mervices. Common methods

of publicity and xecruiting are; )

o Surveys of parent and student interests);

o  Districtwide and achool orientation meetings, seminars, and
discuasiong oh program plans and objectives;

©  Newspaper, radio, and television public service advertisemanta)

o Involvemaént of coemunity and neighborhood organizationa, service
organizations, human services agencies, arte and cultural groupa,
Churchas, parant-ileacher asesoclations, and paxent groups)

o Developing achool links with local businesaes and buainesa
organigationa)

o Parent-to-parent recruiting, such as having each magnet parent
bring one other parent to a tour and orientation saession;

o Principal visits to other schools, community organizations, and
parent groups)

-] Presentations by magnet counselors, teachers, and students at
other achools;

o Open houses at magnet schools)

o Mailing brochures and flyers to parents, and placing posters and
hand—cute in achoole and offices; and

o Students and pavents informally spreading the word about their

satisfaction with the achool.

The primary goal of a publicity and recruiting campaign is to attrar

students to the schools. This is especially important when the program .s

aimed at changing a negative school identity. However, a secandary

-banefit that has been real.ized from publicizing magnet schools is that by




focusing Avt -—ention on positive academic objectivesn, innovations, and

accogplishye-=nte, tha program tends to improve the public's perception of

'pu:hlié achyo=1m in gonoral.

[ETOr.

The wAywwset school can be a means of innovation of the orxganization of
staff, StugeEmts, and resources, as well as a new appreach to school
curricylum, Magnat schools can help to renew siaff ;I:ﬁte;‘est and
motivation, mgPrimarily through their participation in building a positive
identity for the achool and organizing a new approach to education.

Magnet p=wrograma that comprise A whole school have an advantage in
congtructing a positive educational identity. Part-schoo)}  jnets
sometimes =114 their identity by assigning one part of the bullding as
"the magnhat smschool,” where students take their classea together and have
the sane fed=her3 and counaselors. A part-school magnet identity can be
built by iqemmtifying a corae group of studenta who are highly interested in
the magnef tksneme, and establishing a strong relationship between the
magnet them@ and program staff, Often students who transfer from other
8chooli for BEhe magnet program contribute to building the program
identity.

Zomp ag T=he magnet schools in our survey gained a reputztion through
attracting hSEgh-achieving students from other schools. A program using
this apgrods . . can produce a two-tiered student body, divided by the magnet

progr.m, Tv decrease this tendancy, some principals have purposefully

integrated pammgnet students with non-magnet students for a part of the




school day. A batter polution g.igﬁt be to provide breadsy opportunitiea
for magnats, not ohly for itmnt; in advanced academic coursen. Another
solution is to demonstrate to the ataff, parents, and students that the
magnet selection proceds is faixr and équ;tia,ble for all students. The
principal should also demonstrate that school funds and xescurces are
oqually proportionad between magnet and non-magnat students.

A major effect of many magnet achools 1is raising expectationa for
astudents and improving their Attitudes and aspirations for education. By
being part of A program comprised of studants with similar interests, and
teachars who have chosen the program; A Student Comes to place a higher
value on his/hex education. A major responsibiliry of the magnet achool
principal is to lead and coordinate teachers and counselors in order to
build the positive values associated with the m: ynet choice. Students can
ba assigned relatively easily to the same course> . teachers, but the
magnet sChcool Decomes A realirty with the develo,ment of the common purpose

for which thay are snhrxolled.

10. Malntain IuppOrt

The final Xey step in development Of a magnet school program is to
ensure its continuation over tims. Tha magnat 8chool must become part of
the “regqular® system of instruction in the district and not be viewed as
an mzm Or TANMDOIAIY Program, Or oha that continues only with a
special allocation of district or fedaral funds, or other outside funas,

Additionally, the magnat program and achools need Lo presarve the

essential ingredients and features that make “ham unique. In the last




“a

“tuanty'm. mr:lean publie iﬂm:at;nn has been filled with mles af :

;nnnﬂtm that ﬂz: ﬂlﬂlﬂg&ﬂ with tﬁpa:u? :ugp:rl; and

lnﬂmlim. hrt :umm :Ln nx!i nnl?. due to lack af ﬂlm 'I:a thg',
b;lie iy-t- éf m::uet:l.an sl.'a “v;:ld thin pnttcm, m nﬁnﬁt ml
'\ mlt g.n £u11 mﬁ u i ﬁm af muzatinna; diﬁﬂity gﬂ agﬁrtunity

kﬂﬂﬁ.ﬂ the boundaries of the ml ap:at:!.an of schools.

ﬂnnmnﬁ;ﬂﬁﬂﬂlbymmmmm:mm

mmmﬁ:mtmu:

© Commitments were made to magnet schools by the school board,
m@zintlnﬂant. and top administrators aspa:t of tha reqular
MMMﬂHMI .

o Pub:u.eity an thﬁ auteﬂi af the achool'a p:fam after ita
initial period of oparation matched the publicity attached to
goals’ m m*tmﬂ during planning and development;

o mtmnnmtmuammmlm;nul
schools, but they were used as models for improving quality in a
range of schools with different student populations)

-] Active involvemant of the community has been maintained through
advisory committees, special instyructors, support functions, and
shared community resources, which has helped maintain magnets as
a high priority and encourage innovation in curricula and

teaching methods.




‘Hnntmmgl 1.n fh& plgnningmﬂ dmlamnt of a magnet school
:p:aq:g! :Ea:ul upan only thc -ajg: eatigaries af decisions and ‘actions.

; m?damtmtuiﬁaimciﬂcgm fm:nagngt schaﬁ.ls manyane

» diltrm m:‘, theae tin areas hav& been mrr.ant for davelapnent of
the succeasful P!-‘E'Bﬁ- analyzed in the national study. This ten-step
model might be viewed as a set of basic ingredients for a magnet school
program, which set the stage for local conditions, needs, decisions, and

talents to dafine and create a successful local program.
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‘NG, AND MANAGING MAGNET SCHOOLS

REFLECTIONS ON UNDERS®

Jatreduction

The papers comprising t%’' :uiame represent an unusual collection,
drawing on the work both of schepl people and researchers. 1n principle,
at least, the collection extends both the practitioner's knowledge-in-~
practice ~- the sort of knowledge available only to one actively engaged
in a pursuit -~ and the analyses of those who study that pursuit and have
observed it in multiple contexts. The two perapectives are, indeed,
visible in these statements. But it is important to note at the outset
that the practitioner statements are not those of people who operate
magnet schools. Rather they are the perspectives of those who manage
systems of such schools. This 18 a vitally important perspective.
Indeed, it extensively sets the parameters for how magnet séhgals_will
operate. But it is a vantage point quite different from that of the
practitioner functioning daily within one of those schools. And, as is
the case for all of us, the focus of these magnet system administrators,
their concerns, and the challenges they see, are marked as much by their
particular roles and responsibilities as by the questions they address.

I was invited, as a scholar/advocate of magnets and other schools of
choice, to review the statements and to share some reactions, along with
my own sense of the prospects and challenges facing magret schools. It is
an interesting time at which to do so. After more than a decade, the
magnet school movement appears active and growing. There remain

approximately 500 school districts under desegragation orders.! And
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magnet a:haals remgin Ehe mast favared alternative to forced busing.

: Esnsas City is ta apen éé ﬁagﬂet schools in the next several years, 2 and
li}as af next year, Sﬁ. Eaul is increasing its present 13 programs by five.3
It,ia,beecming‘iﬁeteasingly familiar to see sds in national publications
féf"nﬁéﬁét school principals and magnet system direétars,'and increasingly
common to hear of districts turning to magnet schools as the best route to
school revitalization and effectiveness. The unanticipated finding of the

major magnet school study to date? -- that such schools are quite

increase in the number of such programs. And the enhanced public
confidence whiehﬂmagnets inspire may keep the demand high for adopting and
extending the arrangement. One hears with growing frequency about parents
removing their children from private schools to enroll them in public
magnetas = and about the long lines of parents who have spent up to six
days in a line, waiting to enrocll their children® -~ and about the high
schools with 900 openings and 35,000 applicants. (It has been commented
that some New York City magnet high schools are harder to get into than
Harvard or Yale!)’

It does not appear unlikely, then, that the number of the nation's
magnet schools and systems will continue to grow. When one adds the
demaﬁd generated by the growing proportion of disadvantaged students in
our schools =— and the overhwhelming numbers of students deemed 'at risk'
==~ it appears that strong pressures for magnet schools may well be with us
for at least a decade. The programs that open may also be extensively
influenced by two other prospects as well.

It is very likely that schools will be experiencing intensified

pressures for instructional innovation. There is substantial evidence

-38




that thefe has been 1ittle fuﬁdam2ﬂtal ehange in this regard for a. ceﬁzﬁry
or ‘more.B Hagnet sghuala have tended to rely more heavily on curricular
: 'iﬂnavatian than on instructiaﬁal.g And indeed, the evidence suggests that
"in ather kinds of schools of choice ass well, teachers have been less
innovative with respect to pedagcgy than they have sought to be.10 vet
the array of evidence showing that schools are rot working for iarge
numbers of youngsters —— the truancy and dropout rates, the incidence of
misbehavior, the failure rates, the minimal-work 'treaties,' the alarming
extent of student 'disengagement' == all testify to the number of young
people who need a different kind of instruction in order to succeed. The
pfnpé}tigﬁ of disadvantaged youngsters in schools, those most likely to be
'at risk,' is currently estimated at 30%, and their number is increasing
rapidly.ll There will be strong pressures on schools to find new
pedagogies that can succeed with such youngsters. Magnet programs, with
their innovative tradition and their capacity for flexibility, will be
encouraged to devise such pedagogical strategies. If they reapond
positively, this too will intensify the demand for magnet schools.

A second emerging focus is also likely to affect magnet schools and
their development. This in the persistent demand for revising achool
structure. According to snme,vthis demand is likely to be the main target
of reform efforts for the next several years.l2 By "restructuring" is
usually meant a fundamental reordering of school resources and control
arrangements -- school time, staffing and staff deployment, student
g:aupinga,lseh@gl governance. Because of their typically smaller size and
greater flexibility, schools of choice are in a good position to pilot the
search for new structures. They might very well become the vanguard in

the search for new ways to organize and present schooling. 1If so, this

il—w
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%ili‘éﬁ521y‘gtrengthen’ﬁhe §§man§ faf §ﬁcﬁ“pf6gfam§, as well as their
,diteztiﬁn."hﬂ | .

7 1 }“ﬁEeEhé:Var not they choose to move in the directions just iﬁdicated,~
ﬁggﬁet school praapéets appear strong for the rEEaindef‘af the century.
 If they:aré Eé{funetian optimally, however, a great deal more needs to be
known about them. There has been a fair amount of investigation of their
contribution to desegregation. But there has been much less regarding
such matters as their educational effectiveness, student achievement, the
organizational conditions of success., There is much to be done before we
even have detailed descriptions of such matters, let alone explanations of
contributants and obstacles to success. For instance, just how important
is teacher choice to magnet school success? What types of students
succeed in magnet schools and are there some who do less well than in
their previous school? Do particular types of students succeed or fail in
particular types of magnet programs? Does it make much difference to
effectiveness whether the magnet is full-time or part-time «.. a school=-
vithin-a=-school or a mini-school or a separate schaui «ss how it is

administered? Are different role allocation patterns systematically

that need to be answered about the optimal context for magnet schools =--
e.g., about the most effective strategies for designing and launching and
coordinating such prograums, fér obtaining professional organization
cooperation, for coordinating parent information programs and recruitment
procedures. Thus, a great deal needs to be learned, and it is to be hoped
that far more extensive research will soon be under way.

Meanwhile, attempts to understand magnet schools have been marked by

two rather different perspectives. They are the two broad types repre-
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}.;Eghtéd’iﬂ‘this cnllectien == which aﬁthrapalagigts have called the Emic

- and Ehe Etig viewpaints.ls Ihe Emic gccauﬁt of situations and events is

vthe explaﬂatinns nffered by thase wha ‘are enmeshed and involved in them.

‘,',«Such explanatiuns typically provide a depth and rithness of understanding

‘which 1s difficult for osutsiders to achieve. In enntrast, the Etic
account is that of observers who are not themselves part of the conditions
and activities under study. It is thought to possess the advantages of
aﬁjeetiﬁisy and systematic warrant,

We can all cite Emic accounts that appear misleading and useless
(such as the attribution by primitive peoples of natural events to evil
forces); and we can also recall Etic expianatiané which seem simply to
have missed the boat so far as insightful understanding is concerned (such
as the insistence that a criminal 'type' accounts- for crime, or that bumps
on the head indicate character and ability). So it is difficult to argue

the assured superiority of the one approach over the other. It is possible,
however, to identify the major challenges to each approach so far as its

péten;ial for improving practice is concerned.

The major relevant challenges to the Etic approach are, of course,
pertinence and accessibility: If Etics offer explanations leaving events
beyond the contrel of practitioners (e.g., by attributing school failure
to socio-economic status or parent orientation), then they cannot be
surprised if practitioners turn elsewhere to guide their practice. Or, if
the explanations offered by Etics are so esoteric or obtuse as to be
inaccessible to practitioners, then they cannot hope to wake a difference
== at least until an able translator comes along.

The major challenge to the Emic explanation of circumstances and

events is warrantability. Even if it can be assumed that accurate predic-
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| fiaﬁé'eanfirmﬂane's interpretation of things, it can still be asked

whether that interpfetgtiaﬁ'zgn,ésfgly,bé applied elsewhere. To put it

”’”bﬂiffereﬁtly, the Emiéqépﬁtéaeh must contend with the problem of generaliz-

ability. Thé g1eaff5tEeﬂgEh3 of the practitioner papers in this collec-

Eigﬁ lééd meysﬂ cite éame examples of how :hergeneréiigability queation
arises. Recall that the descriptions and suggestions of these authors
come from people who have really "been there." Each is experienced at
dealing with the challenges he or she describes, and very probably the
advice is well tested by that experience. The hitch, however, is that
other practitioners with successful programs would be offering different,
even contradictory advice. Two or three examples seem worthwhile.
William Pearson's paper finds magnet schools quite costly, and he
concludes that "resourcing magnet schools is a formidable task" demanding
"a carefully designed plan for [supplementary)] resource garnering." (p.
29) Yet the most comprehensive magnet school study to date suggests that
after start-up, average per pupil costs in the magnet schools of most
districts are not a great deal higher than overall district averages --

and, indeed, that elementary school magnets average lower per pupil costs

error, then? thvfg: his situation. What is necessary, however, is to
establish the contingencies of his situation to be able to say "under
circumstances X, Y, and Z, magnet schools will require higher per pupil
expenditures." Or, to cite a different example, Grace Fairlee recommends
a Gifted and Talented magnet as a promising start likely to attract
parents. Quite probably. But such a tying of magnet themes to particular
ability levels has sometimes proved regrettable elsewhere, provoking

Y

charges of elitism, tracking, and betrayal of the very equity-focused
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purposes giviug rise to magnet schnnls. Agéin, research is needed in

qrarEEf to eatablish the cnnditians under which the advice “gtart with a

: Gifted and Talented prngram“ 13 guud advice, and when it eeems

Jcnntra-indicated. 'As‘a final example, Faye Bryant, Lee Laws, Hsa Fairlee,

and Hr. Eearsan all urge zareful detailed, advance planning including
needs agsessments fer new maénet programs. There is considerable evidence
to suppnrt such a recaﬁnen;stian. The form of the planning, however, and
more particularly, just wha should do it -- remains a major question. The
conventional purposes of thoroughness, coordination, control are all well
served by the recommendation of these authors that the planning oecur at
the district level, by central office administrators. Yet considerable
experience recommends instead that the teachers to be involved in the
program must do the bulk of such planning. Once again, only much-needed
research can confirm the relevant contingencies -- the circumstances under
which it makes sense to have administrators do most of the planning and
those recommending that teachers do it instead.

Thus, a great deal of research remains to be done on magnet échaals-
Meanwhile, however, some interesting aspects of these schools can be

noted, and of the choice systems they comprise.

Ironies

There are many ironies associated with schools of choice, and these
frame the central challenges with which magnet schooling must contend.
Some are worth mentioning, since they so clearly indicate the major
pitfalls to be avoided. In the first place, of course, magnet schools got

their start as a desegregation strategy and mechanism. Yet, it has
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sémétiﬁésiaﬁpeargd théf théy'héié‘ﬂesegregéted séhéaling faf*ﬁhité‘"

‘ ynungsgers ta afgres' r EXtEﬂE than they have done so for their intended -

’ﬂinarity ! rrhas, inﬂeed, been charged that magnet

schﬁbls hi systems mare segregated than they were without

them, 16 Hagﬂet sghaals are an equity measure, but some have dispropor-
tionately burdened their beneficiaries —- e.g+, by requir-ing more busing
for more minority than for majority students.l? Moreover, it is sometimes
difficult to get the neediest students and their families to take
advantage of the very opportunity magnets are designed to extend to them:
choice.

VA further irony has been noted in the suggestion that magret schools
must appear superior in order to attract students —- but they must not be
superior in any significant sense lest they create inequities in the
system of which they are a part.l® And despite the equity commitment,
magnet schools can quite blatantly create and sanction tracking
arrangements.

Installed in some locales with the distinct hope of making schools
more responsive, the most successful ones have sometimes become less so
than schools of assignment! The principal of one of New York's most
successful magnet schools reports that when she put any questions to the
very popular school of choice that her own children attended, the answer
was always the same: "Many others are waiting to get in here, if you
don't like it."

A final pair of ironies: it very early appeared (as far back as Alum
Rock, the first choice system venture) that instead of empowering parents,
as prgéuppasgd, a choice system actually empowered teachers instead.l?

Some took this to be an advantage, and have sought schools of choice with

 *:zg3£)%i???¢i%?# '”; ~w*r‘“*;""“‘ e




it in mind. Yet that search, too, hae sometimes proved ironiec, because
while magnet schools can yield substantial increases in teacher autonomy
and empowerment, they can also yleld significant decreases therein: the
latter is particularly likely, as Mary Metz shows,20 when insufficient
planning time 18 coupled with contractusl provisions enabling all teachers
who 8o choose to remain in a building, whether sympathetic to ite new
magnet or not. In such a situation, the only way the principal can
implement the new theme is with a firm hand and close monitoring. Ergo,
greater teacher autonomy quite understandably becomes less.

The reason for documenting thia list of ironies {s not to impugn the
magné; concept -— to which 1 am strongly committed. It is, however, to
suggest that a great deal rides on the implementation details. One can
implement the magnet school proposal to precisely opposite goals -- and
arrange the system so as to fulfill them quite successfully. This places
heavy burdens on the design phase of any magnet program —— as well as on
the execution phase. It also means that close monitoring of the system
will remain important, in order to be sure that it continues to serve

instead of undermining the very purposes to which it was established.

Drggn{;gtiang;,P:aperzieg

The 'insider' or Emic explanation of magnet school success is likely

to be offered in terms of pedagogical technology: It is typically a

unique curriculum, or distinctive curricular packaging, which is said to
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explanation, identifying the success seccrets quite otherwise. DBecause
these explanations offer new directions in which magnet schools might look
to improve themselves —- and new concerns in the design of subsequent
magnet schools —— it might be useful to explore them.

One increasingly convincing explanation for magnet school success is
to be found in the work of organizational experts. They supgest that
school effectiveness may be less a matter of what is done -- {.e., the
curriculum taught —- than of the overall context in which that occurs.
Schools of cholce, they polnt out, are often smaller than schools of
asnignwent. They can thus afford less complexity and bureaucratization.
They are therefore frequently less hierarchical. This enables them to
retain more flexibility with respect to roles and operation. Moreover,
their charge to be distinctive automatically ylelds exemption from some
districtwide regulations —- and such exemption enables them to be more
responsive to the clientele with which they deal. The smaller size, plus
the assigned mission, also make for quite different role allocations in
many schools of choice. There may be fewer specialists and, in any event,
the roles of classroom teachers are likely to be expanded. It is typically
neceasary, for Iinstance, for magnet school teachers to write their own
curriculum -~ a rare expectation of teachers in other schools. This need,
in turn, frequently puts them into collaborative relationships with other
teachers, which 1is also unusual in most echools today.

There seems to be substantia®’ evidence that it is these sorts of
features of schools of choice that loom large in explaining their suc-
cess. That evidence is coming from several different sources. One is the

literature on corporate excellence and what makes for productivity in the

workplace.2l  That literature is highly relevant to understanding schools,
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of course, not only because teachers are workers in schools, but because
we expect students to be also. Another increasingly rich source 1s
research on private schools, which is pointing to a number of atructural
contraats in private and public school organization, and attributing
strong private achool advantages directly to these features.2Z And as at
least some of these researchers have pointed out, there are distinct
organizational similarities between public schools of choice and private
schools .23

The relevance of pointing to organizational structures and arrange-
ments as plausible explanations for the success of magnet schools should
be clear: 1f it is these sorts of properties which extensively account
for magnet school success, then we want to be sure to incorporate and
maintain them in schools of choice. Such an understanding of the
requisites of success should enable us better to :apiﬁaliée on our assets
and to avoid undermining them inadvertently.

There 1is another, related Etic account of the success of schools of
choice that might also prove useful. It, too, locates the explanation in
properties of the school as an organization, but these are less tangible
and more ephemeral properties: the culture and climate of such schools.
Visitors in schools of choice often comment on their remarkable tone and
flavor. One is simply struck with quite a different set of feelings on
entering such a school, in contrast to other schools. This is a matter of
school climate. Many have attributed to schools of choice a "user friend-
liness" missing from most schools. There is a personalizing and a respon-
siveness to individuals which strengthens their sense of affiliation with

the school. They thus incline to identify themselves with it, to feel a

sense of ownership in relation to it, and to aasume‘respansibility towsard




it. Because such effects are often associated with all who are affiliated
with a school of choice -~ teachera and parents as well as students -= it
is not surprising that considerable collegiality and personal association
often evolve.

Some analysts attribute the climate of an organization to its culture
== {.e., to the shared beliefs, commitments, and assumptions so fundamen-
tal to the group that they have become its taken-for-granted reulity.24
Schools of choice often tend to have strong homogeneous cultures, in the
sense that a wide number of beliefs and operating assumptions are common
to their affiliates. This comes in part from the choice feature enabling
staff and students alike to affiliate with the school that comes closest
to their own orientation. It assures that there will be a broader range
of fundamental agreement and more commitment to a shared sense of mission
than most schools enjoy. This condition (mission consensus), plus others
associated with choice (e.g., heightened student motivation, and student
similarity or commonality in some educationally significant sense) enable
teachers to afford a sense of efficacy that is not widely shared elsewhere
in public schools. That 1s, fundamental expectations of success —- 2nd an
ensuing confidence and optimism -- are often key elements in the cultures
of schools of choice.

Even such a brief account suggests how closely organizational
structures, culture, and climate are interwoven and affect one another.
The evidence supporting their role in the success and effectiveness of
schools suggests that magnet schools might well want to exploit such
avenues for maintaining and enhancing their success. To date they have

not tended to do g0, instead concentrating their attention and efforts

f;tﬁeriexeiuaivély on their curricular Bﬁeeialtyi Other sorts of public
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schools of choice ~~ alternative schools in particular == have seemed much
more oriented toward the importance of organizational features. Whether
conaciously or otherwise, private schools have also often reaped the
benefits of their organizational properties. But to date, magnet schools
have appeared to take relatively slight notice of them. It might be that
such concern could yield better insight on what ore 18 doing right == and
hence, better means for improving that and firmer assurance of being able

to understand and control the situation when things are not going well.

Despite the clear strengths of thes~ papers, they underscore for me
Some concerns about directions and tendencies in magnet systems. The
first is a posaible shift in emphasis from equity to excellence. Such a
temptation is strong and eminently understandable: 1t appears the whole
world is demanding Excellence =- and with the clear evidence that magnet
schools are an extremely promising route to improved school qualiﬁyzs
(posaibly even the most assured route to Ef.:ctive Schools),26 the tempta-
tion to shift focus is reasonable. Yet a great deal remains to be done to
satisfy the equity needs that originally gave rise to magnet schools. And
as many have pointed out, the search for educational excellence has not
always been pursued in ways compatible with the requisites of equity.

More specifically, I am concerned that magnet systems seem 80 often
to concentrate their resources on ﬁrﬂgrams for the more fortunate
youngster -- the "Gifted and Talented" or the one with high aptitude in
the "Performing Arts" or the budding scholar in "Math and Science." This

is an understandable turn in the quest for eSEellen:e.‘sinee one of the

209
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meanings of that term is outstandingness or statistical atypicality. But
such a development often undermines the pursult of equity, since it is
~bviously the weakest not the ablest students who appear to need the most
help and encouragement. And those who do are quite typically excluded
from magnet schools. A good case has also been made for the importance
and the lack of programs for the average yaungater27 ==~ who 18 nlso
excluded from many of the magnet programs we have established.28 Without
arguing that all magnets should be open to all studento (which could
immediately prove self-defeating for a number of programs), it appears
that considerably more resources, o2ffort, and imagination might very
desirably go into magnets targeted for average to at risk students. If
the choice movement is to produce a generation of excellence, and not just
a well-schooled elite, then a much broader focus is necessary in designing
magnet schools. The challenge is not simply a matter of creating the
conditions that enable the ablest to succeed; it is rather, in terms
suggested by a study of corporate excellence, eliciting "extraordinary
performance from ordinary pecple;”zg

A strengthened equity focus might also recommend a stronger preoccu-
pation with integration than is often encountered. It very early became
obvious that desegregating a school is a long way from integrating it.
Short of deliberate structures and arrangements and activities to stimu-
late positive interaction among different racial groups within a school,
"desegregation" may just move segregation indoors. I wish we were hearing
more about the use in magnet schools of the activities and strategies that
are effective in integrating mixed-race classrooms. Such appraachea‘have

been developed and are available. I just wish there were more evidence of

their widespread use in magnet schools.
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I am concerned too lest the promise of schools of cholce be lost in
the mechanics of institutionalizing them. In the nature of the case, asg
soon as we undertake widescale implementation of an ldea, we must attend
to mechanics -~ the procedures and arrangements and management details
that operationalize the idea. The trick is not to get bogged down in the
technology and forget the goals. I hope that is not happening in large
choice syatems, but it is a constant danger. A successful magnet school
depands as much on heart and soul as on effective technology and delivery
systems, We have recently learned a great deal more about the nature of
heart and soul in organizations, and how to cultivate such qualities. We
would do well to put some of our effort and attention directly into such
cultivation.

Some pay there is a major lesson for other enterprises in what
happened to the railroads in this country. Once a major American
Institution with a pivotal role in our economy, they are now quite
peripheral and only marginally self-sustaining. One provocative
explanation is that the decline was due to a failure of leadership and
vision: the managers saw the challenge before them as running the systen
~= making trains available, on time, in good operating order.
Hénagemén;'s internal preoccupations -- the focus on running their own
systems —- caused them to ignore the goals of their clientele: getting
people and products to their destinations. Thus, other forms of
transportation replaced the trains when the alternatives proved more
responaive to e:ternﬁl needs and demands.30 Perhaps any major enterprise
must consistently guard against such a development. Indeed, some have

assetteﬂ that this is just what has happened in education and that it is

what is wrong with the reguiaf schools in big cities. But it can happen
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in magnet schools as well. As the demands of large-scale optiona systems
become more intricate and urgent, the temptations toward internal
preoccupation become stronger. Schools of choice must not be lured into
dealing only with the technological problems. They must devise ways to
keep themselves looking outward ~- to remain attuned to the concerns and
desires of students and their families, Or they will become just one more
component in the self-precccupled bureaucracles at least some of them were

designed to offset.

Conclusion

I will close with a final comment on magnet school prospects and how
to realize them. 1 am convinced that magnets and other schools of cholce
offer tremendous promise. Indeed, despite current limitations on our
knowledge, there is much to suggest that such schools may eventually prove
the Cinderella of our reform efforts.3! They could be just the kind of
institutions that reformers have been looking for. There is a sufprising
amount of indirect research support for such a speculation. It comes from
study not directly of magnet schools but of private schools, of those
labeled 'Effective Schools,' and of successful corporate practice. This
research suggests that many magnet schools begin with the essential
conditions upon which educational excellence must be built -- reduced
size, a commitment to differentiation and responsiveness, increased
autonomy of the administrative unit. Some of them have capitalized most
successfully on these assets —- so that it already seems clear, for
iﬁEESHEé,,thEE magnet schools can sustain superio: leadership;32 and that

at least some schools of choice can claim superior teacher commitment and
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investment 33 and extraordinary staff morale, 34 Indeed, some private
school researchers have concluded that schools c¢f choice in the public
sector have the potential for bringing the same sorts of benefits to
public education that private schools enjcy.35

Thus, magnet schools offer promise extending well beyond the
impressive positives they have realized to date. Iif any single plece of
advice could yield fuller realization of that promise, it might lie in
suggesting less innovative timidity. For the next decade, magnet achools
can and should be in the vanguard, offering leadership and direction to
other schools in the revitalization so needed in American education.

But to do so, many would need to experiment with even more venturesome
curricular departures than most have undertaken so far. Others would have
to begin experimenting with instructional as well as curricular
innovation. New pedagogies are urgently needed, schools of choice are
perhaps our best prospective source, and creativity along these lines
would be most desirable.

Finally, but by no means lcast, I would urge official to insist that
wagnet schools take far fuller advantage of the unit autonomy extended
them -~ {.e., the exemption from district practice and procedure attending
the charge to become a school that is distinctive. In particular, such
autonomy might desirably be used to depart from traditional school struc-
ture. As David Clark has commented about Effective Schools, there is a
danger that magnet schools may remain "for the most part...dominated by
conservative organizational perspectives."” They may be far too tempted to
"overemphasize the significance of bureaucratic characteristics" and thus

to understand successful programs as "well organized bureaucracies that

work."36 Ag a sharp and perceptive critic has already warned, strong
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top~down management and the tight control that has operated in some magnet
achools not only faila to stimulate innovative practice but may even

defeat it. Such management practices "help bring about mechanistic,

disengaged, depressed teaching...[and]...the exit of some of our best
teachers,"37 Certainly, magnet schools must move quickly and decisively
to avoid this sort of recapitulation of the problems of other schools. To
fulfill their promise and substantially improve public education, magnet

schools must be freed to pursue the organizational innovation essential to

the programmatic creativity we have asked of them.
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