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Abstract

Of the many federal efforts to promote social change,
so controversial or difficult to implement as the'effbrpftcf
in the nation's public schools. One:consequeﬁce of'the gonf

= e el ar
characterized many cities as they deal with -desegregation ha

‘ ¥ A T v

"~ This study is within this ‘tradition of research. The inquiry dqcumént

schools of its cities and towns. In response to state pressure to. address
racial imbalance and racial isolation, the city of'Cambridge, Massachusett

began a planning process which culminated tWOfand—a—halfayeafévlater withs

the adoption of a desegregation plan developed in the ﬁgiifidé}fgreha;f'f

equitable in remedy, and peacefully implemented.
This study documents this change process and,anélyzes the;éfféété of

state policy and compliancé activities, local leadership, organizational -
P . e i -

capacity, and community involvement on the implemenfatioh:of'schppiii i
desegregationkin Cambridge s ' w%ﬂf et

. The reéearch employs a case study\methdd. Evidence:fdr_theiséééy'wéée
assembled during the au&hor's period of qmplqymenL with the“Qaﬁbfngg?Scﬁébi;
Department and in subsequent'field research, Using’standéf& fieia;ﬁfbégdﬁfés;
the author recorded the events of the period and dtiliZed'intEpsi§§iig£éﬁ;:*§
viewing and document analysis as additional field study'methods?v ;>‘ »

e
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reform, the attainment of school deéegregation in Cambrid

ultimat'ely dependent on features of the loca

1 system. ‘:It




Introduction ) *

Of the many federal efforts to promote socialrchénge;ﬂ"

segregation in the public schools of fhe nation. The,ygars,'

&

: . : ’ R S s L
the historic Supreme Court Brown decfsion of 1954 were

=z

has moved north and west, opposition to this pblicy‘ha$—1n;é)

Since.the 1973 court ruling in Keyeé vs. Denver School DiStrict

systems prove unwilling or unable to resolve the~issgg of séﬁédi

Tl

desegregation in the political arena.

ized these efforts at social change has been to direct™the atte
social scientists to studying how the process of implementing de
works in the local setting. Increasingly, researchers are prdvidiﬁgv_'

detailed case studies of the implementation process in-éﬁ'éfforﬁztpﬂﬂr‘,
account for the variation of responses to desegregation which have. . '

. 3 - - . S T L
occurred throughout the country. LT e

=

This.essay is part of this growing body of research,: Thé”iﬁﬁﬁiry

é

documents and analyzeé one northern city's pesponée to stape,effoft$ftdzvf
implement desegregation policy in the local schools. Based on détéulv

gathered during two and a half years as a participant observergiﬁvfhef"

desegregation planning project of the Cambridge, Massachdsetts's¢ﬁéolifff

L



system, I trace the story of school desegregation from the passage of the.

4 7 7 :
Massachusetts Imbalance Act in 1965 through to the local system's
adoption of a comprehensive desegregation plan for the’elementeryrseh

* The study focuses on the dynamics of change and analyzes the process-

through whlch,pollcy was transformed into practlce at the local level.

Cambrldge is an interesting site for such a study for a. number of
ot . o :

- reasons., Flrst, while few state governments have—played a dec131ve role
in pre831ng thelr local school districts to ellmlnate SChool segregatlon,
Massachusetts, in the mid 1960's was an exceptlon to thlS general pattern

of minimal state leadership in the field of desegregation. InA1965,7with'

the passage of the Racial Imbalance Act, Massachusetts became the  first..=

state in the nation to mandate an affirmative policy of desegteé§?ion iﬁl;
the public schools of its cities and towns. The‘case thus provides the ;:i*
opportunity to examine the influence of state educatlonal agen01es in:
achieving the national commitment to school desegregatlon, Second unllke
many other cities where a breakdown in\the traditional polltical'procesejr
brings the issue of school desegregation into the Jud1c1§§ arena, Cambrldge 55}7

~

desegregation plan was developed w1th1n the polltical and admlnlstratlve"”ii"'*

arena. Third, in contrast to some other voluntarily adbptedApfﬁns,6etﬁet
desegregation plan which Cambridge adopted was comprehensive, loqg,raﬁge;Aﬂf_jiif

and equitably applied-to both minority and white Students.r Finally,ltheree

was no organized community resistance to the issue of desegregation, and -

the plan was peacefully implemented with no disruﬁtion‘or strife in the t”-ﬂ

social life of the community.

Why did the story of desegregation turn out this way? What elements f_;fff




influenced the process of implementation and helped to shape its o

What perspective on the change process helps to illumiﬁate'the wéyv

N

which policy ideas become practice in the local setting? ' These

central questlons this study addresses, and to explore these 1ssu

analy51s draws on the findings from Bothcthe‘desegregatlon 1itera

research on the implementation of soclal reform

il

recent years: As federdl efforts to promote soc;al reform gre

in the mid 1960's, researchers increasingly turned their attentidn

7 - PR
change. While the early research on implementation offered a variety of
explanations for the often disappointing results of these efforts,Jthe 7
studies tended to have one element in common-—namely, a View'of'impié:y

mentation as the second step” of a two stage process in whlch pollcy 1s

first formulated at the federal level -and then executed at the local

level. This view of the change process stressed the importance oﬁ thehT:l
federal role as the designer? and overseers of policy and ofteﬁgporﬁféyediq
the local level as, at best, a complicated obstacle course ‘to be overcome -

- B S
in pursuit of national goals. The central implementation issue implicit:

in this model of change was one of devising the means to induce‘lodaliciés?"

to conform to central policy objectives. This view of implementation is =

reflected in this essay on Title I. o
The history of local autonomy in the area of
education exacerbates the always difficult process
of establishing a workable set of incentives -for
those at the local ‘Ievel to implement federal ]
initiatives and objectives....If federal.programs
are to be executed within the intent and spirit of
law, not only must goals be understood iir"some °

rudimentary form, but some set of rewards and




and sanctions must be available to encourage
compliance and punish misuse.

as directives from the federal level. This view is captured in'this B
essay on implementation research. . e

.it is probably 1nappropr1ate to think about =

the local development of federal programs as

"implementation." For implementation carries’

the unmistakable signification' of a definable

thing being installed, rather than an evolutionary
process.. Instead one might’ thlnk of federal
agencies as establishing policies and programs’ -
which evolve during the course of their establlshuent,
often changing radically and always embodying undeflned
as well as conflicting potentialities...The
potentialities set in motion by federal a®sion come
into contact with local school organizations, and R
these potentialities are changed by the character _ e R
of these organizations. The needs and values of
those in them add, subtract, modify and dnvent--= L
all of this around the federal 1n1t1at1ve but ' ok
often only. loosely around it.

The picture of implementation which emerges here is one of diversity,-ofhg?

discovering and altering the meaning of policy ideas as people seek to :

embody them in actiom.

My essay will explore this conception of change by looking cidsely}'

at the process through which school desegregation reform was implemented SR

in Cambridge. The major theme concerns the. influence of local eircume;eﬁCes'f"’



in shaping how reform efforts turn out. I shall arguerthat:"
tation of school desegregation in Cambridge was not theereéhr
efforts to translate policy into practice at the local leVéli.

much by local events and c1rcumstances as by d1rect1ves and

the state. While state policy and the actlons of state off1

a course through changing winds and uncharted waters explains énbthet;*"
Lo : 1 ALEhs expiains Anorher.

This perspective on change which captures the importahceiofrlgcal'

influences and the unpredictable nature of the process is not espec1a11y
compatible with more tradltlonal views of 1mplementat10n w1th thelr
emphasis on devising better systems of management and control. Rather;'—g'

- :@ - : :
it suggests that implementation will always be uncertain, a unigue

phenomenon taking its particular form and shape as policy ié'recreatedfat

the local lével.

The essay which follows sets out to present some ev1dence for thlS ,.:;
conception of implementation. The data is drawn to a large extent from

my experience as a part1c1pant—observer in the Cambridge desegregatlon :'L'

planning process. From May of 1978 through October of 1980 T was’ employed

by the Cambridge School Department first as a coﬂsultant, then as thez;‘fj 



of 1980 as acting director. As a staff member of the' deseg'egat n:

planning project, I worked in the office of the superintendg E;énd had the

e -3

participant in the social process under investigation, I have also

drawm .. -
extensively on a variety of other field methods including internal documen

2 et 13 IR <
analysis and. intensive 1nterv1ew1ng.‘ e 3 P
This, then is the story of what I learned from Qbsér§ipg,§nd£ﬁgrfiqi4 

pating in one city's effort to implement school desegregation,” ?o’abptpagh

these issues, I have organized the analysis around the events and'éifﬁétibﬁsf
which seemed important in shaping the process of reform. In}each'parﬁfpf o

: _ . LW T
the narrative, I have tried to-build outward--analyzing the influence of v

specific factors in shaping evghts and assessing their significance for my - -
: RSV
view of implementation as a complex, particularistic, and- evolving process. -

-

THE CITY, THE STATE, AND SCHOOL DESEGREGATION REFORM

The March 1981 decision of the Cambridge school committee thadbptlf
phase III of its desegregation plan marked the climax of»a‘twéAéhd;éxhélf;3fff

S

year change process during which the city developed a déSégregatibﬂ piéﬁff'




state-local interactions, local administrative and pol

demography and geography, unanticipated and unpredictablé event
_ >§'- . . -

these were important in shaping the implementation of s

in Cambridge. And it is through;aq_pxﬁfhratfoﬂ'bfrthés

the evolving story of school desegregation reform can best *be:

.~

The City

prize winners to form a baseball team with a’felief°piﬁch

where all the walls are covered wfth'ivy.l4'”Bh§'Cémbfidge's:rebu at o1

as an intellectual and aéadémic center obscﬁres'éndthéf fééiity;
of remarkable ethnic, social and economic d@yersity. - -

Incorporated as a city in 1846, early Cambfidgé—with.itgkt&éife; 1
thousand inhabitants, had the air of a quiet ;i;t&é Yaﬁgee viiiég;}ErBuf
successive waves of immigration and growing industriélizétiéﬁ,ﬁfo. unaly
altered‘the character of the city. By the turnvof £he cenfﬁ;ygfgambﬁidé
had become home tq large numbers of Europeanrimmigra;;é_éﬁdrﬁ}aéﬂj;ﬁé}icans
migrating North after tﬁe Civil War. - And in 1978,~maﬁyybfAifékiaz,égé‘_
residents could still be found in tight knit racial and ethniccommun:tties
which grew up as a result of these successive Qa&es of ﬁeﬁéomens;¥firét7ij

e

. -} - : : L
Irish and Italians, then American born Blacks, and most reqentlyfj,

A

.



Portuguese, Greeks, Hispanics, and immigrants from the Caribbean Island
Although Cambridge is only 6.2 square miles in area, soc1a1, ecor
and racial boundaries have tended to separate sections’ of the cit

population. While neighborhoods are more heterogenous tﬁan,those'fo

for example, in‘neighboring Boston, there are still diSCernéble'ethni
: - B T R

enclaves which are perhaps the result of earlier patterns’of-immi ani

i

settlement. Many long-term re31dents have tradltlonally percelvedkthem

selves as closely tied to, one particular nelghborhood where méhbers

Afamily have been born, married and died. Other, more mobile residehts;:

drawn to the city's academic, research, and high technology centers form:
B % HE 4

a loosely knit community whose ties are social and professional'tathe%ﬂtha
cultural and traditional. B

These social, economic and ethnic separations in the oity as aAwhdie
are also reflectedrin the city:s pubiic elementary scth%rsysteﬁ;diIh;
1978, the Cambridéebschools enrolledra total‘of‘9,21A1stddeﬁ£s;16f:The;
system was organized on a K-8; 9-lé basis.r A new high,schoollrehovation:,
was nearly completed, and when open, the school wouldagerve ali the ¢it§f§;f’

public secondary students. The student population would be rac1a11y,-—

ethnically and economically d1verse mirroring the diver31ty=to be found

in the city as a whole, At the elementary leyel, however Cambrldge had

a long tradition of neighborhood schools, and the populatlon of these
sixteen schools serving 6 498 students tended to reflect the rac1al, ethnlc
and social class composition of the‘nelghborhoods ;n which they wete

located. The university community was concentrated in the few’elementaryf:”

schgols in the western section of the city, near the Harvard Unlver51ty campus'

and along the streets once known as Tory Row. The chlldren of the: Irlsh



tight knit communities. While historically, there has been no inner
ghetto area, there were areas of the city where blacks were.heavilyﬁi
concentrated. Low income housing was located in the older se¢tidnéfﬁl

- ¥ : K e b
mid-Cambridge, and it was—in these neighborhoods where most of. the city

minority population lived. Although black students composed only 22%
- poSec Foosh

of the total school population, they were increasingly conqeﬁtrate&‘in%;*
- ) L = - A A
18

five of the district's sixteen elementary schools.
While the early and mid-1970's saw neighboring Boston in the.thidész?

¢ ’ :

of a bitter conflict over efforts to desegregate its public schools, the:

issue of school desegregation was, in that period, quiescent iﬁﬁthé,city 

of Cambridge. The impetus for reform in Boston had come from years,offif

pressure by local civil rights groups éupported and sustained by:éggrééivé
state action. But in Cambridge, the minority Eommunity'had,nof'ﬁfeséed'-1
city officials to address the growing trend of minority conéenf;ation{ih'

some of ‘the elementary schools. 1In order to*understand%?hy, in the late

1970's, the issue of school desegregation came to occupy a»gentfal plaéé:

on the Cambridée agenda, one must examine both the early hiétg;y of‘the”f
state role in the promotion of racial balance in the school districts of% ~ °7"‘
Massachusetts, and the changes affecting that role in the late 1970'5.

=

The State
Constitutional responsibility for the control and operation of'publi§,,w'

education is vested in the states. “However, from the time of the Brde'Ifﬁ;




pressing their local school districts to eliminate school segregation.”
Massachusetts, in the mid 1960's, was an exception to this patterh

the passage of the Racial Imbalance Act,20 Massachusetts becémé:phe'

state in the nation to mandate an affirmativg‘pdlicy of “desegregation in

the public schools of its cities and ;owné. In GoygﬁnofrJothVolpe'
remarks to the jubilant group of civil rights supporters, public!ofﬁlcé
holder's, and educators gathered in the State House Hall bfrFlags'oﬁt 

August 18, 1965 for the ceremonial signing of the legislatidn, he étfeséra*

equal rights;

Today we write another page in the history of-
Massachusetts leadership in education with the
signing of this bill guaranteeing truly equal
educational opportunity to all our children. -

Our signing of this bill affirms our commitment i

to strike at the'causes of prejudice at their )
source and our belief that a broadening social = .-
experience is fully as important a part of the
educational process as the textbook.

% .
The major reform objective of the Racial Imbalance Act was:

»+.to encourage all school committees to adopt -

as educational objectives the promotion of racial
. balance and the correction of racial imbalance

in the public schools.22 : -

And the law provided an operational definition of thergoél it sought to =

promote: -

Racial balance, the condition of a -pubtic
school in which more than thirty percent . e T
but not more than fifty percent of the 23" e ,"ffff

pupils attending such school are non-white.<> .

While the promotion of racial balance in all the publictschoolsvwas the

e e




avowed objective of the act, the provisions of the law were prinelpé,
aimed at the elimination of racial imbalance, and the legislétion'
forth in concise detail a definition  of the condifion it,sbughﬁ'j

Racial imbalance shall be deemed to exist.

- when the percent of non~white students in
any public school is in excesg.of fifty .
percent of the total number of students
in such school.24 R

scenario for its implementation phase. One proviéion_réquired,ééhbbi‘

each school within their district. If a finding of racial imhalance:

made, the board of education was to notify the local school committee ﬁhle o

its jurisdiction. While the legisygq*pn detalled certaln common desegreg

tion practices whlch local educational agencies could employ, 1t placed
N :

major respon51b111ty at the local level for the de51gn and contents of

initial plan.

Other sections of the act were addressed to the§%nforcement'authOrify_f

~

of the state board of educationtz The board was to proviﬁe’tééﬁﬁiéal,i;”ffl
assistance to local educational agencies in the formulation and egéggtibhfiVE::
of plans to eliminate racial imbalance. In the event that ipcally' i
initiated plans were not in compliance with the requixemente pf the B
legislekion, the state board .was authorized to make its;oﬁn,reconnendatipns?"
to local school committees. Another enforcement,pfovisionipernittedfﬁﬁee

commissioner of education to withhold state funds from a local distriéti;{:'

which failed to make progress within a reasonable time in eliminating raeiai




imbalance in its schools. This was balanced by another provision'deéign:d

to enhance voluntary compliance by increasing the amount of state'aidffo;

school construction and renovation when these projects would eliminaté'of :
reduce racial imbalance. Finally, in an effort to»appease opponehts'of“

the bill and to dissipate political opposition durlng the enactment phase,

e
the legislation included a provision prohlbltlng school committees from-

requ1r1ng.the transportatlon of students to schools outside 1ts Jurls 1c=1on
or to schools outside the establlshed school dlstrlct 1f the parent or

guardian filed written objections with the school committee.

' A

The Massachusetts Racial Imbalance Act included much that was familiére

in federal school desegregation law. Taken as a whole, however, if*WaSAAil;

clean break with earlier tradition. For the act did not require proof of “:
discriminatory intent. The mere fact of racial imbalance was sufficient -

to trigger its enforcement provisions. While the®legislation created = =

new power and authority at the state leﬁeL, it also left an undefined area™
of administrative discretion, thereby delaying to the implegpntation phase
the job of dealing with local educatiofial agencies who were lees than L r{diz

willing to carry out the self reform envisioned by the act.

&

..

The limitations inherent in the legislation ‘soon became apparent. —Thé,':i“'

actual power of the state board to compel prompt action on the'part of

local school -systems was limited by the very imprecision ofrthe act's
requirements, and the state was reduced to a wait and see“stancelwhile'focali;ff'
school districts used every means possible.to evade compliance.',Evenrthe

board's authority to withhold funding was undermined during early court

clashes between the state and the Boston School Committee when the court

sy SE



) 25 ' e a
- adequate administrative staff. To overcome these difficulties,

Bureau of Equal Educational Opportunity was éstablished in1197},

primary respohsibility of this bufeau, lodgeBQWithin‘the'SEétéiagp;

of education, was to oversee the,impleqéngafion girthélkaééél Im? ﬁ?
With the creation of this new-agency, the’StﬁEe(begaﬁ to také3é mbé'
activist .stance in the ongoing effort §p'desegregazé thé'Béstdﬁfﬁﬁblié

" schools. R
The turmoil in Boston over efforts to end racial ;mbalanéév§v€ﬁfﬁaliy
led to widespread political and popular resistance which culmih;téaff -Ma

Raxy

1974 with a vote by the Massachusetts Legislature to repeal'the»RECiai,

Imbalance Act. Governor Francis Sargeht vetoed this bill and inéﬁéadg
submitted his own amendments fo the actg6 A%though qpposedfby the sﬁéte

board of education and the N.A.A.C.P., the amendments’were-u$fim?teiy+ﬁa$§édg'

and enacted into law as Chapter 636 of the Acts ofrl974, "aniAét tq'Aﬁehd; f,

the Racial Imbalance Law."’’ Whereas the original act had given the ‘state -
almost unlimited authority to seek the elimination of defacto segregation;

. L@ i -
the revised act provided instead a series of. incentives and guarantees for-. =~

local districts to undertake voluntary measures which promoted récial<g:':;;;
balance. One set of provisioﬁs authorized additional state fuﬁding-fofiff;f
voluntary student transfers which would decréase orwelihinate ragial;?ﬁt
imbalance in local school systems. - A second tﬂrust ;f thevamenégé actihas T,,vi
to éncourage the development of magnet schools to attract pupils on a
voluntary basis through their unique or imnovative prog;amsgr-Addiﬁibnaiiziffa,f”

'3 Tt
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political battle, much of its forward momentum had been_lost.

promotion of school desegregation reform. ' With a weaker statu ry basge
and limited jurisdiction, state officials were:fdrcg&xﬁo,rélyr

-indirect strategies to influence local braétice. Neyertheles

=

) . . .
‘undaunted by the limitations imposed, they contlnued to play an actlve

" role in
the two
In>
state's

appears

over racial imbalance in the local school system. - The;nafﬁréfoﬁythi_
state-local relationship is illustrated in the long histofy'of their:'i

negotiations over racial imbalance at the Houghton elementary scthl;’”

Following the first state mandated racial census in 1965; thef?:flil

. B Los 0 i
Massachusetts commissioner of education notified the mayor and.the

Cambridge School Committee that the board of education had made a

finding of racial imbalance at the Houghton elementary_SCthllzsj‘Hér‘1F

=

requested Cambridge to file a plan with the board to ellminate thlS'

imbalance. In response, Cambridge submitted a plan which included a new

. .:

open enrollment policy and a school committee decision to replace the'

Houghton school with a new and larger fac1lity to be named the Martin Luther:j.u



-

King School.29 The 'new school, located in a predominantly bleck_neigpborf

hood, was to include a redistricted area which would correct the'exi'ting

condition of racial imbalance. Again in December of 1971, in fequnéé-to,

the state racial census.indicating continuing imbalance‘at this schoo
Cambridge assured the state they would take measyres to corréq;fthéx'

offending condition. A letter from the superiﬁtendent“advised'ﬁhe;ét
g _a

the c1ty s current policy and future plans to- eliminate racial i

Our present practice makes it p0351b1e for non- oo
white families living in theé*area to send their
children to another school if space and the
contract numbers permit. They do permit but
parents want their children at tﬁ%ﬁﬁpughton.f

It is also possible for white families living
outside the district to send their children

to the Houghton. Very few families have - =
exercised this option. '

District lines will be changed sllghtly w1th
the Longfellow and Webster Schools. Each-area = - -
will contribute to-put the Houghton, soon to be - B
the Martin Luther King, in what 4s described as: Lt
balance.

In addition we propose to house in the new: Klng
the Academically Talented Classes and Boyg'
Achievement School Classes. With these clfinges
balance should exist for the:foreseeable future.

Despite these assurances to the state, by 1972, just prior'tb the,

scheduled reopening of the school, none of the promised measures, had actuall&:
been undertaken. And although the new building had been constructed with
additional state relmbursement on the premise that these measures would-
eliminate racial imbalance, state officials had responded to local iﬁéctiqﬂ:erlﬁ

in only cursory fashion.31

This pattern of weak state leadership and only minimal local reSponsé‘v




B ) C-16-

ontinued throughout the mid 1970's. As the minority population in théA'
ity of Cambridge increased during this period, so did the minority o

tudent population in other elementary schools. Early in 1976,~official$3§

t the Bureau of Equal Educational Opportunity wrote to express their.

i -
oncern over racial imbalance at the Roberts School and requested the )

chool committee to develop a plan to encourage voluntary transfers to
liminate racial imbalance.32 Partly in response to state pressﬁfg, )
mbridge had established several magnet programs in the elementary schools.:

* .

ith predominantly minority popufétions. Despite these programs, howévef; 
7 1978 these schools were at or near the point of racial imbalance.33

In all, thirteen years had passed since the Racia¥ Imbalance Law had -

i

en enacted. During this period state funds had been provided for the-
LOr--the-

mstruction of a new school in Cambridge, and state resources had been

ipplied for magnet programs in three elementary schools. VNeverthéless, - i*

cal action to stem the growing trend towards racigl imbalance had been” .

rfunctory, and the state had exerted neither the pressure nor the =~

2

nctions to induce local compliance. In the absence of strong external

%

‘essure and with no motivation for change at the local level, school.

segregation reform, in Cambridge at least, was an issue at rest.
B Dt

E IMPETUS FOR ACTION

As the history of this early period demonstrates, the existence of -

e Massachusetts legislation and state guidelines and regulations were ne

arantee that the reforms envisioned would be self-executing. 1In a certain

nse, the legislation could be thought of as an object with no yelocity.

ke a mass at %est, it required some force to set it in motion. In the

e e
©




continued throughout the mid 1970's. As the minority population’inrthevnrr
city of Cambridge increased during this period, so did the minority - |
student population in other elementary schools. Early in 1976; foiciéi
at the Bureau of Equal Edﬁcationai Opportunity wrote to e%pfeés théit;' e
concern over racial imbalance at the Roberts Schoblsand requeétedzthé;
school committee to ﬁevelop d plan to enéoﬁrage vglﬁﬁtary trénéféts fb
eliminate racial imbalance. 2 Partly in response to state p;?ssli};é,rf .
C;hbridge had established several magnet programs in the elemen#aryrsché 1s
vith predoﬁinanfly minority popﬁlations. Despite ;hese p;bgfamé; Hoﬁevéf;ix

by 1978 these schools were at or near the point of racial imbalance.33

In all, thirteen years had passed'sincé the R;??ﬁl Imbalance Law had. .-

been enacted. During this period state funds had been providéd!fd{éfhéil
~onstruction of a new school in Cambridge, and state resources -had beén

supplied for magnet programs in three elementary-schools.r Nevéfthéleés,;;;i
local action to stem the growing trend ;owérds*rac}alrimbélanCe haq_ﬁégén, g
verfunctory, and the state had exerted neither the pressure nor the?;{iilfl]“

sanctions to induce local compliance. In the absence of strong external o

ressure and with no motivation for change at the local level, school.

lesegregation reform, in Cambridge at least, was an issue at rest.
. w

HE IMPETUS FOR ACTION
As the history of this early period demonstrates, the exiétenc¢~bf-

he Massachusetts legislation and state guidelines and regglafions were fo -

uarantee that the reforms envisioned would be self-executing. In a certain

ense, the legislation could be thought of as an object with no yelocity.

¥

ike a mass at fest, it required some force to set it in motion. In- the ) :vi&’”'

han:

2



continued throughout the mid 1970's. As the minorlty populat on-in the .

_student populatlon in other elementary schools. Early in:

with predominantly ‘minority populations. DeépitertheSe'pf'gt':

been enacted. During this period state funds had_beenrntonia
: Ty

construction of a new school in Cambridge, andrstete resource “hadibeen;,
supplied for |
local action.
perfnnctory,
sanctione to induce local compliance. In the absencerof strong-éntetnel
pressure and with no motivation for change at the local level, school

desegregatlon reform, in Cambridge at least, was an issue at rest.;
\xs

THE IMPETUS FOR ACTION
As the history of this early period demonstrates, the existence of

the Massachusetts legislation and state guldellnes and regulatlons were

guarantee that the reforms envisioned would be self-executlng.,,In'afcertain

sense, the legislation could be thought of as an object with no-: yeloc1ty.

Like a mass at rest it required some force to set it in motlon. Inrthelxj“

a4
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supported by strong state and federal directives to alter the status quo

J 7

In Cambridge, however, there was no local conStituencyipreséihg fpr phapge;
and state efforts to eliminate racial imbalancevhad been spdfédic aﬂ -only
weakly enforced. .What then were the forces whic?,setrthis ;é?;yﬁ:iﬂ'
motion? in retrospect it appears that tﬁe;iméetus forwactipnlgamgrfromfa
new set of circumstances at both the state aﬁd,lpcai%ievei.rfA éhangé in-
the stéte‘é posture towards,Cambridge provided the‘étimulpérférrthe(;vfdfm

idea and new concerns at the local level provided the motiﬁation;fot itSi

adopt;on. Z§%§

"

.

State Enforcement Efforts Accelerate -

The state government's ability to secure compliance with legislative
objectives is in part dependent on its exercise of rewards and sanctioﬁéf;'

to influence local behavior. 1In the earlyyear§ of'itsfexistenéé,&thé”

TR e Ry

Bureau of Equal Educational Opportﬁnity had used its 1imited'fe$6dféé§16nrA,
enforcement efforts in Boston and Springfield. Preoccug%ed by_évents'inii¥a*ru
these larger cities, state officials had not been aggressivg'dﬁ monitoring};rZi;:rrj
activities in the city of Cambridge. By 1978, however, wiéh Qgé issue'éftf Tiili
desegregation in Boston and Springfield in the bands of the courté, BéEO'?;
officials began to turn their attention to the smaller citiésraﬁdvtgwns df fi¥

4 . ’ - . .
the commonwealth.3 Although the scope of their power and authority :to

compel local school systems to raciélly balance their.schools had been ;' ‘:J
severely circumscribed, they now sought to pursue an aggressiqé policy of ;'jj{}
desegregation reform in Cambridge, using the power of the purse as one,of .~

their principal leverage points and means of influencing the afféirs ofitﬁé_;ﬁ,'*

wee i




local school district.

The request for magnet funding which Cambridge submitted in jﬁne¢oJ

for these programs, this time they responded somewhat more. tentatl_

;g‘

the state's concerns:
- - ¢

2

The Chapter 636 proposals submitted by the

' Cambridge School Department have been reviewed
by a panel composed of parents, independent °
professionals, Regional Educati Center staff
and staff of the Bureau of Equal Educational
Opportunity. The review panel made a number of =
specific comments and recommendations for - ™=
modification of the proposals. C

Before we review these details with you or your .
staff, however, we will need to have a better
understanding of’how the proposed activities fit
together to reduce racial imbdlarice and racial”
isolation, and therefore how they are eligible‘ra~,
for support under Chapter 636.

We are planning to meet with you on July 20th,

and hope for a full discussion of how the Cambridge
School Department proposes that racial balance will
be improved at the King, Tobin, Webster, and Roberts
schools, and any other schools which will be go
affected in September or during the 1978-79 school
year.

This politely phrased response to the Cambridge funding requestwr,ii'"
suggested that state officials were now preparlng to play a more aggre551ve
role in their relationship with Cambrldge. And their subsequent - actlons would i
bear this impression out. At the meeting of state and local administratqrég'

in mid July, state officials set forth in unequivocal terms the issues theyf;?“

wished Cambridge to address.>° First, they were concerned.that'qhe.magnét'd'n

has 4




rograms they had been funding were not being utilized to promote

esegregation. Their criticism centered around the absence of a-

oordinated strategy for publicizing and recruiting students for these -
7

rograms. In their view, this lack of policy raised ‘Yuestions concerning'if'

he local commitmént to remedying racial imbalance angﬂracialiisgléfion i

n its schools. Another concern was. their perception that twé of -

- RS ~

hé magnet programs were actually creating separate tracks within'one

chool building, with.the magnet «classes serving predomiﬁaﬁtlynﬁhite jf‘i; 
tudents while the regular classes had a predom;ﬁantly ﬁiﬁorityipopélétion;'
inally,bthey had questions about the open enrollmeﬁ%§£911cy'in Cambridée.f
hile detailed state regulations governing open enrollment had beeﬁ iésuéd:,if
o all Massachusetts cities and towns, the misuse of this policyripigéth f{
oston and Springfield had been cited as one piece of eyidencevagaigs;

, . . 37 . ,
hese school systems in their court desegregation cases., For this.

eason, Bureau officials had requested data from Cambridge detailing the -

ace and grade of students attending schools outside their home distficfir
ut to date, they had not received this information. - 5 | |
From the state's perspective, the failure of Cambridg% to implemenﬁ
olicy in compliance with existing regulations, guidelines,,and_prograﬁ
riteria indicated an unwillingness on the ﬁart of local officials td

ursue the objective of racial balance. But this view of the city was
ased on a set of assumptions which was actually quite at odds with local
eality. 1In the first place, state officials assumed that -focal -administra-

ors understood the law and the myriad of regulations governing transfers -

nd the operation of magnet schools. 1In reality, however, there was no




programs they had been funding were not being utilige@ to pr_m’

desegregation. Their criticism centered around the abéené -
coordinated strgtegy for publicizing and recruiting students: for these :
] . ;

programs. .In their view, this.lack of policy raised ques

the local commitment to remedying racial imbalanééfanﬂirac‘

in its schools. Another concern was theifrpérqeption that tw

s - .~ -

- schopl building, with the magnet classeé serv;dg;predqmi_ant yv. white

students while the regular classes had a predéﬁinantly ﬁiﬂqut popqiat}o

reason, Bureau officials had requegted'daté‘ffbﬁ Caﬁbfidgé :d'ta;iingAthg

race and grade of students attending schools outside their’ home dis rict
but to date, they had not received this infd%pafion.
From the state's perspective, the failure of Cémbridge'fofimpygmgnf

policy in compliance with existing regulatjions, gu&ﬁelines,'andwpipgraﬁf

criteria indicated an unwillingness on the part of local offiCiéi >foz‘
pursue the objective of racial balance. But thié'view,of'the?éifyrﬁaé,fi
based on a set of assumptions which was actually quite at 6ddS’Withfloca

reality. In the first place, state officifils assumed that lpcaiéadﬁiﬁistiaé

tors understood the law and the myriad of regulations!governiﬁéf rahsféf

and the operation of magnet schools. In reality, however, there was'no ..

»



in Boston and Springfield. Thus, the local system had o .clear sens

~Say - N

exactly what rules and regulations they were responsible for enquéihg}
Second, state officials assumed that in receiving ma@net.funding; the

local system shared the primary goal of encouraging voiuntary desegfegation

and would utilize the funding to promote thisiﬁgiective. From the'lOcal

perspective, however, the notion of using magnet schools as a priméffﬁfﬁ 15
of desegregation policy was only dimly understood. In Cambridge, these .

programs had originated mainly in response to middle class demands fbrfi}:

open education, and although funded by desegregation granté—ffom tﬁehsfété,

& . - .

they continued to be thought of principally as alternétives to?;xgdigédn'A
schooling rather than vehicles for school desegregation. Finally, thé'71'3~ B
director of the Bureau of Equal Educational OpPortunit;”had been with . ..

~

this office since its inception in 1971 and was fully famiiiar_with thél]f_irw

ongoing interactions between the state and the city over the‘%ouxse of T
thirteen years. 1In contrast, this historical perspective was not sharédir

at the local level.. The superintendent had been in Cambridge only th;ee;ﬁ;ii°

years. He was unaware of the file of correspondence which in the state's

view constituted a written history of local noncompliance. Lacking this -

equivalent organizational memory, the superintendent did not see the issue

of racial imbalance in Cambridge in quite the same light as state offidiéls!~z.




and city officials in mid 1978.

Local Concerns

Although racial imbalance was.ndt a central concerd o

e

during this period, there were’a number of otherrlooalrp; lé@s'which were,

preoccupying him at the time of thié'heetimg.

ambrldoe was tac1ng increasingly severe fiscal problems.:,"

The spiralling costs of teachers' salaries and plant operatlons, coupled

local spending

were early warning signs of an imminent financia

the elementary school~éystem in Cambfidge. These schools dlffered-vastly
o * . .

in design, age and educational program offerlngs. Several scho 1 were

either in a serious state of physical decay or lacking thoserspeciel

which the newer schools contained, and thre;§§chools'were Being”£

~

housed in rented parochial school facilities. The:deteriofeﬁlog
of some school facilities and the pressing need tgﬁupdatefandfmodéfﬁlze
others had been discussed since the early l970's. And whlle reports

recommendations and political promises ahout school renovations prollfera'

no comprehensive fac111t1es modernization program had actually been undertaken

N -

Finally, the superintendent was under private pressure from the c1t

manager, some members of the school committee and ;he assistant superintendehtl

for business to close a number of underutilized elementary.sehoolEJ“A gradual



-

enerate ;hg‘ﬂata_

Sae

While the avowed purpose of the studyiwas!to g

report was to be ready for review late in July.

.

The State and the Locals Reach Agreement

In the face of these concerns at the local level, how can we accou

for the superintendent's agreement to addréss,a controyersia;aiséqefﬁA
in the absence of local demand, would have very iittlg péiiﬁiéél,paiééf
- ] R S L S
The findings from a major piece of implementation researgh:sggggsghéégéé
answers to this question. The Rand study of fedefélly sponsofédigﬁangé:ff
agent projects ﬁosits that four factors interact tg&%pur thé initiatiqﬂ_éf
change: the availability of a Jéood idea," the av;ilabiiity 6£ ou;sidg;{i;k
funding, local needs, and the incentives of individual aé?ors;39;-tiﬁ'§hé ;'
Cambridge case éll of these factors were present in varying degréesiig ;
The superinteﬁdent was anxious to assure that state funﬁiﬁ;~qf‘aiiéédf?;
existing magnet programs, supported by a politically active midglé,claéé;; r’ :
would be forthcoming. The state's posture seemed to implyAthét fhndiﬁg wéé

contingent on the willingness of the local system to address thevstatefsir7f -

concerns. In addition, the school system was contemplating major removations ' .

PERVESIIR



those projects would reduce or eliminate racial imbaiance. 

of additional state funding when local 90ffers>wererincreasi

certainly an inducement for the locals to consf&erfthé_sﬁéte,h
- S L e T e #

Another factor which influenced the calculation was“fhe‘supé

to close schools. From his perspective, state pressufe;togelim nate: racial

imbalance could serve both asrén authoritative juStification-anrﬁ'

2 - .

wanted additional staff, accountable.directly to him,tofaséiét: n-acco plisﬁ'

his own agenda for the elementary schools. The previous year,.

although the superintendent wished to *retain the'étaff; locaitf;ndiﬁéfﬁéég
unavailable. rNow, the state*; pressure to deveiop é'csgiaiaaéédaapﬁréiéh,'
to eliminating racial imbalance could provide Q%f ratibnale.fof:ééﬁéinﬁed  3
funding of this staff, Project SPAN, as a planniﬁg,uﬁit éttacheaffb;ﬁis;; -

office.
=

Thus it was, in a sense, the superintendent’'s own agenda whiéhjbfqéigéd
the logic for his actions. While staté policy and the éctigpsvéf{sggté-‘;if
afficials p?ovided the impetus for reform, Ioéal'prgblems aﬁd7éohéé?6év 7
provided the wotivation for its adoptioni If»the'sfate:viewed‘theif,interei
vention -as é means to promote school\desegregaéion refo?m‘ip‘Cam$¥idgeé;ﬁﬁéf

locals saw it as an opportunity to address other political, ecénemic¢ and - v




imbalance slowly emerged. Ang Cambridge was about to embérl‘f

of social change.

e
S

a

THE ISSUE OF RACIAL IMBALANCE GETS ON THE TOCAL AGENDA -

State policy and the actions of state qffic

- i

ials can influence -implem

available for some activities and not -for others, by attaching conditions

and requirements for the spendingrof those fundé,”énd'by}éxértipgi

and informal pressures for certain rebults., 'Oﬁ'the'othef'handé:tﬁé1tol€‘d'
state officials is also constrained by the scope and é#téﬁtrgf{tﬁelryéén,
power to secure the desired change.  In this c%&e, BEEorbffiCiaié;?while :

committed to promoting schvol desegregation in Cambridge, hadigﬁly?limitéd

means for securing this end. One method, however, which was.clearl

the scope of their authority; was the provision of funds for'the;dévélopﬁen
of magnet schools. It was through this approach thatvfhe s{até?ﬁduldiéeeka

to influence the reform effort at the local level.

First Steps

Shortly after their July meeting, the directérvof the BEEOTﬁrdté;torthé;




uégrading the educational.programs at the local schools,

The locals did, however, have their own concerns and priorities

as they started to play a more active role in the change process - the

T

2 -

to the state. In a series of communications over the course of  the- summer;:

S

he indicated his intention to address the state's c%gcerns and requested .-

funding for a planning staff to-assist him in that effort. The,priﬁtiplé,

focus of the planning staff would be: -

[y

...to assist the superintendent in developing‘
and implementing a voluntarg'desegregation
plan by September of 1979.% )

The long range plan for dealing with racial imbaianée would Hercbntingéﬁf,u¥k?f

on the data developed in the elementary school fapilitieé study:”

: s I B S
Once this data was available, he would ask a citywide advisory committee to -

assist 'his office in developing: o S



a loﬁg range plan for the use of elementary'
school facilities which would assure

future racial balance as well as quality
education in the Cambridge elementary schools. 7
Although Cambridge administrators had indicated a coimitment to

implementing modest desegregation measures of a vqluntary5nature,'ﬁhey."‘
left the specific elements of their undertakingvlargely'ugdefined. N

theless, these initial communications did provide

a first Statemeht of?the
changeteffort as it was initially envisioned at the logal leyei, A;éﬁé?f}_

~ o :

term objective had been formulated, a timeline established, some eleménfél_h
of a planning strategy devised, and the poséibility'of more extensive . - >
change acknowledged. Apparently satisfied thataof}icials at the lccal_iéye

would address the issue of racial imbalance, the BEEO'anﬁounéed'ig'laté ;
September that it would fund the requested planping unit, Prdject SPAN.45;1;

With the allocation of funds from the state, the city's agreement t@laddféss

the problem of racial imbalance i

n its elementary schools“had'Been;fofmaiizéd.7'

Local Attention Shifts :

The agreement to adopt a reform.is, however, only the first step in.a . -

complex and uncertain process of change. Events and circumstances which
B Y ’

»

are difficult to anticipate can impinge so rapidly and unpredictabl§ on

the local environment that agreements once made, with even the best Q£A
intentions, can easily give way under the weight of more immediate and

46 - o e -
urgent concerns, Local attention to any given set of issues is not
constant but rather shifts in ways which are unpredictable and not easily

managed. In this case, Cambridge administrators had declared their intentiohj ¢"




to deal with the issue of racial imbalance and had taken some:fifetﬂsteps
towards addressing it. But the change process was to prove nelther
straightforward nor steady. Instead as the weeks follow1ng the megclng':i‘ir
the BEEO slipped into months, the sense‘of‘ufgency which$hao“been
by the state‘e intervention would-gradually<diﬁinish“és'6£her'mo§e pyései
issues began to surface at the localfleéek.rAThe/%yenceAeu%iouhoing he
controversy over schools closings in Cambridge provide orrxe,oillu's:t':i:a‘tion—fof,
the variabilify of local 4ttention and the difficulty of sustammga
" reform effort on course. | 7
B

The School Closings Controversy

the school committee. Referring to data in the soon‘torbe :eleased Edconri: S

Report, she delineated her view of the problems confrontingithejschooL{

system.- Declining enrollments, inadequate facilities, and the need for: "

s

fiscal responsibility, she wrote, meant that the time was right for fhe S

4 . X - e W
development of a sensible school closing policy. 7 Rational as her OVeralli
W SAE
analysis of the situation may have been, her concludlng comment pointed to,';

a very different aspect of the local dec151onmak1ng process, Her query, :':

"how will the school committee be able to decide to closera school Wlth

children in it, if we can't get four votes to close one without children "48

clearly enough suggested the political dlmension of public pollcymaklng in-

Cambridge. ] S . ng;{

The following week, the report she had cited was releaséd,'and thé,séhbdit‘ v

e



committee scheduled public hearings to receive community comment on
report's recommendations to close four schools. The hearings, whiéh'lo

place over a periodiof two months in the schools which had been'tafge e

RS ~

school as a community institution. For the ne1ghborhood groups, the
schodl represented an 1nstrument of communlty cohe51on, sustalnlng R
*partlcularlstlc ties and reinforcing traditional values and 11festyles

And they defended their interests agdtnat the encroachment of those wh

wished to make decisions on technically rationalized criteria; - Referﬁrng~
B e

to the upcoming local elections, they intimated that this issue would

. :

ultimately be decided in the poiitical arena.

Public confusion about the purpose and 1ntentlon of the report Was: E
Sy

further compounded by the posture of school committee members at. the

el

hearings. While some committee members rejected the report's recommendatlons;

maintaining they would never vote to close a nelghborﬁﬁod school, others

~

argued that economic reallty and the inadequacy of presentreducatlonal-?

facilities might dictate the need to take this unpoﬁular‘atﬁibn;so Wlth

the school committee politically divided over- school closing pollcy, the .3;ﬁ

.
outcome remained uncertain.

-

The Desegregation Staff

While the issue of school closings was dominating local attentlon an

important development was taking place within the school department. In f P



early December, the school committee approved the staff appointments

Project SPAN, the planning project to be located in the efficewdv the-

superintendent. The creation of ﬁhis unit would prdve—anvimp tant: facto

result, the issue of racial 1mbalance would acqulre a local constltuenc

Y

The two staff members of this project were graduate studen

i

siders to the school system. Idecldgically commltted torthetgoaltof :

desegregation and uninvested in the local status quo, they ﬁere,i

L4 ' .
sense potentially strong agents for implementing change. However ;

outsiders,

very little formal authority to control the action. These'fadtprsﬂ

planning effort.
The director of elementary education had bee%nln the school system
since 1956. o1 During her twenty-two years in the school system, she had

developed a broad network of support and, as an in51der who was widely'

respected, she had the organizational p051t10n and legltimacy to confer a
kind of official benediction on theé planning project's undertaklng tﬁer'f

commitment to the goal of school desegregatlon and the resources and

influence she could marshall, ‘would make her a_powerful'allyfin the effert%

to organize and sustain the fragile and difficult process of refoer{



Intervention at the Local Level

In their study of one of the major social change effort

and Rein have written that the, central task of reformers is
process .in motion and act to keep it from coming to rest.

e . i . K b

too far removed from the local lével to susgtain it in motio

desegregation staff at the local leQéI‘@hq would take up this:

- N

with thie director Bf,elementary education, _fhevagre to pféy an
catalytic and organizing role in shaping the develbpment of;de':

reform at the local level. - PR

early November, the group met to discuss their reaétions:tbithé;ED,QN
report and to the previous months' hearings. 3A‘In their view, ‘there were.

a number of problems with the approach taken in the_réport,‘;Fits

seeking to address the city's fiscal problems, the conéultants

-

only the idea of school closings without consiﬁ%ringlother alternative means

. R

of budget savings. Second, while racial imbalance had been alluded to

would affect this issue. 1In addition, the report had faiied:td'cénéidér7the’

placement of special education and bilingual ﬁrog;ams which, iQ thef§taff{s

=

view, constituted important elements in the development of ap-oveféll;plah

for the elementary schools. Finally, the staff was distressed by the way. th

idea of school closings had been presented to the public. The éoﬁmﬁﬁity1héd.

no real understanding of the complexity of the issues -and, now, faéédi@ithia;i

;

Sl



task.

With these concerns in mind,;they drew ﬁp a memo to. pr

54 ) . R N L
superintendent. While the report might be a useful tool}f T open:
a discugsion, they;argued, it did not address the problems'of
imbalance or the issues of b111ngua1 educatlon spec1a1 educatiOn 0;
programs. These were inter-related with declining-enrollmenté,"
facilities use and, thus, should be taken into account -in eny'ﬁl ﬁi
elementary schools. Their analysis of the issues facing Cambridge;

stated, indicated the need to develop é comprehehsioe plan for'tﬁr,

rather than one exclusively focused on school c1031ngs., Flnally,

ry

proposed the idea of communlty part1c1pat10n 1n the development ofra'plan.

Arguing that community support was essential for the 1mp1ementat10n of any

plam, they proposed that the superintendent fof%!an adv1sory commlttee to

~

study the issues and make recommendations to h1m.r<Fromothe1r feCOm@ p ati
his office would develop a comprehensive plan-to preé%nteto the éehool[{;
committee,

The staff’'s analysis reflected an effort to impose some order and

definition on an essentially ambiguous' situation.. Uncertaln of the school"

-

committee's intentions regarding school ciosihgs mlndful of ‘the” agreement'°

with the state to address racial imbalance, and sensitive to the’ communlty s
reactions to the unexpected school closing recommendations, the ‘staff had .-

¥




was only thinly sketched out, the notion did, nonethéless,

-

identify .and.
define a complex set of problems and signalled -an intention to- appr

planning in a more coordinated and'fesponsivg_wgy. 6{umore'iﬁﬁédia
consequence, however, they had posedrthé topic of raéiai iﬁggiancé;
] i o e g

again for official comsideration. e ' ,' o
éaving outlined a coneeption of the problems to”b¢<aédfe§§?aféﬁé'afcohfse:

of action, the planners' next step was to ﬁeet Vith the sﬁperintendéﬁtif

Although somewhat anxious about raising the issue of racial imbalance, .t

) 55 . b R Rt
reaction. Not yet committed to any course of action, the syperintendent

wanted to test the waters before deciding to launch this'undertakiﬁg;7;
. B . 7 R - T
. : i

The Cambridge School Committee

Cambridge has é city council-manager form of goveg%hnée.' This systemﬂf S

~ H

provides for a city council of nine, elected at large every two years, with =

.

the mayor selected from within its membership. The mayor .preSides over

meetings of the council and the school committee but has no executive power . o

e

Instead, the chief executive officer of the city is the city manager, R

appointed by vote of the majority of the council.rrUnder this structﬁre 6ff;'

governance, stewardship of the school system is dbmiﬂélly in the Hahdsrof:ﬂszi

the school committee, six members elected citywide with the mayor as chair-

person. The school committee appoints the superintendent who sgrveS;as@thé"f;

!
- _ B

3

i i



chief administrative officer of the school system.
In theory, the school committee is responsible,for séf'1ng~poli¢y for
_the school system and the superintendeht is'eharged with-it timple entation

In practice, however, these dlstlnctlons are rarely so clearf *Elected

effectlve job constralns their role as pollcymakers. On the other: ha d

limits the capacity of school commitﬁee members tP play a st
ship role in establishing guidelines for the échobiregéfem.5=l~

School committee members are, nevertheless, a key group 1#
implementation of deseggegatlen peform. As- the offlclal pollc'
their.condueeras eiected officials ca; e1ther @elp to EEOPPte a:

resolution

of this issue within the poiitical arena or contribeteite‘e Bfeakdéwnroff‘
the traditional political mechanisms for problﬁm‘sqlﬁing.56eiWheeelee51
officials are unable or unw1111ng to address the 1ssue of desegregatlon,
even the most ardently committed and polltlcally adrdat superlntendent caﬁ;
do little to effect . change.
Given the influence of these actors onrthe—chenge prdééss;'gﬁe;j,';}e
superintendent's strategy of consulting with them at,en earlyapein£ Qas'tB
prove a politically astute move. By intégraéing the pianni;g;infeighe
political environment early on, the desegregatiﬁn staff wéﬁld sﬁééeéd:ine'{
developing a broadly shared view of the probleﬁ and maréheiliﬁgien'effeceiie;”

=



political coalition for action.

Raising the Issue in the Political Arena

the idea of developing a compféhénsiye kaar'l.,. 1npr,act1c
provided an occasion for the staff to raise thej iséﬁé. o
and to organize official attenﬁion to the possibiiifi

Rl ER 7 ' CoT
effect, they were acting as carriers of the sta;e'fs;qes

arena, and in their effort to marshall supbbrﬁfbr‘f this x

advanced a compelling set of legal and political afg’run;é'”

desegregate the city's schools. By adfiressing the i.sr'sué"of ,réc_i'al”(




seemed willing to address the issue. Given the controve

had arisen as the result of 6ffiéial iﬁter&entibn by the-

through the demands of lécal civilrights groups.,;

it-had a certdin claim to legitimacy. Second _the hlstory o ;i'

desegregation battles and their outcomes may'have contrlbu;ed

response. Neighboring Boston had provided a dramatic éXampl'lgf thepove
«% : L B
of the federal court to supersede any resistance that loca

muster. Thus, school committee members' common_intereSt in pfe’erV‘

in scope and thus unlikely to arouse strong community resisggnce§» Jf‘
These factors, taken together, probably account for.thg:schbb1'COr
general agreement to address the broblem of racial'imbglaﬁce.i'preyér s

staff's proposal of a community planning process met with nb.Such éonSensu"

On this point, school committee members div1ded along reform/conservatlre

lines. Reform members of the committee, although expre351ng rese vatlon g

seemed to view communlty participation as a¢necessary ritual in

3



undertaking, and they endorsed the idea. Some conservative member

other hand, opposed this notion, claiming it-woﬁld:be;cumﬁf

productive and possibly polarizing. They proposed inéteéd;tha

. - B R

review and public comment. = :

The outcome was, thus, ambiguous. Om the;éne:hand,fa,gereral if only:
- - L R _Q‘ H -

implicit, agreement to address the issue of racial-imbalan

L -

On the other hand, the lack of consensus on coﬁmunity,participatioﬁ'left
along. Committed to a part1c1patory planning model and conv1n :d that th'n

involved from the outset, staff members continued over the:ﬁek;imonth to

committee. - . *

In the heantime, they-began holding meetingS>WiEhi£ﬁé ﬁééﬁéﬁs of the

elementary schools. Viewing these administrators as cruciél'éctdﬁs;5the'

education, in.particular was "concerned about the 1dea of parent partlciﬁ
tion.62 Cambrldge schools had had a hlstory of volatlle Qarent schoolj
.relations and although most profeSS}onal educators,;n the sys;gmrgaVe,;i‘;
service to the concep£ of parent involvement-, a;sufing péféntsf;agfiv$fi
participation in decision making areas of school pélicyfréméiﬁéd~én}§ﬁgdiﬁg

.

struggle. The net result of these meetings, however, was to sécurQZovérali‘V’

agreement from the masters on the importance of addreésing theiissﬁé'ahdioﬁ; '



the need to involve parents in order to gain supportgfd';
plan.63
In all, four months had passed betweenrﬁhe'staff;}

response to the school closing hearings and the edncl

of meetings in late February . At the outset of the" p

staff had proposed the development Qf a comprehen51ve'
- - e - .
address school clqsings, schdol“fenovations,'Progreﬁi

imbalance. ‘Over time, however, the fdbUS'of'the'plannﬂ,g e:

planning staff's agenda. Thrpugh a complex process:of eommunicat on_an

measures. In the follow1ng year, if these measures alone proved 1nsuff1 ient

the system would consider further desegregatlon.' P0531b1e school c1031ngs

considered along with whatever dadditional desegregatron'measureé might' be

devisged.

Having outlined.a set of objectives -and devised_.a cdurseiofiaer n; ‘the

planning staff was ready to raise the issue in the publié'érené}viBuf
before proceeding, they wanted to obtain the formal sanctionpeﬁtthezechool

committee. For this purpose, the staff prépared.a'set df,guideiines;for t




superintendent to submit at the school committee's Marchrneeting

In his presentation, the superintendent requested that thrt
committee "approve guidelines for the development by the éuperf
Schools of a racial balance plan to be- submitted to the School:‘

by June 30, 1979, which will contain the iollow1ng ~'-y; -"'t};n

1. The theme for the c1tyw1de plan to address

- issues will be volunteerism.’ '

2. That increased parent choices and a strengthen1ng,of the

open enrollment policy be developed to encourage and g

increase the number of voluntary student transfers- t0»—
improve racial balance.

3. That a priority be given te ney Magnet Pfogram’Development

4. That transportation be provided for these voluntary
transfers that improve racial balance. =

5. That a priority be given to the development of an
information system to assist.parents in selectlng
educational programs. 164

The guldellnes for the development of the racial balance plan suggestedra.”
moderate and cautious approach, one which local off1c1als.and publlc .op nron
could easily support. And despite continued d1sqgreement over commun;tv
participation, the school committee, with little fanfare approved the
superintendent's recommendations.65 It was March, and the 1ssue of raelal

imbalance had finally secured a place on the local agenda.

In retrospect, this account of the early stagesrof aehool_desEéregatioh;
reform in Cambridge has an almost eerie quality of circularity; The story
begins with the superlntendent s proposal to develop a voluntary rac1al
balance plan and ends with the school committee's formal sanction>to doi
precisely what had been proposed six months before.r Measured in terms of

P

concrete results, little, it would seem, had been'aCCOmpliShed. Viewed

a4



structure. In this process the problem had been

recognized, and a plan of. action formulated. ! ;

b

A RACIAL BALANCE PLAN IS ADOPTED

The school committee's formalﬁvotq tomﬁeveiop‘ggvéidﬁgéﬁy ra
plan signaled in symbolic terms at leastr thé wiilinghg%é:9f1;ﬁéjp
leadership to lend the positive weight-of théir,autﬁq;}tyétﬁ the
effort. However, those with the formal aﬁtho;ity Eé'gffeéélpbii§yrrrﬂv'"
the only importaﬁt influence on thé process of~§ﬁangé;;ffhé?c$ﬁmﬁ;i;

is directly affected by these policies and programs réqundé féfﬁhé,reform

idea in a variety of different ways, and these.reactiénséftpo,]maz shape:th




implementation process dramatically. Rubin's study of desegregatidngln

Richmond, California provides one example of the effect of community ;

: . .. 66 N T
response on the desegregation undertaking. In that case, strong

In this case, the parficipaf%bn of the community in planning for. - .
desegregation would promote’community understanding and acceptance of tﬁ¢;1
reforn idea. In turn, this positive community climate would rénder the;gi

political task of implementing reform far-less,devisive.

Mobilizing Community Support ) L

Early rhetoric in Cambridge had stressed the-importance of cpmmunity,

participation in the planning pfbcess.' Thus gPortlyréfﬁgr‘thé;séﬁgol':;“
“committee's approval of the superintendent's recommendétions, ﬁhéTQésgg#égéfl
tion staff prepared to set the process in motion. While the thémé;of:ii';rr”
community participation had been a Sentral element in the staff's

implementation strategy; the form that this particular plaﬁhiﬁg étrucﬁuiéi,};i?'
would take and its essential purpose had not been resolved. WTWO iséﬁeﬁ i,'frﬁ'
remained to be clarified. Who would participate? And what would ;he_r

wl .

community actually do?
Initially the staff had envisioned a structure of smélllworking grouﬁé"
in each elementary school and a citywide committee composed of delegates ?;

from the individual schools. However, an unanticipated event led them to: N

revise their original design. Having gotten wind of the planning effort

hasd




that was soon to be initiated, a group of activistfparijfr

angry response to the school committee optlihing t

"Honorable School Committee Members:

way that no statlstlcs in the Ed Con or any oth
describe.

proposed budget cuts demongtrates your clear disr
most affected by the cuts.

~after another.

-And now, though we have recently found out. that h C

School Commlttee and School Department has” known.

Spring that they will submit a voluntar desegregatlon,plan t
the State this June, there has bgen no ®fficial word of-this o
of any p0351b1e parent and community part1c1pat10n"t11 this
month! . _ ) T

Parents working with the-Parent Suppor and Actlon Center ar
now vitally concerned about the implication of the. Guidelinés:
for Racial Balance Plannlng (approved by the School Commlttee
March 7, 1979). R

For example, where is the assurance that planning groups-in the
elementary schools throughout the city will work in '¢lose = . i
communication and cooperation with ‘one another’ “Or where is th
guarantee that all Cambridge patents will receive full': nform'tion
of all aspects of the desegregatlon plannlng7

In response, the desegregatlon staff and the dlrector of ele ntary'b

arranged a meeting with this group.




participation was settled simply. AAli.ﬁeetingé‘W‘ ld;beidpe_

balance. In the context of these gu1de11nes, the

.parent, student and staff act1v1t1es wh1ch should be undertaken £

for desegregatlon.69 To assure that the- objectlves of the”plannl ¥4

formulated, letters were mailed out to all»bafentsﬁﬁith;child
elementary schools inviting their participatien inathe:deVElgpr ntof.

voluntary racial balance plan.70 Racial BalanceaAdﬁiSbiy;Cgmmittées'were




in early April. In the course of these meetings over a period of ‘three 7

months, two distinct phases are discernable. Initial activi

to have been aimed at establishing the legitimacy of'the-refo

taking. ' Gradually, as the process evolyed, the;focus:of,thgi eetings

- Ly L.

active community eff@rt to devise and design local solutions to.

Thus, for example, at the introductory c1tyw1de meetlngs, the staff'

presented detailed discussions of the state leglslatlon and therhlstory

of state involvement with the city. They JuStlfled the c1ty s de:elop ent

of a racial balance plan as a 1 necessary response to the state S in erve tlon

The turbulent history of school desegregation in Boston and the ultlmate !1
gy

imposition of an unpopular court ordered solutigﬁ provided ample'proofth'}"

-

of the power of outside authorities to impose thier will and sefved ?s{ah'

incentive for the community to resolve this issue 4n %he,localfaréna‘f:'
The legislation and the implicit threat-of state action were poteht:f"”‘

political symbols, and while many may have disagreed with the intent-of .. .

the legislation, no one .seriously challenged its legltlmacy

P

Opposition, however, soon arose over other 1ssue§? Some parents wére

sharply critical of the law's focus on percentages. This concern.w1th

racial balancing, they claimed, embodied a rigid approach to*the*issﬁefof,r



equal- educational opportunity. The drive for equaliiyﬂshoul

statistical standard dictated- by law. Other parents*vo ced:the

tion, they advocated that parents be given decisionmaking;quer win'the

development of the plan.

While the community response focused on themes such as quallty

education and citizen control, the staff empha51zed statlstlcal racial

- -

balance and continued to insist that the state s 1egal deflnltlon of the

problem provide the operatlonal cr1ter1a for the de51gn of pollcy'

Although many concerns were expressed andégntagonlsm at these meetlngs

-

was sometimes high, they produced little in the way of organlzed
opposition to desegregation. The frustration an® anger pf the
were directed instead at absent state department officials whos ;ambigoous

posture vis a vis their intentions served asca»constant reminder of

possible judicial actlon, or at sthool department officials whose hlghly

Y

orchestrated planning process and directions to ‘the commlttees prov1ded

a focus for community dissent.

By late April, the focus of the community planning process began'to




shift. The legislation had served as an important factor in promdt;n

community acceptance of the reform idea, and in the femalning t

preferred and studied the open enrollment'policyrﬁo"dete;ﬁinefwh t c¢hat

- i R “ ’.

were required. They alde made recommendations fegarding stafﬂrtfa

arfd indicated the need ‘#to develop an adequate coﬁmunications.éySté

= .

school department. Towards the end of May, the committees pféduée

, : : w713
of extensive recommendations for the superintendent's review.

Y

A Racial Balance Plan Emerges

Using these recommendations, the desegregation staff formulated a’tw

part racial balance plan to be submitted to the séhoolvcéﬁm%tfgéi74“;;Thé 

first part of the plan consisted of a series of short range measures to be -

implemented upon adoption of the pian. The princigﬁl desegrégation'dEyiéé

~

was a new- open enrollment policy. Under the terms of‘this pblicy,“pareﬁté' 

requests to transfer their children to out of district sghoqls would béf
granted if the transfer had a positive affect on the racial composition of .

. AR
both the sending and receiving school. Preference for available spaces was .

to be given to minority students wishing to attend predominantly white'

schools and white students seeking places at\pre&ominantly mihorityzéchools.""

Transportation was to be provided by the school department. The pdiiéy?w557 :'?

to be widely publicized, so that all parents were advised of the right'tdé,"

A ’ -



~46=-

transfer under the new policy. -Another recommendation p;oVi&ed'fbr-étéf
training to assist teachers in meeting the educational. needs of a mor

diverse student population. Other measures were aimed at making informa=
tion about the schools more accessible to pargnts; Parent informati

) } L T
packets were to be prepared, a newsletter published and funding to establish’

R

a parent information center ﬁgentified{ ) = S

The second part of the plan consisted of a series of recémméﬁdafidﬁs
; - \ - 2. - Rt

which taken together authorized the racial balance advisory committees
and the superintendent in the coming year to develop a plan to assure'a

stable long range solution to racial imbalance and racialrisolatiOnrinj;

the Cambridge public schools. The measures to be reviewed'ihc$uded'magﬁet

school development, redistricting, grade re-organization, fécilities

renovations and school closings. The long rénge plan was to be-sﬁﬁmittedi

to the school committee by March of the following year. ~While ‘these .

recommendations got little attention from either the media or tﬁe:schdﬁl

committee, they were- in reality the most significant gsgect'of the plan. -:

The effect of these recommendations“was to secure a public commitment

from the school committee to continue to seek a resolution,to‘éhe desegrega- =+

tion issue. . . ,

The School- Committee Acts

By a vote of 7-0 at the last meéting of the school year, the Caﬁbridge;"{;lf

School Committee approved the voluntary desegregation plan submitted by théwkfi
superintendent. > While the plan itself hardly represented a transformation
in the structure of schooling, its acceptance was, nonetheless, a'sighiﬁicéntﬂ7 jff

P

-




should be moving in the same direction and have not,"z
More significant than these congratglatogy héédline’

however, ﬁere fhe words of thé‘é;mbridgéfchfbﬁicié

congratulating school committee members., school depér
parents for "grappling with a sensitive controversial

H - - -

. 77 - TR
became too hot to handle"'-. she, nevertheless, warned

not complacently think the problem had disappeared. Her )
were a signal for the ﬁajgzreffori that waf yet tolCdme,'

The school year had ended, and the school@gpmmittee 1ad: ﬁﬁ;dﬁed

of desegregation that would be achieved, the résu};#'qfvﬁpe first year

planning effort were hardly momumental. - Seen in a-difféﬁéht_iighr

on the local agenda. The process through which the problémibfjgac151

imbalance had been recognized, support to addrésé'it.mébiliZéE;?é

. A A
community planning process set in place and some'concrétefﬁeééuré$
constituted the first phase of éocial reforn in;Camb;idééi;fiﬁé;séagéﬁ: or
solu&ions would be the central work of the next year df”pl%ﬁ&iﬁg, ;T

-

THE STAGE IS SET FOR THE SECOND YEAR OF PLANNING

The school committee's adoption of the facialrbalancefﬁiangmarkédxi

point in the process of reform. New policies had been;deSignéd;iapQ:;hef

locals were committed to implementing them in the Cbmingiyéér;?;1nf?dditidﬁ,

e




effort could not simply be teken as given. Rather, thercul ination: of this:

created a new clikate for change. T

The State Assesses the Implementation Effort

One factor which was to influence the reform course @asttﬁe 1EEOge

results. In a long memo to the superlntendent
indicated his disappointment with the local implementation effdft: CeaE
w  to R
In view of the past practlces dﬁach have resulted in. o

racial imbalance and near imbalance at four schools, we are’
disappointed not to see more vigorous efforts to reduce 1mbalance
and isolation by September 1979. We have urged-such measures
consistently. For example, my letter of March 1976 urged:: the'
creation of magnet schools to encourage the transfer of: both
white and non-white students on a voluntary basis. Again,;my
letter of August 4, 1978 and....of August 16, 1978 urged the
creation of a magnet school in a facflity w1th -a- predomlnantly
white enrollment, so that non-white students. would be encouraged

. to use thelr right of transfer. :

It is obvious that one way to reduce thls 1mba1ance and B
isolation would bé to rescind the transfers which have occurred °
over the past several years contrary-to School Committee Policy
This would be a hardship to the students and their- parents,-who :' 7.
wére presumably hot aware that their transfers should not have el
been allowed. .- CoE ~ S



to the extent that this fundlng w1ll have—a demons
effect on desegregatlon.

short of the requirements of the Rac1al.Imbalance 3
- regulatibns sent you in 1976,...and of our advice- t you nd “your
staff over the course 6f the past year.78

The View from Below T

In fact, the idea that Cambridge would contemplate more far,

perceptions of the process dlffered markedly from those of thejstate.r"

their response to the BEEO's critique, it 1s‘§?ear that the‘loCals'viewed_

this undertaking. In a long preface to their proposal requestlng cont:'

state funding for the planning project, they presented their own v1ew of the

-implementation effort:

In reviewing Project SPAN's first year of operation to assist-" .

Cambridge to develop a voluntary racial balance plan;: several

points need to be clarified....The plan is in two parts.... e
In brief, part one brings Cambridge into complidnce with the
laws governing racial balance in the schools of the CommonWealth;L::7:'
and provides for a policy of controlled transfers which. isiidn o
line with state department of education guidelines.. Part two of,:
the plan can be thought of as a blueprint whlch indicates those



issues which Cambridge should consider in order to achleve
a stable long range solution to the problem of racial
imbalance.. These issues include redistricting, facilities
renovatiorns, facilities use, develogment of magnet schools,
and placement of atypical programs.

ring specifically to the state's concerns,_lbcal officials presented

- rationale for the limited accomplishments: — _ °

1. We need time to measure the extent and impae¥ of the ' .~ . -~ =%
new controlled transfer policy as a tool for voluntary — .
racial balance. By the 11lth school day of September,

- we will be able to make preliminary assessment of

the effectiveness of voluntary transfer policies as a , = - ?Vﬁiil.,

measure to achieve rac1al balance. This will assist
us in determining what other measures need to be taken.'

2. New magnet ‘schools were not planned this year because
we lackéd real information about what type of educational .
programs would be attractive enough te.parents to motivate
them to select an out-of-district placement for their {child.
One of the most exciting projects that the Racial Balance -~ -
Advisory committees undertook this year was to collect =~ =
precisely the sort of information which will be useful 1n~
the development of new programs and projectks...

3. Project SPAN impact this year was severely impeded by the
need to-correct past policies and practices which
unwittingly contributed to racial isolation and imbalance. -
in the system. Putting new policies and procedures.in
place in a complex bureaucratic organization is not an easy feat
and this was a much more laborious and time consuming task

.than originally envisioned. In addition, the 1g€k of a
coherent data base...meant that Project SPAN had to=Hevelop
this data from scratch and then systematize it....

o~

The timetable of the plan was extended in part by the
participatory planning model which the project utilized. “it
is common wisdom that organizational decisionmaking becomes
more complex in direct proportion to the number of actors
involved in the decisionmaking process. However, bggéuse it -
was clear that the issue of racial balance would ultimately
affect all Cambridge elementary schools, we sought to involve
all the schools at the outset of the planning process.. This

planring model simply takes more time than a highly centralized*"

technocratic planning model. Nevertheless, given the nature of

the social policy we are attempting to implement, we felt that ',‘.—”-5

in the long run, the participation of the public in the design
of the plan would be a critical variable in its ultimate -
successful implementation. 80 '




issues which Cambridge should consider in order to achieve ..
a stable -long range solution to the problem of racial =~ :
imbalance.- These issues include redistricting, facilities, .- -’
renovations, facilities use, develogment of magnet schools;
~and placement of atypical programs. : L

Referring specifically to the state's Lencerns, local officials p:eset

their rationale for the limited accomplishments: . .

1. We need time to measure the extent®and impact of the *%"
new controlled transfer policy as a tool for vdluntary
racial balance. By the 1llth school day of September,
we will be ablg to make a preliminary assessment of
the effectiveness of voluntary transfer policies as-a“® .
measure to acQ1eve racial balance. Thig will dssist
us in determining what other measures need to. be taken.

2. VNew magnet schools were not planned this year because.
we lackeéd real information about what type of ‘educational .
programs would be attractive-~enough.to parents to motlvate :
them to select an out-of-district placement fior their. chlld'
One of the most exciting projects that the Rac1al Balance " .
Advisory committees undertook this year was to coldect
precisely the sort of information which will be useful 1n 1
the development of new programs and progects...~ )

3. Project SPAN impact this year was severely 1mpeded by the

- need to correct past policies and practices which
unw1tt1ngly contributed to racial isolation and’imbalance.
in the system. Putting new policies and procedures in
place in a complex bureaucratic organization is not an easy
and this was a much more laborious and time cpnsuming task

...than originally envisioned.. In addit] Eﬁ, the lack of a

coherent data base...meant that Project SPAN- had to develop
this data from scratch and then systematlze 1t....

The timetable of the plan was extended in part by the "
participatory planning model which the project uPilized. It
is common wisdom that organizational decisionmaking becomes .-~
more complex in direct proportion-to the number of actors.
involved in the decisionmaking process. Hgwever, because it
was clear that the issue of racial balance would ultimately:
- affect all Cambridge elementary schools, we sought to involve’
all the schools at the outset of the planning process.. This

o~

planring model simply takes more time than a highly ceﬁtrallzed,ilft‘

technocratic planning model. Nevertheless, given the nature.of

the social policy we are attempting to implement, we felt thetwrif_-‘-"
in the long run, the participation of the public in the design: : ™

of the plan would be a critical variable in its’ ultlmate_"
successful implementation.’ :




of measures is most likely to assure the 1 ng
balance of the1r school. Among the measures 't
¢onsidered are:y redistrlctlng, pairing, grad
magnet school development, facilities renovat
facilities use. The outcome of this proces
individual racial balance plan for ea&h eleme

Thus far, addre531ng the issue of racial 1mbalance “had. been J st1f1ed on

required a more dramatic solution, the actors at the lOgal'leVeiihad no’:real

r.

CE
comprehensive reform. 1In this great grey terrain of uncertainty, th

forward march of desegregation reform may well have come to ‘a hal




had not been for another intervention by the state.:e"'

The State Negotiates

for change.

the renovation of a small elementary sc’:hoo.f_L

- l- : ¥~ . 3

response. In order to receive state fundlng for- renovatlons, howe

requirement that the BEEO now sought to assure that'the:issue?ef rdc

balance would remain on the Cambridge agenda.'

The BEEO's response to the renovatlon request was a flat out reJec

of the project as proposed. As explalned in a- memo to the superlntend

The Bureau of Equal EducatlonaLpOppbrtunlty has rev1ewed
the Educational Specificationgifor the renovation progect
and at this time is unable to recommend the progect for

additional racial balance funding., B

The specifications do not provide suéflc1ent data on he
impact such a project will have on eliminating and/or o
preventing racial imbalance in the Cambridge Public Schools
Who will attend the school given its increase in capac1ty’
Where will these students be drawn from, and what effect
will their reassignment have on their present school7

Will district lines be redrawn? And how does this prOJect
fit into the racial balance obJectlves of the School Commlétee?

In order for us to proceed we will need spec1f1c answers to
these fundamental questions.

9
3

Best wishes.




This response suggested clearly enough that the approval for this,rénovatioh'
would not be easily forthcoming. If the local school system‘wantéd state
funding to renovate its elementary schools, ‘it was clearly goingAto;haﬁef;

to undertake something more dramatic.than an open enrolliient plan.

As the superintendent worried about the political fallout‘thatfcdﬁlﬂ

result from escalating the desegregation effort, the p}ahniﬁg-staff'bégah

to collect statistics on the ef%bcts of the first year of the plan.. Erpmi-
the data, it was clear that thé effect of open enrollmeﬁi and magnet tfaﬁsf s
had not been significant. Although some three hundred and eighty-one-students

had taken advantage of the new measures to attend, schools ou%ﬁide their hom

o=

district, the transfers had done little to alter the overall raéialTCompoé
, -

tion of the school system and five of the sixteen elementaryrsghools‘wefe';:

still close to racial imbalance. 4 To the staff, the implications of the -

data were clear. Voluntary measures alone would not suffircga'to''a(:hi’ever','7'ii
desegregation. If the school system were committed to eliminating{racia;_
imbalance, a more comprehensive remedy would have to be degigned. ;

By

Local Elections

- . e . R oo
During this same period, a local drama was being enacted which would ~

also influence the implementation effort. Politicians were actively .
’ .

campaigning for the upcoming municipal elections., Because the racial

balance plan had involved only woluntary transfers, school desegregation
was not a major issue in the campaigns. - However, black candidates for the
school committee were vocal on another topic of race relations,, Angry aboutj—ff"

the high school reorganization which had ipvblved the removal of a black

o

£



would not be easily forthcoming._r

had not been significant. Although some’ thre

district, the transfers had,dohe,littlé“tO'
- ;

still close to racial imbalénce.s4

data were clear. Voluntary measures alone would not. suf

B

-

Local Elections

During this same period, a local,drama wasib

also influence the implementationreffort. Polltlciansvw re'actlvel“
campaigning for the upcoming munlcipal elections.

.
balance plan had 1nvolved only’ vqluntary transfers,

was not a -major issue in the campaigns. However, black»c T




schoolisystem.85 Campaigning ‘on a éiéfférm'dfia{f;
black candidate won a seat. on the.new s;hoél_éémmit%é ,réﬁd:_htee ht

K3

liberal candidates were re-elected. Now, with a clear

. Y iOTE :
o gl mn
late October, a gradual process of social learning would take plac

the legislation would provide the cengfal'Ehemes,'théipfogééé'Qf planning.

As the locals engaged in the active process of problem gdlﬁiﬁg,_in;t

ideas about the reform would change. As“actors at the ldqélJiévélyi arned




would begin to form and shape a school dese'grégatipﬁfr‘d“

uniquely their owm.

Developing Policy

Balance and Educatlonal Plannlng m@etmg was. held
&

the high school.

ta

the locals began their plarmlng by 1ncorporat1ng some

in actuality, purely local themes.:' In thelr presentatlon ‘to: the

- 4 ) - 3 ,:' f
had simply incorporated into the overa@ f_ra‘mework for plann,in‘g.

At the outset, the staff suggested that each school develop a

tailored to meet its own individual c1rcumstances. Assumlng that




student population within each school. At the other end; wWere meagures- =

which option or combination of eptions theyﬁprefextedL
é; B
' would be held monthly to assure that the’ plannlng effort mai‘ ained:

¢ B} Lo

coordlnated systemwide perspective.

A month later, following a number of meetings at the indivi ual

seems clear that initially, at least, local actors viewed the desegregation

as a means to tesolve the issue of racial imbalance. In .fact thei

were less a design for desegregation reform than a cdlleetiehfbf deasAwhl h
reflected their own needs and priorities. Thusfﬁfor example, -one school'w1th

a declining enrollment made-two suggestions which would have the effect of

increasing their student populatlon, renderlng them less vulnerable,to the o

possibility of their school closing. Whlle not exp11c1tly acknowledglng .

this agenda, they reported this consensus: .
- The racial Imbalance and Planning AdVisoty Cémmittee
of the Schoql on examining the statistics provided’
feel that their school is one- of the best balanced
schools in Cambridge.

The short and long range plans of the....School are to. .-+
maintain both the balance of the...Schodl and also
contribute to the balance of the Tobln School by the
following options:

1. Establish an extended-day Kindergerteniet}the},QScﬁépi;bf'l7




A second group which had long lobbied the local politicel,
renovate their facility seized on the racial belance plenhlpg;ée a means:

for accomplishing this objective. ,Asythey'wrdte,"it,;rg

another school saw desegregation as an oppprtunityito acco
much desired change that suited their own community's needs. =And they -

reported the following results of their discussiﬂn. =

As the groups discussed the reports and studled the data,f;t;
became clear that the changes they were con51der1ng would do llttle to aﬁ
the status quo. Recognlzlng that the resolution of the rac1al 1mbalance
isgue had svstemwide implications, and reallzlng that the schools could{not
formulate solutions independent of each other the’ cqmmunlty proposed that
a citywide task force be formed. The task force would-look'at'the sehpql~

svstem as a whole and generate a set of tentative. suggestlons for the

2. Redistrict the...School by restorfdg Walden'
Apartments to the...School District where 1t
originally belonged. 88

The only real possibilityféréeems to be't
become a magnet school through renovatlon, and !
- throu@h program development. '

PR

:The possibility of moving’ the 7th. and”éthz':
grades to another school has Been mentloned but
is so far not a popular optlon :

After an excellent meeting with -a free and very :
open discussion -amongst our Racial Balance Commlttee,
it was the unanimous consent of the group “that ‘the
option, School Renovatipons Using Magnet Funds, be
_the measure that the...community pursues to _provide™ =
us with the facility to present an educaélonal program"'l

that would attract minorities. o R
» _‘ . L. U

We have great faith in our educé%;onal philosophy,
goals and programs. We also maintain that given a.. |
‘comparable facility our educational . structure would
attract minorities. - : o

¥



community's consideration.
As one racial balance committee explained thie shift-inc

.a city-wide meeting was held in wﬁlch it be Ame
clear that the individual schools could not cont
to plan independently, because it was fmpossiblé
to know how each school's plan would affect- th

whole city. Ty

A city-wide task force was created to design
a tentative, city-wide set of Tdeas:which woul
outliné* for each school what its optlons are..
agreed immediately that it doesn't make sense to
choosée-one option for all schools and ‘apply it
across the board (e.g., redlstrlctlng for all schools
or magnet schools througheut the city, or pairing
schools throughout the city, etc.). Rather, it make
sense to look at.the.different neighborhoods in ithe
city and figure out which options ccﬁld be used:b
those schools. The aim is to create a plan which
will equitably distribute the burdens and=¢reate
racial balance with the least amount of disruptlon.g*

92

distrlbutedrto all the schools.,: Untll that p01nt, the issue’of rac

imbalance had seemed somewhat abstract, - Now, Wlth_cqncrete're ommendation

change which was slowly crystallizing would 1nvolve.a'31gn1f1cant

in the status quo. For example, amorg the suggestions offered;to,eacﬁ
= T )
school were the following:

-

Webster Y

At present, the Webster is racially imbalanced. In
discussing ways to eliminate racial fmbalance, the
Task Force considered redistricting and relocation
of programs. In addition, #3 was directed to the
issue of equa11z1ng access to facilities resources.




~

Discuss placement of Haitian bhilingual progr
2. Minor two-way redistricting withMors S
a. Speridakis Terrace :
b. Other streets bordering Nebster and-Mors:
c. 808 and 812 Memorxial Drive
3, Move the seventh and eighth grades to Morse

Morse S - o
. The Morse school is presently halanced } In these suggest ons:
the Task Force con51dered ways in whlch th

Peabody

The Peabody is an is8lated schooﬁ which is presently op
at capacity. In discussing ways' to reduce. is
Task Force considered redistricting, rea551gnmen
renovation. The thrust behind these suggestlons

since the Mass. Racial Imbalance Act requ1re 4
to be accommodated
1. Expansion through renovatlon to 1ncrease spa e:r:
transfers
2. Movement of.the Academlcally Talented
another school, :
3. 1In two parts: @
A, Placement of 7th ajd 8th grades at Tobln‘and W
B, Redistricting some of Tobin to Peabody._.-:,
Two-way redistricting with Tobin. A
. K-2 of Peabody moved to Lincoln with’ the int
sharing this Lincoln.spaceitq create-a "L y
annex" and redistricting of Tobin to Peabody

W B~

While the community was studying these recommendations, member
=y - :
school committee and the city council also received: coples.r “In th e
the superintendent, fearlng a polltlcal uproar over the changes p pos d

met with the desegregation staff to outline a strategy for commun

reach in the coming months of planning._




Until that ‘point, as a local newspaper had observed, theASupeI'
had 'kept a low profile on the desegregation issue."
his intention to élay an active ro%e; remarkiﬁg, hdf enybody'has
feelings that the superintendent is hesitant or laylngbackon th
deseggegatlon, they should keep an eye on him-over the next yeaT

Following up on his strategy of communlty outreaph, he:1ntended
! 4 S y 1 :

effort.

4 Local Crisis e o ,{ﬂ:

However, in an ironic twist of fate, on the very day that the flrst of

these meetings was to be held a high school student was kllled and anothe

fearful of a confrontation between black and white ggrents, held" separate

meetings throughout the city to calm tensions and pu?ﬁ the communlty together;,'

~

Now with the high school closed and parents voicing the1r reactlons and
fears; the uneasy nature of race relations in this seemlngly tranquil~gity,had{;

surfaced and become a subject for public discussion. Y
[ . ST e .
After a week of meetings and pleas to refrain from further violence, the **
emotional climate was defused, and, with the help of clergy from all oveplthe,j'”

city the high school was reopened. If there was one tHeme which had'eﬁetgedf

over the week, it was the need for more inter-racial contact among students;f"

at an early age. Representatives of the Black Student Union and white-

students from East Cambridge had pointedly called for»grammér-school ptdgteﬁe:



part from that fact that some students in CamBridge hdi

with youngsters of another race until .they entered hi

view, one moral which could be drawn from theéiragit‘

- &

Drafting Solutions ) =

-

The death at the high school had illﬁﬁinated in paignantl' human

something of the larger meaning which lay behind therqﬁes‘

> w

balanced schools, and when the committges reconvenedfiﬁ
up the task of planning with a heightened Senéé*zf‘uréen
task force had provided each scﬁoo} withrseVerql spécifig
for discussion. While éhese suggestioﬁs Wdﬁidrﬁltiﬁatéiy%
,staréiﬁg point in the developmé;t of pdiéé&; thé!é%é?éiééjéf:
concepts through had.significant consequencéf. iAérthétéqﬁin
L e
staff studied these recommendations, .a é%owing sense Qf,th?¢

-

the issues emerged. Some of the recommendations which. in‘theor

analysis indicated that they would in fact do little to improi% racial
98 ] ' o R
balance. Other recommendations, while Viable as desegregation measu

were vigorously debated on educational grounds.

Lo

In the course of the debate over the next few months;tinitialll

were put aside, and community groups began to study dther‘mQré{sﬁeéping

measures. Some groups were now discussing the idea of- two-way redisttricting
ea ot tu AT At

with neighboring schools. Another committee put forward aJQééign:fdf'




co-operative schools. As they described it:

The Committee would like to expand on the suggesrlo i
made at the February 7 meetlng with regard‘ 51b
"pairing" of schools. : ;

Utilizing the blendlng of nelghborlng sch
many advantages. _Some of..these are: (l)
rgpmains, for all intents and purposes, 1nt
chlldren are still g01ng to- school.in -a r

afternoon schedules; (3) teachers would,stay—
and children would not lose "familiar" faces:
and neither will the parents; (4) masters wou
individual schools, "and the bu ets for ea
blend, but the total budget wou d remain . v1r'ual
(5) 8th graders, having already adapted toa communlty mix
on a small scale, will find it easier to adap
community mix at the high school.

It is suggested that the splitting of grades be
schools should be decided by the schools- involve
decision should be made by a group from each
of the masters, teachers, and several paren
used in reaching this decision should 1nglqdv ;
in existence at each school, and the use of those: il X:
by respective grades, as wed¥l as the relatlve s ze of each
school. : - - :

Each of the proposals was evaluated from many angles du}lng—th

of discussions. As the community and the sﬁaff camé to: grlps with the
difficult questions and conflicts embodied in these solutlonsrh'

transformation was taking place. Ideas wh1ch only months before ha

and debated in the public arena. As the time neared for the pre rat:




alternative racial balance plans for the city's elementaﬁy sc

Ly

Three Plans.-Unveiled

In mid—March, the plans_were unveiled before a meeting

©

Advisory’ Commlttee with more than six hundred people gathere

proposals.lOl Essent1ally, the plans presented two diffefe t
to achieving‘rac1al§balance. Under Plans A and C, as theyi
nelghbo;hood school boundaries would be redrawn»in'Septembe
.shifting school lgnes for apprOX£nately;l 000 ofithé snndenés

enrolled in the elementary schools. In the second year, the c,

RN

neighboring Boston where school attendance d1str1cts encompasse' wid

geographic areas, the Cambrldge plan sought to retaln some concept of

@

assigned to a school within their zone. As co&;eived, the”plan prov1de§p

balance guidelines. An additional feature of the plan was that .

2

could develop specific educational options and programs Eo,be'off

parents within each zone, thereby encouraging Vbluntaryrpupil assigﬁménté{

=

A different approach to desegregation was presented ianlan:B.feTwo"

contiguous school districts would merge with younger studenfs froﬁiivboth'j

districts attending ore prlmary school and older students attending;middle

school. All newly entering students would be assigned to. the approprlate

school for their grade level. Because this proposal requ1red a- dramatlc l




shifting of students and staff, it was to be implementeﬂ{

of educational planning. The community was asked to study
over the next six weeks, and,. after receiving therhommuﬁi‘

the.superintendent would presentVhig_finai\ﬁeepmqendat;bh“

committee. o e

&

- Evaluating the Plans ) - n.”, :f'jfit

The plans which the superintendent had prbpoaed: in pr

ethnically diverse school system. In practice, however; ‘th
e
embodied in these approaches were not inconsequential and,-
discussed the implications of these policies a wide range of
tive reaction to one concept, an opp051ng negatlve v1ew was'
Thus, for example, the pairing approach appealed to some parents because
L4 E

burden of remedy was equally distributed, Q%Sense of,epmmun;ty mai; tjfnedi
and uncertainty about school assignments eliminated. IheSe’views-were:

reflected in comments such as these: - =

Parents would know ahead of time which school pair thelr
children would go to. Parents could focus on a particular
school pair (for children); fairer...to all. childrenj =i -
Has real potential for educational improvements; All-the
children in a neighborhood would stay together (for
communlty), neighborhoods would remain somewhat 1ntact
only larger.

If many parents were supportive of the pairing cbncépt,ﬁtherejwere:ot ers:

who disliked it for a variety of reasons. Some -parents worried about the

creation of middle schools and the problem OQQconéepcratihéVlarge-hémbépéfef;jfi




was "one of the great strengths of the Cambridge schools,rprOVid
stability, continuity and security_for the children of the city;"

parents were goncefned about _the disrdptibnxsuch.érplan eﬁfaiie&,
large number of students who wouid have to bé'transpbrtea;téfécﬁé
transportation and safety were, in,théir;Qiew, @gjornprob?émeﬁit
- S -
approach. Teachers and %Hministrators pointed to the problems of !

schools with different’educational philosophies?{énd-tﬁey al'so raised

questions about contract rights of staff under such a merger.

segregation would fall on selected individuals and neighborhoddsffathé

on the city as a whole. Another equity concern was the iésue'of'sthenté
who had -open-enrolled vears -ago into schools which were now beiﬁgffédi&t icted.

If equity were truly an issue, parents argued, these studgnEshghoq;dgﬁg’

returned to their home schools. Some parents 22 the black community seized .

: - g -
on still another element of the plan. Citing the 1§¥ge number of minority,1rr
students from one public housing project who had been earmarked fofireéséigﬁf

ment; they argued that the number of students and ‘the seléttion of public

housing for redistricting were inequitable and stigmatizing. They also voiced.
- SRR IE ST

their fear of sending their children into what they perceived. as a -hostile’

neighborhood and demanded that the issue of security and:protection'fdrftrans-3

ported students be openly - debated:

Other parents liked the zone concept because they perceived it asuiéséff; "

disruptive to individual families and éommunities. As one group wrote: -’



Families would be placed in the same school. There
is less need for transportation....Older children =
will be able to help their younger siblings. Thereé-
is more family stability. There will .be less bu31ng,;l
less disturbance with construction. The communlty )
will be able to have their children in the same are

For still another group, the goal of efable, Iong{rquerraciel

the most compelling'rationale for;seleétiﬁg Plan C.

We think that Plan C will bring the“best racial.
balance to tle system and so recommend it. -
Plan B does not have the wide population base as .° .
the zone plan and the lower schools would be S
imbalanced by 1984 when the total lower grades
population will be over 50% minority.l07

One group of parents, dissatigfied with all the,proposels, chose

submit still another plan for consideration.108 In design, fhEir

Ry . =
resembled the educational zones concept. However, there was one major:

difference. Under Plan D, as it was labelled, no stﬁdents pteseﬁflj

in the school system would be reassigned.r Racial balanee'ﬁeﬁlaibw

"in a period of two years by careful assignmentiqf“the cléggpoémré
109 ' s
created through normal turnover. @ 8
: g . I T e
These examples suggest both the diversity e?“reactions and the degree

of genuine and serious debate which took place in thisrperiod},'Tﬁe;cpsﬁea

and benefits of each approach did not easily lénd them§elves fe'refiéhar;
analysis, and the ongoing discussions laid bare the dilemma of-seekihg;goeis

=3 . - :
which were multiple, conflicting and ultimately irreconcilable. Nevertheless*

there was no fundamental conflict about the end to h% achleved. Desegregatlon

as a goal had been accepted, if not overwhelmlngly and enthusiastlcally

embraced. The community's view of the reform is reflected in comments such

as these in the local newspaper.

As one parent said:



I might question it, but it is the law. I don t ‘see-
how you're going to get away from that. 110 :

Another parent had this to say:
There's always fear of the unknown. And I- fear g
_the unknown as most parents do. But I feel it' 's
a small sacrifice_if mlnorlty chlldren do haver
equaleducatlon

And a kind of quiet resignatioﬁ permeates these cdmmentS'

We would o%vmusly have preferred to stay at the % -
Peabody, but we're not g01ng to jump up and downf—rﬁ
and yell and scream.. We'll go down to the Tobin
and hope the kids w1ll like it as well .as the.
Peabody. 112 . . s

in these meetings, people from across the c1ty had come together

solution,and * in the struggle to formulate policy they%hadrCOmeaio dnder;

stand the’ essentlally problematic nature of soc1al xeform The plannlng

phase was nearlng its end. The alternatives d%ﬁ been exhaust1vely;rev1ewed

' : 113
The committees had submitted their reactlons and suggested rev151ons.z

"Now, they awaited the superintendent's final recommendatlons4

=

INSTITUTIONALIZING REFORM ‘ : e

=

The broad principle of school desegregation'had been wideiyﬂeceepted;
but the selection and adoption of concrete measures which'would'fhrn5this'

broad principle into operational reality would prove to be a process of

enormous complexity. As the planning period moved into the dec151onmak1ng ff




phase, the differing perspectives of administrators and elépted'of
would profoundly affect the ways in which policy questions wereré
and policy choices made. The superintendent, as the administrative

of the educational bureaucracy would analyze the merits of these

in ways which were consistent with his organizational conéerhé;g

members of the school committee, as locally elected off1c1als S W

a complex array of pollggcal con31derat10ns to the dec131onmak1

school desegregation reform in Cambridge.

L

The Superintendent's Decision

plan to present to the members of the school’ committee. Faced with a

difficult decision, the superintendent had to chong amonéigifféfiﬁgf]

approaches and commit the school system to one course of actibn, ’fnitlally:
@ RY
he had favored the pairing approach seeing in this ﬁmoposal a real- p0331b111ty

for producing significant educational change. However@las he'revlewed;the{ 
community's comments and met with principals and Eeachersﬁshe began to :
rethink his position. The reassignment of staff, as well as students, would

mean a total reorganization of the elementary sphoois, and he was not-SUre

the system would be able to absorb this massive change,’ -He also,had“doubté

-

about the middle school concept and Waé not convinced that the'skill;z
commitment and creativity to carry off such an 1nnovation were present.

Finally, the unsettled issue of school c1051ngs, the increa31hgly difflcult, s

economic situation and the changlng demographic patterns of the c1ty all‘:




stances.

Ultimately, he based his decision on his perception,of~tﬁv

system's interests, constraints, and demands. His relhctangé,
: < Ty T T e T R

policy on estimates of an uncertain future combined with his

) = R P :
the organization itsglf lacked the capacity to adapt to novel;
and uncertain arrangements led him to select:.the fedist;iétiﬁg,'n

tional zones plan. In his message to the communify and the é@hbol'

committee, he presented his rationale for this decision:-
The development of a desegregation plan fzr;this
school system has been a ‘complex process which has
tried to accommodate both the concerns of the ™
community and the mandates embodied in federal and
state law. I am submitting a ‘modified version of *
Plan C to the Cambridge School Committee for'thei:
consideration. Within the guidelines of racial -
balance, the plan has been changed to reflect many
of the suggestlons which the community has made =~
during the planning phase.  The basic concepts: remaln
the same. The plan is de51gned to eliminate racial "
imbalance and to provide a framewgrk withiniwhich this
school system may design and develop efucational
programs and optlons which enhance the quallty of -
education for all children.

It is my hope that schools within educational zones .
will work cooperatively to plan and develop a rich-
‘and diverse set of educational offerings. ©Over ¥
time, the development of these programs could achieve -
school integration through parent choige. This plan
allows the school system to move in- that direction.

In addition, the flexibility of the educational zones.
structure allows the school system t& respond-to those -
broad social issues. which affect the, schools.  The :
present uncertainty of the economic picture, the realityir_”_'
of declining enrollments, and the changing demographic !
patterns of the city may all pose future problems for

the school system. This type of plan, I believe, is

able to address these uncertainties with minimal

g



disruption to students once the plan is in plaCe.;ls—

The plan was placed on the school committee calendar and pﬁblfj

were scheduled for the end of the month. Anticipating a unanimousf ,'

the recommendations, the superintendent and- the desegregation staffit

it

to prepare for the implementation effort. e S e s

An Unexpected Challehge & ) ‘__"ﬁ °?;f'

proposed plan, a Cambridge parent challenged.the lggitimfey of:tﬁe:$éh69
department's two-year planning effort charging that the éuperinfénaé&tfap
R ;
the desegregation staff had overstated the city's legal obligatidnifdf
raéially balance its elementary séhools. In a thir;y—oneVpage»dgcuméﬁif

submitted to the school committee, the parent questiqnedrthersupgriﬁténdéntlsu;

reading of the legal requirements of the Racial Imbalance Act}SSUggeéﬁe&

that the community had been misled by the superig;endeht'and,éhé desegrégafioh
. - 0] .

staff and recommended that the school committee obtain legal COunsel'fo'ad&iSE;r

them of the nature and extent of their iegal obligation Eo,desegrega;ef}léil

. w R St
This public challenge confronted the school department and'the.schdblg:

committee with basic questions about the facts of the case and the propriety -
= o F

of local actions. 'Throughout this period, Cambridge officials héd'jUStifiéaﬂ:

-

the reform undertaking as a necessary local response to theflegal,ghthorityf-ir.f

of the state. Now, the legitimacy of the entire effort had been called:iﬁtgif

question.

Badly shaken by this unexpected turn of events, the supefinten&ent;‘at;theff{*“”f'

=



=71~

request of the school committee, engaged the services of an attorney. “The "

nayor, acting in his capacity as chairman of the school committee, also . -

irote to the Massachusetts commissioner of education reqdésting him to

brovide: B
...a reiteration of the Department's opinion with . R
regard to the Committee's legal responsibilities - - = ° R
in this matter. Specifically, a statemerit - R &
describing the breadth of the Committee's obligation
for compliance with thefState and Federal racial °
balance and equal educational opportunity laws

~

would support the Committee's and community's efforts-; ) :{E
to reach a final plan that is legally -and educationally
sound.117

'he school committee, in the meantime, indicated that it would postpone:all

iction until they had received advice from their legal counsel and from the

ommissioner.

.aw and Ambiguity -

The mayor's request to the commissioner, while stated in simpLe;enqugﬁ't'
erms, in fact pointed precisely to those fundamental questions'which'have‘
@ A T

. & E
yedeviled school desegregation reform since the issue moved®north and west - -

-~

in the early 1970's. Throughout that decade, basic questions éﬁout the
ature of the wrong and the requirements of the remedy had persis®ed, and .
he very variety of judicial decisions and interpretations only served to

) ) 118 o e
leepen the confusion over these issues., . In a sense, an authoritative -

inswer to these questions in the Cambridge case could only have come about

-

hrough the determination of the judiciary. Yet ironically, it was

recisely this situation that, through taking action, the locals had,squght'E;"

0 avoid. In an inherently ambiguous situation, they had chosen to resolve

. %
. problem in the political and administrative arena. Now the wisdom of




request of the school committee, engaged the se

mayor, acting in his capacity as chairman of -th

" wrote to the Massachusetts commissioner of edu
provide:

£

regard to the Commlttee s legal resp
in thls matter Spec1f1eally, a stat

for compliance with the State and Fed
balance and equal educational-

would support the Committee's

to reach-a- final plan that is
sound,117 .

The school committee, in the meantime,

4

commissioner.

Law and Ambiguity

The mayor's request to the commissioner, w
q ~ s

through the determination 6f the judiciafy."Yet irbniééliy,”
precisely this situation that, through taklng actlon, t
to avoid. In an inherently amblguous situatlon,;they had

a problem in the political and admlnlstratlve arena.;
- gi - T




this function.’ Both responses wodl

effort in the man;ggrof 1ega1>adtho‘

opinion, the system was vulnerable tora laim that

Cambridge_ School’ Committee” to ‘take’ th
1n1tlat1ve and f11e a comprehe’51ve v




unequivocal. In his memoyrdmdum the counsel indicate&‘that,‘baéed on h;s

investigation of the facts of the case, the Cambridge schoolisystem'wésfi‘

obliged R ) R
...under Massachusetts law to adopt and ' o
implement an effective school desegregation '
plan.llg

Federal law was also at issue, and the attorney was explicit in his view
of the system's vulnerability to a federal court challenge. In his = -

opinion, the system was vulnerable to a claim that it had engégeﬂ'iﬁ R

unconstitutionally segregative policies and practices, and he strongly’
@ Y T

s S . 120
urged the school committee to adopt the desegregatlon‘gian.

-

The commissioner's response to the mayor's request pro?idéd still fuftheff{
justifigation for the local undertaking. In his reply, he stated that: - :31 o

There is ample legal justification for the _ R
Cambridge School Committee to take the . O LT
initigtive and file a comprehensive voluntiry i

racial balance plan. .

The choice of means (for example, redistricting) -
toward the objective (racial balance) has been . =~ -
entirely up to the local officials and has not

been imposed by the State Board or any outside:

agency. _ s

We believe the time and thought and the extensive ..
community participation devoted to the plamnning

-




process has resulted in a proposed plan that i
educationally and legally sound. We trust tha
the School Committee will see this planning
process to fruition.l :

On the basis of these official interpretations

accepted its obligation to act. And with the legal quest on’ now at -

Cambridge. Now, "the viability .of the. polltlcal arena as a ve 1cl, for

securing racial Justlce would e tested.
Late in May, the school c8mmittee began ibs'deliberatlon o

From the outset of the planning process, almost a year aﬁdia:hal'jb.

problem. As the formally designated policymaking hody-for-thé’écho

system, they had the legal authority to formulate proposals, but they had

made only minor efforts to. involve themselves in the- desegregatlon 1ss__

Having surrenderedpthe initiative, the school committee had 1eft the~f1eld

open to the superlntendent and the desegregatlon staff for the coor nat

and design of policy. Now, the superintendent was asking the commlttee t

. w
" place the seal of local authority on an issue that had d1v1ded3the

Political Considerations B

°

3 B

If organizational concerns had influenced thersuperintendehtlS'dﬁ

tions, a different view of the constraints on action would emerge 1n the

school committee's response to the plan. As elected off1c1als, school

committee members were concerned with the polit1ca1 1mplications of school




—74=

desegregation and the political repercussions which could reéulfJfrpm

implementing these measures. In a situation involving large stakes, the .

political leadership was not about to rubber stamp the superintén&en;is'”

recommendations without consideration of their consequences. As they

reviewed the plan, school committee members would -search out potentiakly

dangerous issues, and in the weeks that folldwed; they would mOve"to .

shape policy with a view to ¢l political consequences of action. ;,; ;:

. Thus, while publicly avewing their commitment. to déSegregatibn;fsoméfff;j
members-of the committee privately presenteg the superintendent with a

catalogue of objections to the plan. . A% these discussions progressed,

3

it became increasingly clear that the superintendent's plan would net ..
SN L
survive the political process intact. Some liberal members were vocal in"

their opposition to certain elements of the plan and urged the'éqperin—J
: : s L1220 e
tendent to make major concessions to address their concerns. Much of .~ -

their opposition centered on the proposed assignment policy for'qugents"
entering the school system for the first time. This policy had been -
3 R , T
! g : 3 SRE A
designed to maximize parent choice and maintain neighborh@bd cohesion while . -

at the same time allowing flexibility to address the changing:racial and. - <
ethnic composition of the school population and the declining school enrall-
ment. However, few school committee members understood the technical

complexities the policy was designed to take into account.” From their

-

perspective, the assignment issue was a political one, and several liberal

-

members of the committee feared that this policy wotld élienaté*thE“white i

middle-class and drive them out of the public schools. Claiming that "the

assignment policy could be a disaster for the city and its future develbpé'

ment, they urged the superintendent to eliminate or postpone its adoption L

s -




reViewed'the plan, school committee members w@ul

catalogue of objec%ﬁons to.the plan.

it became increasingly clear that the superintehdéa

entering the school system for the fifst fimé.:‘fﬁisfpoliéé"ha

designed to maximize parent ch01é%?and malntaln nelghborhood cohe ion:whi
at the same ;ime allowing flex1b111ty to address: fhe éhanglng rac

ethnic composition of the school populaﬁion and the decllnlng school enro
ment. However, few school committee members understood mhe technlcal
complexities the policy was designed,tq take intoiagqpﬁn;. 'Fromvthe T

perspective, the assignment issue was a political one; and several

-

members of the committee féared that this olicyﬁmﬁihfiﬂj;"

middle-class and drive them out of the publlc schools. 'Cir

o




- 12
until some future time. 3

objective. However, several members of the committee. argied that 1

tions, the superintendent had proposed redistricting efjthe{eaetetni;nd of
the city to integrate two‘neighboring SFh°°1Ss:9H¢VP?¢éémiﬁéﬁﬁiy;W_;~
the other predominantly minority. The biack COﬁmunity‘hhaiﬁpPéSéaﬁf'
move maintaining thatgthe selection of public housing&fof tediettittingfénd”

the large number of students to be reassigned were 1nequ1tab1e featuresfof

the plan. The white working-class community which would be’ affected hadr

reimained largely silent.
At a meeting with the black community, the superintendent-had;indieeted'

that he would review the recommendation and, while inlthe processiof57:'

=

reconsidering it, he received 1nformat10n from the Cambrldge Hou51ng Authorlty

which took him and the desegregation staff completely by surprlse.e 'Thef

Housing Authority had quletly submitted a proposal_to.the U, S Offlce of

Housing and Urban Development, requesting funds for a ma351ve rehabllltatlon

of the housing prOJect.lz4 The renovation proposal includedva~ptqvisipn;fpr-;Vf?



the relocation of 166 minority families.

In light of this unexpected announcement and the uncertainty s

argued, in reassigning students until the.intended renovationfwaS'éOﬁplE;e

gy - . ‘;
The neighborhood which had been targeted for redistricting was a tightly

ive to minorities. And it is pessible that some school committeé'meﬁbefr

. feared this action would provoke resistance and even violence.l_ibgyrpfggga

the superintendent to postnge any action affecting this section of the - -

- C:]
city. A

These weeks of discussion between the administration énd-the,schoqll'f']i

committee were marked by intense controversy and negotiation ¥s school

committee members pressed their different political claims, and'the super=

= SR
intendent struggled.to maintain his recommendations intact. When it becameé -

=

apparent that the superintendent intended to submit his plaﬁ,as'pr0posed;

the vice-chairman of the school committee began to draft a set of amend-". .

ments in preparation for the school committee's scheduled vote on the plén:A
While this period of negotiation had not resulted in any explicit refinemenf5i1;'

of the plan, it would, nevertheless, have a significant effec;ipn the R




formulation of<policy; For the revised and altered plan_whichpwas'shor

to be adopted would in fact reflect some form of mutual accommod

elected body responsive to the concems of its constituencies,: -

- : : R T

The School Committee Adopts a Rac1a1 Balance Plan 7

On the evening of- Mmne 11, 1980 the,school commlttee assemb ed fox the

session .which was to deﬁermlne the ‘outcome of school desegregatlon 'eform~

in Cambridge. Throughout the year and a half of plannlng, state off1c1als,f

the school administration and the co unity had been the-major aetors i

the desegregation drama. The state had stimulated the'local'ie&Elﬁﬁ}

- 7
undertake action. The school administration had taken up the reform.ide

and mobilized a broad base of support to address it. Together the edﬁihf
tration and the communlty had developed a’ complex de31gn on which® 1oca1

policy could be based. But the actual translatlon of these proposals andtri

plans into operational reality would ultimately depend or the actlons of
‘@

those locally elected officials with the formal autﬁ%rlty to make policy

-

while the administration's proposals had shaped the Broad outllnes of

policy, in this decisionmaking phase, the political prefef%neeSgaﬁd coneeixé*:
of elected officials would influence its particular design.' These concetﬁe‘;5 :
would be reflected in the amendments, modlflcatlons, and alteratlons of

the plan which the school committee would propose in the course of the o

evening's meeting.
The decisive moment had arrived. The meeting was gavelled to grdérpay}j;"'
the mayor, the superintendent's plan was presented, and then the oonsideféfiongff

of amendments began.




Concern over the possible political implicatiqns'qf the
policy for newly entering students generated.the'fi;st' pd}mp

amendment to the plan. "Implementation of a zone aSSigh tnt

127

not take place in September, 1980™ proclaimed the am fdﬁé@ﬁ

a. -Instead, alfernative‘aSSignment prééedureé\ 1]
studied in the Fall 1980 Voluntary and “invol

potentlal school closings and dlstrlct 11n'
be' -considered. Technical a331stance>for ‘da

tive aSSLgnment pollc1es to the School Committe” ;
January 1981. This committee will have access. to the
technical assistance and accurate data. . . ¢

¢. The School Committee;Will make'a'deéision on-a -student

- assignment policy by February 20, 1981l.. It will be. -
implemented for newly entering students as’ soon. aé i :ls.,
adgpted. The student assignment pqlicy adopted’ by'the :
Committee will provide a permgggnt mechanism. for,ra¢;al s
balance.128 S N

~

Uncertainty about the reactions of the white. working-clas

hood whose children would be reassigned to the minority.school in

renovation motivated the next amendment. The school commiﬁtéefmoﬁedft,
. e Aok ke

delay action until the housing authority's. plans;had!stéﬁiliﬁgdféndj.

school renovation was ,finalized.l‘29 These major amendmentslweréJIollo

by a series of minor changes which liberalized the'Criteriélr

- 130 o TR el
to magnet programs and out of district schog}g; TheseﬁchangeS‘werg

aimed primarily at maximizing the options of the white ﬁiddle#éléssfpérEn



who formed the major constituency of the school commlttee s

coalition. An additional amendment proposed by‘the mlnorit; membe ]

concern w1th.1ssues of afflrmatlve actlon. The amendment
" school department to move to achleve_a work.force whose

reflect the comp031t10n of the‘c1ty*as a whole. 131 Finall

o -~

intendent was ord%ged to dev1se an appeals process whereby
contest the reassignment of their children-on the'groundsiqffL'”

hardship.32 When all the amendments had beenrdiscuseed:énﬁieppréve

School Committee on a vote of 671.133,
Although the politics of'decisionmaking had su§2tantiali

the design of the orlglnal plan, the actual outcome Was mlxed

;e/

the problems of racial 1mbalance and racial 1solat10n ‘at the two ‘rem; nlng

. schools exempted from the plan and to ddopt "a studeﬁ% assignment policy b

February of the following year. As they stated flrmly'ln.the-Qref e Q,r'

their amendments,

The committee recognizes that the lack of a permanent
assignment policy must be correeted with all -due’ |

speed, and commits itself within this plan to adopt -
a permanent assignment mechanism that proyides- 1ong~'£ S
term racial balance by February 20, 1981 135

Schools opened quietly and peacefully by the following Septemﬁer;;andfin




EPILOGUE

With. the adoption of Phase-TIT of the desegregat“

- 137 :
1981, the racial balance agenda was complete.t fThe

the two piecdls of unfinished business whlch.remaﬁxﬁf

previous June. The new feature was an affirmative acf

the reform idea had been externally initiated, the solutioniwhieh wes
eventually shaped reflected the local view of what was 1deolog1cally'
preferable, administratively and polltlcally fea31ble, and 1egally ie ired
The years of planming had ultlmately produced a desegregation plan W ichiwas:
comprehensive, equitahly applied, and peacefully;;mplemented;-‘;n‘ erms of

eliminating pﬁysical segregation, the Camngéége story:is ;fsﬁeéggg;
Whether this process-will ultimately lead to imp:ovedjeducégiééai_épb}"

™




CONCLUSION ) -

In. 1978, the Cambrldge school system was faced With,ther_:h

local level. Two agd a half years later, all But oneeof ;he lementar;

schools had been desegregated, the program had been implemented without:

racial balance agenda had been adopted. Measured in:tefms'efrr

k3

success. The school system had faced a difficult and often divisive issue-

the local community cq%ld legltlmately assert.
5

In the end, the story of school'desegregagion in,Cambridge Wé_’fhe;:

product of a joint authorship. As co-equal creators of the narratlve, the'
state and the local level brought diverse 1nf1uences‘%nd resources to bear
on the implementation effort. State policy and the actlons of,statef;'*fi»

officials precipitated the change, provided the framework W1th1n whlch the?

reform effort evolved, and served as. an on-going stimulus for sustalning

-

change. Without state influence, it is unllkely that the’ 10ca1,governmentf'

would have been inclined or able to take strong action on theriseﬁe'of,f

racial imbalance. In the absence of local demand, there was-ho‘moﬁivatibn-;

for initiating this reform, Yet if the state provided the impetus for 3’;Lf




action, the attainment of these:objectivesiwas primarily ‘dépendént on

features of the local system., It was: local leaderéhi@

desegregatlon'plan whlch,was comprehen51ve, equltahle

1mp1emented. The story of school desegregation evolved

local level t§§t ultlmately~shaped the tale.

a B

One element was the MassachuSettstyegislation-itee

@ Y

discussed, and eventually~resolved. WhilﬁbOthef'cities':effbftsfto,

address the issue of school desegregation in the p011t1ca1 arena have'

broken down under the,weight of competing commun;ty agendas and :heerbsenc

of any 31ngle, widely accepted, superordinate ohjectlve, the Cambrldge

effort was aided by the explictness of thé’leglslatlon.v Although many”

at the local level dlsagreed with the statlstlcal conception of equalv

educational opportunlty, the law's clear racial balance standardilmpoﬂAd

from the outset an authoritative, if somewhat limited;:definitign of the

ends to be achieved.



The legislation had stated the ends to be achieved, but it le
answered questions ofgﬁajo: political importance. HDW“wgfe-tr s
to be accomblished? How should the Burdég.ofVrémedy15éidiétx u

How would the conflict hetween the concern for:éoﬁmﬁnitj'ahdﬂ

e

for equality be.mediaged? It was the locals who were left with making

. sustain them. And in the end, it was local logic'as~much_asﬂétafe.
which determined what the idea of school dgsegregation}ﬁould mean

practice,

local level, Through the .combination of 1ncent1ves and sanctlons,

of the BEEO sought to 1nfluence_behav1our,at the 10ca1 1eVel.' The

ability of state fundingefor school renoxat10ns~prOV1ded one motlvatlng
force for administrators at the local level to 1&Tt1ate the reform;;and?the'

state's legal authority and the cost of non—ccmplianée whiéh,it'impliédiri

served as another motivating force for the political lé%deréhipraqﬂ;tﬁé:”"

community to address the issue of racial imbalance. 1Notf0nly*didiéﬁétéi,

actions create the initial impetus for change, but further state interVen- :

tions at critical points in the process provided an’ ongoing stimulué’for“'

sustaining and enlarging the reform effcrt.

If the state had the authority and the iﬁcentives'td stimulatefnéwn”

lines of policy, they were,however,too far removed from the local 16Véijf?,'



steer or control its execution. Securing localragreementftp‘un

~reform was itself no guarantee that the change effort Wbuidt'

executing, ‘Local attention was not constant, But'ratherﬂshj

which were uncertain and unpredictable. Thus, the state was dependent

zllies at the local level who would take up the task of dT

role. -They raised-the,issuerin the local aréna3 took.active st:pé”t

and action provided the needed organizational support atrthei o

managé and sustain the reform effort. - B :1 ;5,~~

If the state effgrt to steer and direct the. reiorm course was
%l

theme of the change process, then the local attempt to de51gn and devlser

a4 course was another. Local strategies for translatlng the reform fdea

‘into practice focussed as much on the process of change-as on'thefﬁrodﬁct,
Actual school desegregation measures were 1mplemented only at the end of a

long planning period during which. the community came to understand the o

problem they were facing, developed a comm1tment to” address 1t, and engage;

in active efforts to formulate SOluthnS. The ch01ce of a planning pjocess

which involved hundreds of actors meeting regularlypover a two year,period,

in effect, created a public arena in which the problen-ofjraciai imhalaneef?




could be raised, understood, and eventually resolved. 'As:the’locais'?
-discussed the law, reviewed their system's. history, and studied thef
of the schools, local understanding ofrthe problem gradually develo

As actors at the local level explored aiterhafives, revised goals an

procedures, and adapted and altered recommendatlons in response tQ
needs and interests, they made the school desegreggtloo issue thelr YWRL
The change effort was aboJ% all an evolutionary.oné. Through a cumul tivé
process of local 1earn1ng, the communltx,game to terms w1th the. necess ty
" for- change, and through an ad-hoc trial and error search for solutions
they designed a policy which both they and the state couid Iive Withr
The final element in this counterpoint was the respohse,offtoe:iboel7

B,
leadership to the state's intervention. The effectiveness.of the Stateﬁs*

attempt to alter conditions at the local level was ultlmately dependeni"

a local leadership willing and-~able to utlllze thlS 1ntervent10n to achleve

a political resolution. The state could raise the issue, but;ifJWas%pnly.

the local level which could generate the necessary commltment and actlon to
] B
implement the reform idea. 1In practice, the commitment of the 1ocal leader—"

-

ship meant a w1lllnoness on the part of locally elected off1c1als to support E

© o
this goal both in word and in deed. 1In their official pronouncements,'schoolf:gr,'

committee members appeared united and unequivocal about their determinatioﬁ-’f‘"ﬁ
=F

to uphold the law.- This public posture conferred authorlty and legltlmacy

=

on the undertaking and played an important part in promotlng communlty

acceptance of desegregation. Nor was this politlcal support merely symbollc.

Faced with a series of recommendatlons which would turn the 1dea of school

desegregation into practice at the local level, the polltlcalfleadership:"i'*

did not vacillate. Although they altered and amended the plan. in 1igﬁt“of,;"

their particular concerns, they accepted its basic premises. And they”éoted.



It was the ability of the local leadership to amass'thé;pol tical will-
achieve this change which made a resolution of this issu :w thi

politicél arena possible.'

change in local orientation,.and the increased politieal:

to be seen.

What are the lessons to be learned frpm this city's e

school desegregatjon? One simple lesson concéég§'£h§hﬁ§;é:;§-unéffstaﬁ
complexity of the change process under evé%%the ﬁost prémisihéf
The Cambridge school gystem was smail, the geography and demography‘of
city made a variety of solutions feasible, there“was suff1c1enti dml
tive commitment and capacity to manage the reform effort

climate was propitious for change. Yet, déspite all of3thi§; ~"

are processes which sound appealingly simple in the abstractli'

practice, -they require numerous transactions, multlple dec131on p01nts

;.‘

less negotiations, time and patience. Nor are these processes 11near.;y




concrete, initial ideas were reformulated, agreements remegotiated a

4

solutions reshaped and refashioned over time. BEEO officials, famlli

were impatient to see the fruits of thelr labors But at,the,local 1eve

the scope and pace of change may well have been fruﬁtrating‘to'state L
R | o
reformers, the change process at the local level proceeded through a. 1og1c

: ‘v

of its own. The successful outcome suggests that the demands and ekpect

tions of state (and federal) reformers ought perhaps to be tempered by a,

more realistic appreciation of the complex1t1es of the change processAat

the local level. .

This points to a second lesson of the story. The prospects for - '

successful implementation of school deségregation were- enhanced by the-

bility at the local Ievel in designing meaéures’tailored'tO—suiﬁ locallmeéds

and circumstances. The legislation fixed a minimum standard;Abdt“thergiani
@ s
itself was the product of a local design. As such it rqg}ected'both the -

limitations and the potential of poLicymakimg at the local level. The
political necessity of taking into account a variety of comfligting,needs;;°f
and interests resulted in a plan which'accomplished neither maximom-imtegraff

tion nor a slgnlflcant alteration in the socio-economic mix of the student

population. But it d1d produce elementary schools whlch were - 81gn1f1cantly

more integrated. And the plan was workable. One of the realltles,ofiechool"./

desegregation reform is that it is unlikely to succeed unless the populatioﬁswf

which are affected will support it. .The plan was able to generate’that émoﬁor ;{

because the policy designed by the locals reflected a realisticraccommodatiohlfi}'

-



between national goals and aspiratliop#and- local needs and"pjoli't‘ic?al
realities.
The emphasis on local problem solving, however, need not eiequat

with government abdication of the pursuit:of equal educationél opportunity

fa

=

of other units of government. The central task of the federal and, tate
government thus becomes one of preserv1ng the authent1c1ty of th
while 51mu1taneously addressing the individual rea11t1e§§of the vastly
different cities and towns in the natien: " Where traditionel taciel alance;

remedies are feasible, states and the federal g0vernment;éhedldécont nue: to

status quo. The application of a minimum state standard toiguidefthe»
v . ' el
reform effort made sense in Cambridge where geogrgphy aﬁd.deomgraﬁhy'made

a racial balance objective feasible while still malntalnlng a measure of' L

neighborhood cohesion. But the application of this same$un1form standard

in another city might produce a very different result. Where chapgingf
demographic patterns render more conventional reﬁediaiestendards‘uﬂ;tteieebie
the states and the federal government must go Eeyonq simbie nedﬁctieﬁiéti*',
conceptions of reform and encoerage local officials to conceiée ehd;de?eieﬁa
alternative strategies to foster and sustain integration; B ",;;£ ;j:V

The wide variety of court ordered school desegteéation :emedies ?”

demonstrates that there is no one best solution for school desegregation:



this regard, the story of school desegregatlon in Cambridge 1s an _op

one.

-

the wit, and the imagination to pursue thisxdream.{
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