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TO: Annette Hochstein FROM: Virginia F Levi DA TE: _ __,7+/"""'5~/~91.,___ ___ _ 
NAME N AME 

REPLYING TO 
DEPARTMENT/PLANT LOCATIO N DEPARTMENT/PLANT LOCATION YOUR MEMO OF: _ __ _ 

SUBJECT: 

Following is a brief description of each of the participants in the Jerusalem 
Seminar who are coming from the States: 

1. Isa Aron - on the faculty of the Rhea Hirsch School of Education, Hebrew 
Union College, Los Angeles. Her academic interests and expertise are in 
the area of research in Jewish education. She wrote a paper for the 
Commission on Jewish Education in North America entitled "Towards the 
Professionalization of Jewish Teaching." 

2. Shulamith Elster - chief education officer of the Council for Initiatives 
in Jewish Education. She has spent the past 33 years as a teacher, 
counselor, and school administrator in public, independent, and college 
settings. Most recently, she served as headmaster of the Charles E. Smith 
Jewish Day School in Rockville, Maryland. 

3. Adam Gamoran - director of the Center for Research on Effective Schools at 
the University of Wisconsin, Madison. His work in the area of the 
sociology of education has been published in education journals. 

4. Mark Gurvis - director of social planning and research at the Jewish 
Community Federation of Cleveland. He is professional director of 
Cleveland's Commission on Jewish Continuity. 

5. Stephen Hoffman - executive vice president of the Jewish Communty 
Federation of Cleveland and acting director of the Council for Initiatives 
in Jewish Education . 

6. Barry Holtz - co-director of the Melton Research Center for Jewish 
Education at the Jewish Theological Seminary. The Center has been 
instrumental in the development of curriculum and materials for a variety 
of Jewish educational settings. 

7. Jonathan Woocher - executive vice president of the Jewish Education Service 
of North America (JESNA). He formerly served as associate professor in the 
Benjamin S. Hornstein Program in Jewish Communal Service and director of 
continuing education for Jewish leadership at Brandeis University. 
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Mandel Institute 

For the /\dvum:l..!d Study and Dcvclopn,cnl of Jcw i ~h Education 

CIJE Workshop 
July 14, 1991-July 18, 1991 

Sunday, July 14, 1991 

8:30 a.m.-12:15 p.m. 

12:15 p.m.-1:00 p .m. 

1:00 p.m.-3:30 p.m. 

8:00p.m. 

Schedule 

Work Session 

Lunch 

Work Session 

Dinner at the home of Seymour and 
Sue Fox 
32 HaRav Berlin Street 

--·--------------------------
Monday, July 15, 1991 

8:30 a.m.-12:30 p.m. 

12:30 p.m.-1:30 p.m. 

1:30 p.m.-4:00 p.m. 

Evening 

Tuesday, July 16, 1991 

8:30 a.m.-12:30 p.m. 

12:30 p.m.-1:30 p.m. 
1:30 p.m.-4:00 p.m. 

Evening 

Wednesday, July 17, 1991 

8:30 a.m.-12:30 p.m. 

12:30 p.m.-1:30 p.m. 

1:30 p.m.-4:00 p.m. 

7:30 p.m. 

Thursday, July 18, 1991 

8:30 a.m.-12:30 p.m. 

12:30 p.m.-1:30 p.m. 

1:30 p.m.-4:00 p.m. 

Work Session 
Lunch 

Work Session 

Free 

Work Session 

Lunch 
Work Session 

Free 

Work Session 

Lunch 

Work Session 

Working Dinner 

Work Session 

Lunch 

Work Session 
Late evening departure 
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Mandel Institute 

For the Advanced Study and Dcvclopn11..::nt of Jewish Education 

The Second Planning Workshop of the CIJE 
Participants 
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IsaAron 

Hebrew Union College, Jewish Institute of Religion, 3077 University Ave., 
Los Angeles, CA 90007-3796, USA 
Tel: 1-213-749-3424 Fax: 1-213-747-6128 

On the faculty of the Rhea Hirsch School of Education, Hebrew Union College, Los Angeles, 
her academic interests and expertise are in the area of research in Jewish education. She also 
wrote a paper for the Commission on Jewish Education in North America entitled "Towards 
the Professionalization of Jewish Teaching." 
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Ami Bouganim 

Mandel Institute, 22a Hatzfirah St., Jerusalem 93102, Israel 
Tel: 972-2-662296 Fax:972-2-619951 

Completed a Ph.D. in Philosophy, is a Jerusalem Fellow, and has published several books on 
Jewish Thought and Literature. He has worked in the field of Jewish Education for 20 years 
and is presently a full time researcher for the Mandel Institute . 
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Shulamith R. Elster 

5800 Nicholson Lane, Apt. 508, Rockville, MD 20852, USA 
Tel: 1-301-770-0877 Fax: 1-301-230-2012 

Chief Education Officer of the Council for Initiatives in Jewish Education, she has spent the 
past 33 years as a teacher, counselor, and school administrator in public, independent and 
college settings. Most recently, she served as Headmaster of the Charles E. Smith Jewish Day 
School in Rockville, Maryland. 
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Seymour Fox 

Mandel Institute, 22a Hatzfuah St., Jerusalem 93102, Israel 
Tel: 972-2-618728, 662296 Fax: 972-2-619951 

President of the Mandel Institute. He is Professor of Education at the Hebrew University and 
Chairman of the Academic Board of the Samuel Mendel Melton Centre for Jewish Education 
in the Diaspora. He is Academic Director of the Jerusalem Fellows. 
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Adam Gamoran 

University of Wisconsin at Madison, Wisconsin Center for Educational Research, 
1025 W. Johnson St, Madison, WI 53706, USA 
Tel: 1-608-263-4253 Fax: 1-608-263-6448 

Associate Professor of Sociology and Educational Policy Studies at the University of Wiscon
sin, Madison. His work in the area of the sociology of education has been published in 
education journals. 
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MarkGwvis 

The Jewish Community Federation of Oeveland, 1750 Euclid Ave., Oeveland, OH 44115, 
USA 
Tel: 1-216-566-9200 Fax: 1-216-861-1230 

Director of Social Planning and Research at the Jewish Community Federation of Cleveland. 
He is a professional Director of Oeveland's Commission on Jewish Continuity. 
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Annette Hochstein 

Mandel Institute, 22a Hatzfirah St., Jerusalem 93102, Israel 
Tel: 972-2-662296 Fax: 972-2-619951 

Director of the Mandel Institute. She is Co-Founder and Director ofNativ Policy and Planning 
Consultants and was a Humphrey Fellow in Public Policy at M.I.T. She was Associate Director 
of Research and Planning for the Commission on Jewish Education in North America 
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Stephen H. Hoffman 

The Jewish Community Federation of Oeveland, 1750 Euclid Ave., Cleveland, OH 44115, 
USA 
Tel: 1-216-566-9200 Fax: 1-216-861-1230 

Executive Vice-President of the Jewish Community Federation of Oeveland and Acting 
Director of the Council for Initiatives in Jewish Education. 



-

Y.«~·:n:~~:::·:::~:~-~::,o,o,(,c,:,:.-.«««--,.'(«~-..v,.,.,.,-:4,;,:««-»:.:.~,:«<(«.v:{<:«,;,.,:,;:«««*',: ~«:e«-:««-!(-t'.~:-tiw.:·(<««-.'«(««w.««'.~.««O:.-.«««<ie'.9W.-»»:««<o.'<.:~:.:,:««<-:-»:«-»!««o 
,: ........ :-:-......... :-.:-:::~::::::-:: ::::-::::·::::::::::::-::::::::.: ..•• .-:-.......... -••.. :-::::·:::::::::-:::::::::::::::-:-::-::::-::::-:-:-:::-::::-:::--;:z-:.:~-.- -.::::::-:-::~~::::::::~::::::::::::-:::::::::::::::::::::::::::::~::::::::::::::::::::::::::::::::: 

Alan Hoffmann 

Melton Centre, Mount Scopus, The Hebrew University, Jerusalem, Israel 
Tel: 972-2-882033/4/5 Fax: 972-2-322211 

Director of the Samuel Mendel Melton Centre for Jewish Education in the Diaspora of the 
Hebrew University, Jerusalem. 
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Barry Holtz 

ITS, Melton Research Center, 3080 Broadway, New York, NY 10027, USA 
Tel: 1-212-678-8034 Fax: 1-212-749-9085 

Co-Director of the Melton Research Center for Jewish Education at the Jewish Theological 
Seminary. The Center has been instrumental in the development of curriculum and materials 
for a variety of Jewish educational settings. 
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Michael Inbar 

17 Hamaapilim St., Givat Oranim, Jerusalem, Israel 
Tel: 972-665196 

Former Dean of the Faculty of Social Sciences, the Hebrew University of Jerusalem and 
Professor Emeritus of Cognitive Social Psychology and Education at the Hebrew University, 
Jerusalem. 

Daniel Laufer 

Mandel Institute, 22a Hatzfirab St., Jerusalem 93102, Israel 
Tel: 972-2-662296 Fax: 972-2-619951 

Holds a Masters of Jewish Education from Brandeis University. He taught Jewish history at 
the Alexander Muss High School in Israel, and presently, he is research and administrative 
associate at the Mandel Institute . 
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Zeev Mankowitz 

Jerusalem Fellows, 22a Hatzfirah St., Jerusalem 93102, Israel 
Tel: 972-2-618412 Fax:972-2-619951 

Director of the Jerusalem Fellows and Senior Lecturer at the Hebrew University, Jerusalem. 
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Co,inc::.J fo:i Tnit5.;1tlV<";:- in ,le·,.,jsh Educ.:.tion (CIJF.) 
'Prng,·A~F\ RPpm·1 

August 199)/ Elul ~'l~l 

It ha:s bcien le3 c than ;i y~ar s iuc:~ the- Commi S!" 1 c,11 n ,J0 , ·i~h 
Educo.tion ill Nor'....li Aruc.1.·ic,.1 ioc\.tc<l A Tirnc 1'(• Ac:t, t?1c 1 c1:,(Yl.''\. <•f 
it.s d.:_:il:brn-,(tim-u-. on ·t,}.p state of Jewi1;h ed\.,c~tion en this 
conth1ent. 

"A nori&n of concro'i;c steps were worked out. by the ('01nm.i sid or-1 -!\3 

,1 hJ\.1op1·1nt: to ,,hjovc ,he objective!, of: it~ overall i.:,lan. The-co 
etepe. would c'W~,urc tha•. i..he p) .-111 woi.i 1 o h~ m<", .... ·i:i -t.h;:c.n ;:; 1, st 0f 
worthy goal:-;; -c.h;:,t. it would also set in rno · 10n ,"'i pr0Ce$~ U1at 
C'>\I] d 1,,~;, ng ~hont t~ncibJ e. results over a p>?r1od ot 1~ime." One of 
t.hcGo n-rcpc wo::; the c1r-ea ior. of the Council for lnit~atives in 
Jewi~h Educ"lt.ion ( C'I,JF.:) t.o o5:--l11n~ i esponsil.d lit y :'Cl'l tht" 
implem~nta.t.ton ot t.l,e Comm1e.t 1:i:-.' ~ ?lan. 

The Co\mc:il W::\~ c:r-,ncejve-d ae an i.tdvocate and cotaly t worx.ing 
w, existing n.:,t:ional and 1 ocal crganizatiorie. to 0r.1n~ at. ou 
-~ha.--ige in the :forth Americar. Jewis;. cc.,mmunit.y . '' lt.. will develop 
C'.:'Tprehen~.jve ?lanning progr.:,..ms a:1d e;,;perimental ini.tlative~ tor 
two building block5- 1)e~-5~,nr.eJ -~nd community- tc, ftclneve 
breakthroughs in Jewigh sduc3t ion. '' 

The ClJE 1 s mission aF outlined in A Time To Act: 

o It (CI,JE) will designate, the Le~d Communitie~ .:md work with 
them to J.ni ·..:iat.e their programs. 

o lt will ~Un1ulale tbe dev,.Jlopment o f n 1~ese::-trch (";npab.i1 ·1y 
foi Jewi$h education in Nor~h America. 

o It will provide a !:,etting in which croo.tivc:1 pe•opl e in 
in.ti tut~ons, organization~ and foundation& can work tog~~h~r 
to de.ve , ne,.: undertakings in ,Jewist. ec:Juc~tion. 

Th:i8 n~port will address spe-=if i cally t~~ prC"IF,re5s nmdA to date 
in the:.e area3: it is a rPpa)~t covering the month::> frcm NovembE-) 
J990 to P.ugue~ l99J. (Tlppendix T1: C.'3)Pndc1~· of Activities) 

j 
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Str\.1ct-.ur1? c,.nn Organizat\.on 

Rnard of Directors: 

A disti11~,n~h~d Eo.:n~a of IJ.irect.o,-·n haa been fi,..Rwn a~ planned 11 

from among the lE-ade,. of the f c-,undation c.·01orFmily, continental 
lay I P.'"'-d~rs, out:•d ... mding Je\on.sh edu<.:c1.LuJ·~ and lnadiug JewiKl1 
s c h 0J \\r~. 1

' \ Appt:s,u.i i :-:: 0; Tlic Uoard of l),i 1·1-1ct·:r5) 

The ini i. lcl rn;:,P.ting ot 1-l1t, Board . in formation, cliR ired by Morton 
L. MandeJ 't.\Jok pl3c:e in N1..w York en April 9 . 'J'hc agAn<lu. inol\.tl.11..:.J 
a ,1, :1ct\:?:sion!'I ot ui~ pyelim, 11,n:y ~) ans for t.hP. CI,JE L~;,.d 
C:ommuni-cy project; a pl:escmt:~tio:, 1.m the llt't:d r,,,- am.l ch~lls11gH ~, 
a~:"lnr.iated with Ll1L, ,~rc-at.i.u11 of d .t:~::..c-.:1rch r.,,p.:.1}.,.i.lit.v: and ,:t 
report on severHl activi~ies in the area of LLoining of 
personnel. 

The second 111aetinG of the Board wi)l -cak~ pla~e on A.1gust 29 at 
which -:1me the Boc'\,cf -..,ill review u plan for the rt'!cruiLmant and 
selection of lead communjties and discu5.; a propo~al for the 
e~ tabliehment of a Be5t. Practice~ Project. 'l'he agenda wi l J al so 
include lt.o be det~r.mincd} 

Senioi Policy Adviso~s: 

The CIJE was designed as d c~talysL, an organizati~n dcAicned ~o 
w">rk II through the efforts of ,,thers .. 1ESNA 1 .. ice Assocj ,tt.ion, 
CJF, the :i11sti t-ution!'i of hj r;her Jewish learning, the 
donomina1. ionu.1 depa1~trnen t.s of educat-ion, CAJE and other 
profes::d unal E:'duct'ltiona] organizationa. 11 To f aci.: i tale th.l ~ 
effort and to onctl>lo the cr~ri:: to benefit trom the expe,1 ience of 
professiona:s in th€' field of ed-;;cation, ~ra.iuing and communit.y 
organization , Senior Policy Advisors were recruited (Apµendix C) . 

The Senio:c Pol :icy Advisor:=; met .in March for. an orientfflion lo the 
work _ f the CIJE and wo:r·ked in three group5 to review backgrc und 
p!ipcro .>n t.hree spc~citic topir~-- L~ad Cornmurdtjes, Personr1el und 
':'ra i ning and Resec=n.'ch. The comments and rec1ctions of the udvj zcrt; 
wure c onsid€'r~d by 1 he Ste'!Pr1.ng Crm1mitteo and staff ond uti]) 2ad 
i u t ~e development of spar-.i.f i,~ pn.,£-,u~aJ f--.. 

The Advisor~ will meet on August )8~11. The agenda include~ 
plendry ses5ions on the 111v~t. recent. c-onc-opt.io11 of .Lead 
CoITU"uni tie5 and the tlest Practices Pl·1.1j~c1. . Working groupc aret 
planned on the role of national and d~nominat1onal organizations 
in the work of the, CIJE oncl required and optional e]ement5 in 
educational plan:; within lead communities . 

.., ... 
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Tba f:teerin.g ColM\.i tt:c-,F. ;:ind S t.?,f f: 

The Stecr:i.ui; Committe e ( 1\pp<·nd.1 x D ) moe1-s weekly vi n t.elocon and 
brings toget.hor ::- l(.•fi men,ber~ r .L'Olh Cleve) o.w.1, Wa!Shingt.on ilrnl 
Jerut>alem to pld11 c:tad t.(, moxJ.i.Lu.L· pros'.l.·ess 01'.I ::ipc..•c..•.i.f io p-r(')iects. 
Stephen Hu(fman serv~~ a~ n c ~jng Ex~uutivR Dir~ctor . n 
c onsul tunt i.s woi:kj ng Wl Lli the Soard1 Cumm;i.t.tee c,f the Buctrd t.,-, 
select 1":t11 experionct:!d 1..:omnrunity e:-:ecut_jv,~· fc:,r t.hi~ r.,csitio11. 
Edt tcation Oftjc-er ~h\1lct111llh Elst.~r u1H.lv1.took ~ome a~r,ignment1,; 0 11 

a IJC"lrL-time bositi fi.om J anu~ry l.c, Ji.me ~nc'I n~ c,f .Julv l i:d·. j !.- a 
full - t.lme ~1..c:1.!'f r,,ernbcr. R~_,1,.:i·uitm~ nt i:, .ll::.o \.\l"lriAY"way L•.•:L.' .=i 

Pl anninp, Di rAr.t.or . 

The CI,JF has j denti f i P.d and re\., ruited a numl 1t:!.1.· uf distinguishod 
educatOl.' S to work c1s con&ul tants on specific proJect~, They wi 11 
be identjfied in the discussions of 3pec~fic projects later in 
this report. 

Roster of. 'Experts' 

The CIJE plans to drc::lW upon the special sk'i l l s c111cl tal~11t.s o f 
experienced profoss:i onals in the field of Jewi5h education c\nd 
communal ~ervice. A talent bank / roster of these individualo is 
being developad and inc-1 udes professionals wo1:ki ng in the various 
settings for Jewj.sh education throughout North Americu. 

Plann1.n12, 

How should the work of the c~ .. TE be launched'/ Where 1.<.'> begin? 
How can t .his en0 Ymou5 task be best managed? 
Where/who are the ref.ource~ that can be util 1zed to plar: and 
to implemer1t th0~e plans? 

In order to addre::ss tho51"! quo3tjons ancl pro ce~d with plann·11g f or 
th~ CIJE 1

~ specific activities lwo 9eminarB wero held - Jan11ary 
and July- at tho Mrmdel Institute .iu Jt::rusal em. Pari:ic:i p.:i .... ,ins :in 
the~E:1 deliberations were,; CIJE staff and cont \l tant...,, 
representat j ves o f the 3po11soring orsani ::ationz, and c d· ~atoi 5 
from North America And lsrael. ( Apµendix E: Jeruealem Seminars -
Pc"lrt_j oipants) . 

The agenda for the J~nuary 1991 deliberation~ focused on 
the multi-faced asonda of the CIJE. Jr1 July t'.he f oc•\lc o f 
a1 tem:..1.on Wi-'IS on the Lead Conummi tiC'!"I · - the CJ ,n;; pro ice a t cc.m 
bring toget..l1er the various e l ement5 of the c'l.gt=inda . Tt,e staff's 
goal w.:,.s to devt3lop a wo r)q:,J on for the !'d x rm.iuLlt J,.>.-1 i o d fr ~ y 

3 
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From 
PHONE No. 

Aug.14 1991 7:18AM P06 

to l>en:iinhe,r . Th.i..~ w~!:I ~r:r.ompl lc.h~d •;,,rj t.h the t ormulation of a dn 
ap1nvach to t.h£l f.t.1.::11·1 Communit.y Prr,JP-Ct, an articulat-.ior1 of t lie 
mut 1,.,nl r cSJ')()n::aJ.,jJ,t.ie~, (CIJF. anrl the community ) a11<l a timol..i.ne 
t h.L·o11~h thC" !=;prin11. of 1992. 

Ledd Com.'llunit.:ies 

A~ .:t res\ll t of U11-i attention th~ Lead Comrm.m.i tv ('onc-ep1. rec:&ivHd 
durir1g .:ind .i.mmedirit.AJ y followinp. I.he July cem.i nar, thH l.bink.5 rq;i; 
a bont. thi~ 'c:€-nten,.•i<:ce' program of thA ('IJ r..' ti ~,:tivjl..i.e::. h,1~ 
p):osres :a.•<l t .o lli(1 p o int tha.t , if r1pp1.•c.)v1,:,d by th<'¼ Bc.•c:u. 1.I ,:,f 
Dire t.:L, •. .-r!>, t.hc proc·et.s of n1t rttitment ;:i.ncl ~electio11 may ('t-,1-1,.in ::.e 
c~r 1 y r15 Gept.nmber J 99 J • o~~ r e:rence: Load Comrnuni l.y- A l-'rucr.i~r., 
A Concep~, A Plan ) 

Tliere is mucli interC?st j n Uii s pr.oject as evidenced by lette:i:-s of 
inquiry and f:eom individual c:onv~rsations and convnunioation:>. 
Clearly, the North American ~ewish conmunity i5 eagerly awaiting 
this project and, Bccording to Acme, it$ launch will be a visible 
sjgn5 o t progresb ! 

R~lated proJec~s underwdy: 
J .The Ue~t Prc:tctic€::z Project .1.s beinc developed by Dr. Barry 
Holtz. Dr. Holtz }..>rOpi;:sred a paper fen-- the Jerusalem s~minar r.nd 
participat~d in the a~Jibe1ations. A revised pbper inco~porating 
comments and feedback fl'om colleagues io now being circulated 
among the Senior Policy Advisort- and th8 Board of Directors. 

2.Monjto1ing, Evaluation and F8adback have been jdentified as 
critical act.1.vjtie5 in the work of ~he CIJE eepecially as rela~e~ 
to th~ Lead Comnn.mi1:.i£:1s Proiect. Dr, Adam Gamorcin prepared a 
paper on an approach 1 o ~valuatic:m for 1.he Jeru~alem serilinar 
pointj ug -lo tho r1eed tor field resear( h wi'l.hin the lectd 
cornmunitic,:a;. 

PersonnPl: Training 

The CI JB has been chal lengf'd to creat.e 11 ~ North Americnn 
intrdstructur~ tor rcc-:ruitment and training increaning numbers of 
quilli[icd porsonn~l: expandin~ the faculti~s and facilities of 
training lnstj-l.utions : jntemsifyjng in-service education 
programs: raiging :-alaries and benefits of educational i:,ersorineJ : 
developing new career 1 rack opporb.mi ties and increasing t.hc 
empowerment of eduGato2:s 11 • 

AUG 1 4 '9 1 I 7: 42 
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"'l'he Commii:<~i.on 1s pl a n calls fo.c an cxpan~ion of t.ro.i.11.i.111,1. 
(")pporh.mitiC':; in No:r'Lh 1\mcx:ic.:.1 , .. u1<.l .i11 r:srael . ~t.uu1:tuL bodies a11d 
faoultic~ of cur)::-$ nt. tri!dn:ing .i11::tlji.1.ttior~s will L,1; tmlargoct; r1ew 
tro..i.11.ing prog:r-~rnP. for !JPC<:·J.alized f:ieldi':i tinu ~ul.>J~c-ts wiJ J be 
devel,:,p ,ec); leadei~~hip de.val oprnent }:.il ·v i:;i.·cmtl:S \.Tj 11 l,i,;. 
est.~blishsd;J.1i - ~e1:·vicio oducat.ion f or pract.i(.;luc$ ~i:tucators will be 
int.~n~ified; and 'Lho inw,;,rlouL. ct,nt.ribution ,:, f I;:,ra~l Lu ~<::1.oh on€ 
c,f the~A RY-8as \>1ill ~c c >:pandeid. 11 

In j 1·.~ c-,1,--1-ent w,::,rk with th8 don.omin.:\'lional j n~ t .i t.ut.iorw u! 
l·d ghnr Jewish J cu.rning-- th.Ee-I IIcbxnw Uniuu Col logt:1, the ,Jewl l:>h 
Theological !Jeminary of America , and Yer,b:i..va UHlv~.r.·::>i ty t.hf! 
Mandel Assoc:iated FoundationlS is c ons.ii dering p:r.ograms for· t.b0 
:5trori.gtheniH1;; t>f JewiBh education a nd for the pr6para't . .ion of 
professionals for the field a clear priority. Propo:;;als for 
~pecific prc-jet,tf al uc:1.t,;li of these institutions are currently 
being reviewe d. 

As o f th.i.s 
development 
oducatO'.l.'s. 
can l aunch 
devolopm~nt 

report the CIJE has rece.ived a proposa) f or thf! 
of cl ~l~ategic plan for the training of Jewi sh 

W.i ·Lh the approJ:,riate data, analysis and plan the ClJE 
it~ Gfforto to expa11d an<l imt>rove the educ:ation , 
and trai rd ng of cu:r:rent and hrlure oducat.or5. 

5 
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From Pl-ONE No. Fl.lg. 14 1991 7 : 19AM P08 

Research 

ln the effort to d~vclop o researoh cap~bility for Jp~,i~h 
education O't 1-miversitioo, 1··ccc.:irch orsani~at.ions and b~ 
individu~l~, the CIJE 10 now preparing~ propocal to ~~tahlish a 
.x:1::1~1::10..LL-11 l\~f':nda. f , i: Jow.:.:;h c--:h\C'l\tion, D:i:·. ln.:. 1\1 ... on ie work:inu to 
Jt,vf-ll op a Pl o.1oct to study what long .:,.nd cbort tflrm stops cctn t.h1;1 
CIJF, i r:ske to cnc,:-,ul'o~e and :;11pport t.he devel opmor1t of a 
--;ophi ~tj oate-d ret:l!l~): .:-li C''lp~bili+y. 

Cc,mmunity Support 

To p("lrnphl'<"!l:5e the Cc,mmiooi-:-n repc-,rt, how !'-Hl ... l.0\.1sly car 1. hA Tr,wi ~h 
t.:u11u11u11.:t.y in North An,e1· icar: be comrnitt"d at. thiJ. Ll111t- ? Giv"'n the 
assumption that rasult.~ ~·~-m only h~ achieved 1f there io thP- \.11.ll 
and determinat i~in to mak~ an eno:rmou~ invefitmcnt o f resourcei=; and 
energies in the d~cades ,=.ihead, the l."'lJE wil l ccmti111.1~ Lo w-. 1 :k 011 

developing top lay le~dership and community ::;u~t><.>.1 L, 1::1"1.-,hl i n e; 
optiow~ they identifi<?d a5 t.he sine qmt non for J :ringing about. 
change in Sewish education on the continent. 

Next Steps 
September- December 1991 

After the August mee:t. i 111.; ot the s,,~1:d of L>ix·e~tor~ and , w j th its 
approval, tno stnff will contit.ue its effvL I .. in the dir,,,-:1 je,n 
out) ined in thi :.-. 1·t::-1port devotins the ma.:\ori ty of .its attention 0:1 
the 1;;pecif1.c ~ctivit..io3 re-quj r ·ed to launch the T,eaci C,)mmunitit-~ 
ProJect. 

A ma.:ior effort muf.t be mounted to '5p1 ead the wor,i' about the 
CIJE and its act.tv l 1 j es and to .improved publ .i c relution~ fm· Lli~ 
agenda 0\11.lined in A Time To Act . 
sre 
8/9) 

At.'Lachments 
Appendixe-s 

A: Ca]e1,d~.r of 7\c-tivit,es 
B: Board c,f J)j rectors 
C: Senior Policy Advisor~ 
I): Steering Comnu t t:e~ 
E : Jeru~~lem Seminar Pl'\r1:. i.cipant::; 

January 1991 
July 1991 

Pre5::s C]ips 
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Council for Initiatives in Jewish Education 

I. 

II. 

III. 

IV. 

I 

Board of Directors 

A1,1gust 29, 1991 
10:00 AM - 3·30 PM 

AGENDA 

Welcome and Introductions 

Progress Report 

Review of Lead Communities paper 

A. The Israel Experience 

B. The Best Practices Project 

C. Monitoring, Evaluation & Feedback 

The Handel Associated Foundations' Plans 
to Expand Jewish Education Programs 

The Wexner Foundation's Jewish Professional 
Recruitment and Training Program 

Research Capability 

v1/. Council for Initiatives in Jewish Education 

A. Status of Director search 

B. Financial Updace 

vnj- Concluding Comments 

Morton L. Mandel 

Morton L. Handel 

Shulamith R. Elster 

Charles R. Bronfman 

Barry \.1 . Holtz 

Annette Hochstein 

Henry L. Zucker 

Maurice Corson 

Annette Hochstein 

Morton L. Mandel 

Stephen H. Hoffman 

Benne tt Y. Yanowitz 
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Daniel Marom 

Mandel Institute, 22a Hatzfirah St., Jerusalem 93102, Israel 

Tel: 972-2-662296 Fax: 972-2-619951 

A Jerusalem Fellow, he is a full time researcher at the Mandel Institute. Currently, be is also 
involved in educational consulting, teacher-training and curriculum development. 
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Jacob B. Ukeles 
Consulting Services, 611 Broadway Suite 505, New York, NY 10012, USA 
Tel: 1-212-260-8758 Fax: 1-212-260-8760 

President of Ukeles Associates Inc. and Adjunct Professor, Columbia University's School of 
International and Public Affairs. His firm has completed ten projects in Jewish education over 
the past four years. He is the former Executive Director for Community Services of New York's 
Federation of Jewish Philanthropies. 
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Jonathan Woocher 
JESNA, 730 Broadway, New York, NY 10003-9450, USA 
Tel: 1-212-529-2000 Fax: 1-212-529-2009 

Executive Vice-President of the Jewish Education Service of North America (JESNA). He 
formerly served as Associate Professor in the Benjamin S. Hornstein Program in Jewish 
Communal Service and Director of Continuing Education for Jewish Leadership at Brandeis 
University. 

Guests 

.~:se..t::.n.: 

BanyChazan 

JCC Association, 12 Hess St., Jerusalem 94185, Israel 
Tel: 972-2-231371 Fax: 972-2-247767 

On the faculty of the School of Education, Samuel Mendel Melton Centre for Jewish Educa
tion in the Diaspora. He is also the Jewish Education Consultant for the JCC Association. 
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David Resnick 
JESNA, P.O.B. 3784, Jerusalem 91030, Israel 
Tel: 972-2-636850 Fax: 972-2-666223 

Lecturer in the School of Education at Bar Ilan University and serves as the Israeli repre
sentative for JESNA 
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Mandel Institute 

I :or Lhe Advann:d S tudy and Dcvdoprn~nt of Jewish Educ a t i o n 

July 4, 1991 

The Second Jerusalem Workshop of the CIJE 

Implementing the Recommendations of the 
Commission for Jewish Education in North America: 

Documents for Discussion- Prepared by S. Fox and A. Hochstein 

Introduction 

Draft 1 

During its initial setting up period the CITE has succeeded in establishing a human, organiza
tional, and financial infrastructure that is now ready to launch work on several of the 
recommendations of the Commission. A first workplan and time line were established that in
clude the following elements (Exhibit 1): 

• Establishing Lead Communities 

• Undertaking a "best practices" project 

• Drafting a policy paper towards the establishment of a research capability in North 
America 

• Building community support, including the preparation of a strategic plan 

• Developing a masterplan for the training of personnel 

• Developing and launching a monitoring, evaluation and feedback program alongside the 
implementation work 

This paper will deal with Lead Communities. Separate papers will be prepared on each of the 
other elements (forthcoming). 

Lead Communities 

In the pages that follow we will outline some of the ideas that could guide the CDE's approach 
to Lead Communities. 

1. What is a Lead Community? 

In its report A Time w Aa the Commission on Jewish Education in North America decided on 
the establishment of Lead Communities as a strategy for bringing about significant change and 
improvement in Jewish Education (Exhibit 2). A Lead Community (LC) will be a site-an en
tire community or a large part of it -that will undertake a major development and improve
ment program of its Jewish education. The program- prepared with the assistance of the 
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CDE, will involve the implementation of an action plan in the areas of building the profession 
of Jewish education, mobilizing community support and in programmatic areas such as day
schools or Israel experience programs. It will be carefully monitored and evaluated, and feed
back will be provided on an ongoing basis. 

Several Lead Communities will be established. Communities selected for the program will be 
presented with a menu of projects for the improvement of Jewish education. This menu, 
prepared by the staff of the CITE, will include required programs (e.g., universal in-service 
education; recruiting and involving top lay leadership; maximum use of best practices) as 
well as optional programs (e.g., innovation and experimentation in programmatic areas such 
as day schools, supplementary schools; summer camps; community center programs; Israel ex
perience programs). Each LC will prepare and undertake the implementation of a program 
most suited to meet its needs and resources, and likely to have a major impact on !the sc:ope 
and quality of Jewish education provided. Each community will negotiate an agreement with 
the CITE, which will specify the programs and projects to be carried out by the community, 
their goals, anticipated outcomes, and the additional resources that will be made available. 
Terms for insuring the standards and scope of the plan will also be spelled out. The agreement 
will specify the support communities will receive from the CIJE. A key element in the LC 
plan is the centrality of on-going evaluation of each project and of the whole plan. 

Through the LCs, the CIJE hopes to implement a large number of experiments in diverse com
munities. Each community will make significant choices, while they are being carefully 
guided and assisted. The data collection and analysis effort will be aimed at determining which 
programs and combination of programs are more successful, and which need modification. 
The more successful programs will be offered for replication in additional communities, while 
others may be adapted or dropped. 

This conception of Lead Communities is based on the following conceptions: 

a. Gradual Change: A long-term project is being undertaken. Change will be gradual and 
take place over a period of time. 

b . Local Initiative: The initiative for establishing LCs will come from the local community. 
The plan must be locally developed and supported. The key stakeholders must be committed 
to the endeavor. A local planning mechanism (committee) will play the major role in generat
ing ideas, designing programs and implementing them. With the help of the CIJE, it will be 
possible for local and national forces to work together in designing and field-testing solutions 
to the problems of Jewish education. 

c. The CUE's Role: Facilitating implementation and ensuring continental input. The 
CITE, through its staff and consultants will make a critical contribution to the development of 
Lead Communities. (See Item 2a below.) 

d. Community and Personnel: Meaningful change re.quires that those elements most critical 
to improvement be addressed. The Commission has called these "the building blocks of 
Jewish education" or "enabling options." It decided that without community support for 
Jewish education and dealing with the shortage of qualified personnel, no systemic change is 
likely to occur. All LCs will therefore, deal with these elements. The bulk of the thinking, 
planning, and resources will go to addressing them. 
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e. Scope and Quality: In order for a LC's plan to be valid and effective, it must fulfill two 
conditions: 

1. It must be of sufficient scope to have a significant impact on the overall educational picture 
in the community. 

2. It must ensure high standards of quality through the input of experts, through planning, 
and evaluation procedures. 

f. Evaluation & Feedback-Loop: Through a process of data- collection, and analysis for the 
purposes of monitoring and evaluation the community at large will be able to study and know 
what programs or plans yield positive results. It will also permit the creation of a feedback
loop between planning and evaluation activities, and between central and local activities. 

g. Environment: The LC should be characterized by an environment of innovation and ex
perimentation. Programs should not be limited to existing ideas but rather creativity should be 
encouraged. As ideas are tested they will be carefully monitored and will be subject to critical 
analysis. The combination of openness and creativity with monitoring and accountability is not 
easily accomplished but is vital to the concept of LC. 

2. Relationship Between the CIJE and Lead Communities 

a. The CIJE will offer the following support to Lead Communities: 

1. Professional guidance by its staff and consultants 

2. Bridge to continental/central resources, such as the Institutions of Higher Jewish Learning, 
JESNA, the JCCA, CJF, the denominations, etc. 

3. Facilitation of outside funding-in particular by Foundations 

4. Assistance in recruitment of Leadership 

5 . Ongoing trouble-shooting (for matters of content and of process) 

6. Monitoring, evaluation and feedback loop 

• 7 . Communication and networking 

b. Lead Communities will commit themselves to the following elements: 

1. To engage the majority of stakeholders, institutions and programs dealing with education in 
the planning process-acros:s ideological and denominational points of view. 

2. To recruit outstanding leadership that will obtain the necessary resources for the implemen
tation of the plan. 

3. To plan and implement a program that includes the enabling options and that is of a scope 
and standard of quality that will ensure reasonable chance for significant change to occur. 

3. The Content: 

The core of the development program undertaken by Lead Communities must include the "ena
bling options." These will be required element in each LC program. However, communities 
will choose the programmatic areas through which they wish to address these options. 

3 
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a. Required elements: 

1. Community Support 

Every Lead Community will engage in a major effort at building community support for 
Jewish education. This will range from recruiting top leadership, to affecting the climate in 
the community as regards Jewish education. LCs will need to introduce programs that will 
make Jewish education a high communal priority. Some of these programs will include: new 
and additional approaches to local fund-raising; establishing a Jewish education "lobby," inter
communal networking, developing lay-professional dialogue, setting an agenda for change; 
public relations efforts. 

2. Personnel Development: 

The community must be willing to implement a plan for recruiting, training, and generally 
building the profession of Jewish education. The plan will affect all elements of Jewish educa
tion in the community: formal; informal; pre-service; in-service; teachers; principals; rabbis; 
vocational; a-vocational. It will include developing a feeder system for recruitment; using pre
viously underutilized human resources. Salaries and benefits must be improved; new career 
paths developed, empowerment and networking of educators addressed. The CITE will recom
mend the elements of such a program and! assist in the planning and implementation as re
quested. 

b. Pro.gram areas 

Enabling options are applied in programmatic areas. For example, when we train principals, it 
is for the purpose of bringing about improvement in schools. When supplementary school 
teachers participate in an in-service training program, the school should benefit. The link be
tween "enabling" and programmatic options was made clear in the work of the Commission. 
It is therefore proposed that each lead community select , as arenas for the implementation of 
enabling options, those program areas most suited to local needs and conditions. These could 
include a variety of formal and informal settings, from day-schools, to summer camps, to 
ad.ult education programs or Israel experience programs. 

c. The Role of the CJJE 

The CUE will need to be prepared with suggestions as to how LC's should work in program 
areas. Therefore it will need to build a knowledge base from the very inception of its work. 
The CIJE will provide LCs with information and guidance regarding "best practices" (see 
separate paper on "best practices"), For example, when a community chooses to undertake an 
in-service training program for its supplementary school or JCC staff, it will be offered 
several models of successful training programs. The community will be offered the rationale 
behind the success of those programs. They will then be able to either replicate, make use of, 
or develop their own programs, in accordance with the standards of quality set by those 
models. 
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d. Outcomes 

The Commission on Jewish Education in North America was brought into existence because 
of an expressed concern with "Meaningful Jewish Continuity." The pluralistic nature of the 
Commission, did not permit it to deal with the goals of Jewish education. However the ques
tion of desired outcomes is a major issue, one that has not been addressed and that may yield 
different answers for each ideological or denominational group in the community. The role of 
evaluation in the process of Lead Communities will require that the question of outcomes be 
addressed. Otherwise, evaluation may not yield desired results. How will this be handled? 
Should, for example, each group or institution deal with this individually? (e.g. ask each to 
state what is educationally of importance to them). Should it be a collective endeavor? The 
CUE may have to develop initial hypotheses about the desired outcomes, base its work on 
these and amend them as work progresses. 

4. Monitoring, Evaluation and Feedback-loop 

The CIJE will establish an evaluation project (unit). Its purpose will be three-fold: 

1. to carry out ongoing monitoring of progress in Lead Communities, in order to assist com
munity leaders, planners and educators in their daily work. A researcher will be commis
sioned and will spend much of his/her time locally, collecting and analyzing data and offering 
it to practitioners for their consideration. The purpose of this process is to improve and cor
rect implementation in each LC and between them. 

2. to evaluate progress in Lead Communities-assessing, as time goes on, the impact and ef
fectiveness of each program, and its suitability for replication elsewhere. Evaluation will be 
conducted in a variety of methods. Data will be collected by the local researcher and also na
tionally if applicable. Analysis will be the responsibility of the head of the evaluation team 
with two purposes in mind: 1) To evaluate the effectiveness of individual programs and of the 
Lead Communities themselves as models for change, and, 2) To begin to create indicators and 
a data base that could serve as the basis for an ongoing assessment of the state of Jewish educa
tion in North America. This work will contribute to the publication of a periodic "state of 
Jewish education" report as suggested by the Commission. 

3. The feedback-loop: findings of monitoring and evaluation activities will be continuously 
channelled to local and central planning activities in order to affect them and act as an ongoing 
corrective. In this manner there will be a rapid exchange of knowledge and mutual influence 
between practice and planning. Findings from the field will require ongoing adaptation of 
plans. These changed plans will in tum, affect implementation and so on. 

5 . Recruitment and Selection of Lead Communities 

Several possible ways for the recruitment of LC' s should be considered. 

l. Communities, thought to be appropriate could be invited to apply, while a public call-for
proposal would also make it possible for any interested communities to become candidates. 

2. Another method could be for the CUE to determine criteria for the selection of com
munities and encourage only those appearing most suitable to apply as candidates. 
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As part of the application process for participation, candidate communities will be invited to 
undertake an organizational process that would lead to: 

a. The recruitment of a strong community leader(s) to t:a1ce charge of the process and to engage 
others to assist in the task. 

b. Establishing a steering committee/commission to guide the process including most or all 
educational institutions in the community. 

c. Conducting a self-study that will map the local state of Jewish education, identifying current 
needs and detailing resources. 

d. Engaging a professional planning team for the process. 

Some or all of these elements may already exist in several communities. 

A side benefit from such a process would be community-wide publicity regarding the work of 
the CIJE and the beginning of a response to the expectations that have been created. 

Criteria for the selection of Lead communities were discussed at the January Workshop and at 
the March meeting of Senior Policy Advisors (Exhibit 3). They must now be refined and final
ized. 

* * * * * 

We hope that this document will help us in our discussions at the seminar. It is meant to be 
modified, corrected and changed. In addition we will need to consider some of the following 
issues: 

1. How will the CIJE gear itself up for work with the LC? In particular it will have to recruit 
staff to undertake the following: 

a. Community relations and community development capability 

b. Best Practices 

c. Planning; research; monitoring, evaluation and feedback loop (a research unit?) 

d. Overall strategies for development (e.g. plan for the training of educators; development of 
community support). 

e. Development of financial resources-including work with foundations, federations and 
individuals. 

2. How many Lead Communities can be launched simultaneously? This will require a careful 
consideration of resources needed and available. 

3. What are the stages for establishing an LC, from selection, to planning, to undertaking 
first programs and activities. 

6 

13 



• July 1, 1991 CIJE TIME LINE -- APRIL 1991-JUNE 1992 

1. Lead Communities 

a. Art1culato 
6trategy £: plan 

b. S i mulate Lead 
Commun i t y 

c. Develop menu 
of projects 

e. Develop recruitment 
proceBa for L,C 

1. Cond1t1ona f or 
participation 

2. Recruitment Strategy 
(call f or propo&ala?) 

J. Invite candidates to 
full -day seminar 

(a) Plan &eminar 

(bl Send materials 

4 , Develop terms of 
agreement (CIJE-LC) 

t. Develop select i on proce&s 

11 , Jerusal em Planning 
Work6hop ( 2) 

h . Recruit "Fel l ows o f 
Lhe CIJE" 
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plan with Senior P . A. 
r. CIJE board 

j. Staff for CIJE 

1. Director 

2. Planner& 
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1 . Announce dec ision 
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-July 1, 1991 CIJE TIME LINE -- APRIL 1991-JUNE 1992 
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n. Launch Lead Communi ties 
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"implementati on oroup) 

o. Data collection, Evaluation 
"Feedback loop 
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Researcher& in LC) 

2 . Launch research 

J. DlCCu&c findings 

p, Best Practices 

1. lliro consultant" 
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2. Community Support 
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b. Tho CIJE! noard 

1 . Cernpers 
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July I, 1991 CIJE TIME LINE- - APRIL 1991-JUNE 1992 

d. The community-at-Large 

1. Develop communications 
progra m 

o. Work wi th Foundat i ono 

1. Engage foundations 
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2. Joint planning oC 
opeciC i c area& 
(e.g., Israel Experi ence; 
media; Early Childhood; 
supplmontary s choo ls; 
resea rch) 

3. Develop a Res earch Capabili ty 

a. Commission pol i cy paper 

b. E11gage Foundation for 
Implementation 

4. Developing the Profession 

a. Training 

1. Prepare comprchenolvo plan 

2. Wor k w/ MAP & training 
in11tltu tlon11 

b. Ladder of Advancement 

c . Terms of Employment 

d. Etc. 

5. Quality Control 

a. Develop method for CIJE 
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Ill: ESTABUSHING LEAD COMMUNITIES 

Many of che activit ies described above for che building of a pro

fession of Jewish educators and the development of community 

support will cake place on a concinencal level. However, the 

plan also calls for intensified local efforts. 

Local Laboratories for Jewish Education 

Three to five model communities will be established co demon

strate what can happen when there is an infusion of oucscanding 

personnel inco che educational system, when che irnporrance of 

Jewish education is recognized by the communicy and ics lead

ership, and when che necessary funds are secured co meec addi

tional coses. 

These models , called "Lead Communities," will provide a 

leadership function for ocher communities chroughouc Norrh 

America. Their purpose is co serve as laboratories in which co dis

cover the educational practices and policies that work besc. They 

will funcrion as che resting places for .. best practices" - exem

plary or excellent programs - in all fields of Jewish education . 

Each of che Lead Communities will e·ngage in the process of 

redesigning and improving the delivery of Jewish education 

through a wide array of intensive programs. 
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A TIME To ACT 

Selection of Lead Communities 

Fundamencal co the success of che lead Communicies will be 

che commicmenc of che communicy and ics key stakeholders co 

chis endeavor. The commun.icy must be willing co sec high edu

ca.cional standards, raise addicional funding for educacion, involve 

all or most of ics educacional institutions in the program, and 

chereby become a model for che rest of the country. Because 

c~~ initiative will come from che community itself, chis will b~. 

a "boccom-up" racher than a "cop-down" efforr. 

A number of cities have already expressed their interest, and 

these and ocher ciries will be considered. The goal will be co 

choose chose chat provide the strongest prospects for success. 

An analysis will be made of the different communities that have 

offered co participate in the program, and criteria will be devel

oped for che selection of the sites. 

Once the lead Commun.icies are selected, a public announce

menc· will be made so that the Jewish community as a whole 

will know the program is under way. 

Getting Started 

lead Communities may initiate their programs by creacing a 

local planning committee consist:ing of che leaders of the orga

nized Jewish communiry, rabbis, educators, and lay leaders in all 

the organizations involved in Jewish education. They would 

prepare a report: on the state of Jewish education in their com

muni ry. Based on cheir findings, a plan of action would be 

developed that addresses the specific educational needs of the 

community, including recommendations for new programs. 
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A BLUEPRINT FOR THE FUTURE 

An inventory of best educational practices in North America 

would be prepared as a guide co Lead Communities (and even

tually made available co che Jewish community as a whole). 

Each local school, community cencer, summer camp, youth pro

gram, and Israel experience program in the Lead Communities 

would be encouraged co select elements from this inventory. 

After deciding which of the best practices they might adopt, 

the community would develop che appropriate training pr~

-gram so chat these could be in_croduced into the relevant insti

tutions. An important function of the local planning group 

would be co monitor and evaluate these innovations and to srudy 

their impact. 

The Lead Communities will be a major testing ground for 

che new sources of personnel that will be developed. They will 

be a prime target for chose participating in the Fellows program 

as well as the Jewish Education Corps. In facr, while ocher com

munities around the country will reap the benefits of these pro

grams, the positive effect:'S will be most apparent in the Lead 

Communities. 

The injecrion of new personnel into a Lead Community will 

be made for several purposes: co introduce new programs; co 

offer new services, such as adult and family education; and co 

provide experts in areas such as the teaching of Hebrew, the 

Bible, and Jewish history. 

Thus Lead Communities will serve as pilot programs for con

tinental efforts in che areas of recruitment, the improvement of 

salaries and benefits, the development of ladders of advance

ment, and generally in the building of a profession. 
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Exhibit 3 

Criteria for the Selection of Lead Communities 

Senior Policy Advisors 

What Criteria Should be Used in Selecting Lead Communities? 

The following criteria will be considered in selecting lead communities: 

a. City size 

b. Geographic location 

c. Lay leadership commitment 

d. The existence of a planning process 

e. Financial stability 

f. Availability of academic resources 

g. Strength of existing institutions 

h. Presence of some strong professional leadership 

i. Willingness of community to take over process and carry it forward 

j . Replicability 

k. Commitment to coalition building (synergism) 

1. Commitment to innovation 

m. Commitment to a "seamless approach," involving all ages, formal and informal education 

n. Commitment to the notion of Clal Yisrael-willingness to involve all segments of the 
community 

o. Agreement with the importance of creating fundamental reform, not just incremental change 

w 



Criteria for the Selection of LCs 

January 1991 Workshop 

Possible considerations in selection process: 

1. City size 

2. Geographical location 

3 . Lay leadership commitment 

4. Planning process underway 

5. Financial stability 

6. Availability of academic resources 

7. Strength of existing institutions 

8 . Presence of some strong professional leadership 

9. Willingness of community to take over process and carry it forward after the irutial period 

In general, there was difficulty in concephlalizing a clear set of criteria for choosing lead 
communities-and in deciding among th,e goals of replicability/demonstrability/models of 
excellence. What emerged from this discussion was consensus on the idea of differentiated 
criteria: different communities might be chosen for different reasons. On the other hand, we 
clearly cannot afford to fail: however we choose candidates, we must be convinced that 
between the community's resources and our own, success is likely. 

2.1 



Thoughts on a Research Agenda in the Lead Community 

Adam Gamoran 

The purpose of this memo is to share my thoughts about the possibility of research and 
evaluation in lead communities and other areas of Jewish education in North America. I will 
discuss substantive issues, both general and those of special interest to me, and design issues. 

Substantive Issues 

If I understand the plan in the "Report," the primary issue for research must be the evaluation 
of specific programs taking place in the lead communities, with the goal of disseminating 
knowledge about these programs to the wider Jewish education audience. As I understand it, 
this evaluation process will not be one in which the researchers are completely outside the 
reform process; rather, there will be continuous feedback between the researchers and the 
educators in the lead communities. Thus, the prqject would involve both formative and 
summative evaluation. 

The central problem for this investigation is the identification of outcomes. Selecting and/or 
developing indicators would need to be a primary task in the early years of the program. Such 
indicators would include those at the individual level ( cognitive, affective, and behavioral) and 
at the community level (possible indicators include rate of teacher turnover, rate of education
al participation, rate of intermarriage, etc.). 

At the same time, the research should probably give equal weight to studying the process of 
change, especially during the early years. In the lead communities, what organizational 
mechanisms are used to foster change? What are the barriers to change, and how might they 
be surmounted? To what extent can we attribute successful innovations to the charisma and 
drive of particular individuals, and to what extent can we identify organizational conditions 
that supported successful change? These questions are critical if the lead communities are to 
serve as models for Jewish educational improvement throughout North America. 

Studying the process of change becomes more critical wben we recognize that the effects of 
innovation may not be manifested for several years. For example, suppose Comm.unity "X" 
manages to quadruple its number of full-time, professionally- trained Jewish educators. How 
long will it take for this change to affect cognitive and affective outcomes for students? Since 
the results cannot be detected immediately, it would be important to obtain a quallitative sense 
of the extent to which the professional educators are being used effectively. Studying the 
process is also important in the case of unsuccessful innovation. Suppose, despite the best-laid 
plans, Community "X'' is unable to increase its professional teaching force. Learning from this 
experience would require knowledge of the points at which the innovation broke down. 

Aside from these issues, which are paramount from the practical side, there are other points 
which are of special interest to a sociologist of education. These c,oncems are intellectually 



provocative to me because of my long-stan.ding interest in the effects of education "treatments" 
on outcomes; other researchers would obviously find different issues of special interest. 

Wule Range of Treatment 

In research on secular education in western countries, a major problem for studying the effects 
of schooling on achievement and other outcomes is that there is relatively little variation in 
the quality of schooling. In contrast, the range of educational experiences in Jewish education 
is enormously diverse, ranging, as Jim Coleman pointed out to me, from zero to total 
immersion. Yet to date, the best studies on the effects of Jewish education deal with only a 
restricted range of the total variation (Sunday school, afternoon school, and day school). By 
considering the full array of Jewish educational experiences of the youth of the lead com
munities ( e.g., by including summer camps, Israel trips, and youth groups, as well as schools), 
the project could provide a better analysis of the effects of educational treatments on outcomes 
than has been possible in the past. 

Emphasis on Communities 

Currently, there is a fair amount of attention to connections between schools and communities 
in the wider educational literature. The research agenda has at least two dimensions: studying 
the coordination ( or its absence) between schools and other social service delivery agents; and 
the social networks among teachers, parents, students, and other members of the community 
(as in Coleman and Hoffer, 1987). Both of these issues could be fruitfully examined in the 
Jewish education context. 

The "Report" is quite explicit in calling for community-wide emphasis on education. This may 
take the form of increased cooperation among the J ewisb schools and other Jewish institutions 
in the communities. If so, the process and its results would be interesting to a broad audience 
for both practical and theoretical reasons. At the same ti.me, the :improvement effort may lead 
to stronger networks of support for education among students and their parents, and this would 

• be equally interesting to study. 

Design Issues 

What might the research program involve? My first thoughts are that initially, the research 
would require two major efforts: fieldwork studies of the process of change; and conceptual 
and experimental ( or piloting) work onindicators of outcomes. These thoughts presuppose 
that educational institutions in the lead communities are automatically receptive to research 
efforts. 

Fieldwork 

I would think that a half-time researcher would be needed in each lead community. The 
researchers would have doctoral training and fieldwork experience. Are funds available for 
such an effort? 
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More generally, would the research program need to generate its own funds, or have the funds 
already been committed? 

The field researchers would be responsible for (1) describing the basic structure and operation 
of Jewish education in the community, broadly defined; (2) describing changes in those 
structures and processes; (3) relating these conditions to outcomes, in a qualitative sense, 
drawing on the subjective experiences and meanings of participants, as well as providing an 
external analysis of the cultural context and the quality of Jewish education in the community. 
Although much of their work would be done independently, these researchers would meet as 
a group at regular intervals (perhaps quarterly?) to exchange findings and critique one 
another's reports. 

In addition to the field researchers, I would advocate "reflective practitioners." A few teachers 
and/or administrators in each community could be explicitly funded to carry out research on 
their own efforts, and those of their colleagues, with innovative educational programs. 

As to the selection of communities, I have little to say. The only thing that occurs to me IS that 
mid-sized Jewish communities would probably be best from the standpoint of organizing the 
research: Too small, and it may be difficult to find qualified field researchers; too large, and 
the community may be too complex for us to cope with (i.e., New Y orlc, Chicago, Los Angeles). 

Development of Indicators 

Because of diverse skills and knowledge required for this aspect of the project, a team of 
researchers would be required, with skills in demography, social psychology, psychometrics, 
survey research, and Jewish content domains (Hebrew language, history, Bible, etc.). The team 
would have as its goals (1) to reach decisions on what outcomes, exactly, should be measured; 
and (2) the development of quantitative indicators of those outcomes. 

For the lead communities, :it would be preferable to gather baseline data from the very first 
year. This may be possible for demographic and school-organizational variables, but it is not 
likely feasible for affective and cognitive outcomes. I have little knowledge of survey and test 
instruments that are already available, but even if there are some, I would not be optimistic 
that they could be employed immediately, as one would prefer. However, the possibility should 
not be dismissed out of hand, for baseline data would be extremely valuable. 

Subsequently, one should think about. using the surveys and tests not only in the lead 
communities, but elsewhere, for comparative purposes. Assessment of causality is the central 
design problem for this part of the project. I am not sure that causal generalizations will in fact 
be possible, and more thought and discussion must be given to this issue. 
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To: Shulamith Els~ar 
From: Barry Holtz 
Re: Best Practice Version 2 

June 27, 1991 

Based on my original memo, our subsequent discussions and our 
meeting with Annette and Seymour, here is the way I see the Best 
Practice Project at this point. 

r. Introduction 

As I understand it the purpose· ot the project is ta develop an 
inventory of "Bast Practice" Jewish education programs in North 
America. This inventory would aid the future work of the Coun
cil., particularly in the "Lead Communities" aspect at its work, 
because it would offer a kind of data base (or Rolodex) of suc
cessful programs/sites/curricula to which the Council staff could 
refer as it worked with the various Lead communities. Thus a 
person from the Lead Community in 11Toledo1' (or wherever) could 
ask the Council "where is Hebr.ew taught well?" and the Councl:_l· 
staff would be able to find such a program or school or site some 
place in the country through consulting the Best Practice in
ventory. E.g. You, Shulameth, would be able to say: "Go to 
Temple Ansche Schmutz in Boston and there you'll see how Hebrew 
can be taught well in a day school/a~ternoon school/JCC/whatever 
setting." ( I assume that the inventory would not be a published 
document but a kind of data base that the council would keep or 
make available to particular interested parties.) 

Theoretically, in having such an index the Council would be able 
to o!fer both psychological . and· programmatic assistance to the 
particular Lead 'community asking for advice. "Psychological"-:-
because for many people (both lay and professional) there is 
doubt al:iout the actual existence of "Best Practice" about many 
aspects of Jewish education. ("Is there really such a creature as 
a good Hebrew school," :r have been asked.) "Programmatic"-- be
cause by viewing the Best Practice of "X" in one location, the 
Lead Community could see a living example of the way that ''X" 
might be implemented in its local. 

I say "theoretically" in the paragraph above because we really 
don't know how this will play out in real life and certain sig
nificant stwnhling blocks will have to be overcome. First, do we 
really know that viewing the Best Practice of "X" in Boston of
fers psychological comfort orpconfidence building to the person 
sitting in ~he Lead Community o! Toledo. Perhaps he or she wil1 
say: "Hey, that 's tine for Boston, but in Toledo we don't have 
"A" and therefore can't do "B. 11 Of course, we could reply, 
learning that they don't have "A" and discovering (by seeing it 
in action) that they want to accomplish "B" may be the :first step 
toward detining goals · and a plan of action for a particular Lead 
Community. 
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For me, however, the programmatic side of the Best Practice model 
is more problematic than the psychological issue. Knowing that 
Boston is al:>le to implement a particular program and seeing that 
program in action does not guarantee that Toledo will be able to 
pu1l it off in their locality, no matter how good their inten
tions. The issue of ~ranslation from the Best Practice site to 
the Lead Community community site is one which will require con
siderable thought. I will come back to this later on in this 
memo. 

Ir. What do we l!l~an by 11Best Practice" and hov do we go about 
figuring it out? 

Let's say for the sake of argument (and this is a big assumption 
from the theoretical point of view, but probably justified in the 
realm of the practical) that "we" know what we mean by "Best 
Practice". The "we11 here is the network of people we know, trust 
or know about in the field of Jewish education around the coun
try. I assume that we could generate a list of such people with 
not too much difficulty. Let's say Sest Practice is-- in the 
tradition of D.W. Winnicott to Sarah Li~htfoot Lawrence (The Good 
High School) to Joe Reimer (Mandel CO?Dml.ssion paper)-- something 
like "good enough". Let's say that when you and I talk about 
Hebrew schools and Day schools we know what we mean by good 
enough. And that there are people with expertise in other areas 
that you and I might not have (e.g. early childhood; JCCs) who 
could do a similar task in those areas. 

ot: course th.ere is no such thing as "Best Practice" in the ab
stract, there is only Best Practice of "X" particularity: the 
best (i.e. good enough) Hebrew School, JCC, curriculum. for teach
ing Israel, etc. The first proble111 we have to face is defining 
the areas which the inventory would want to have as these partic
ular categories. Thus we could talk about some of the following 
areas: 
- Hebrew schools 
--oay Schools 
--~arly childhood progra~s 
--JCCs 
--Adult Ed. programs 

Etc.-- Yes , this is beginnin~.to get to be a long list and what's 
more it's only one eut into··,::he problem. The a.l:love list is es
sentially "sites" in which Jewish education takes place. But you 
could also run another list here: subject areas4 

Bible 
-- Hebrew 
-- Israel 
etc. 
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Complicating this is another factor: As you pointed out to me, 
sometimes you can find a "Best Practice" program for one subject 
area in a site that isn't necessarily so great-- for example, a 

.. not so great Jee that runs wonderful programs for early child
hood. 

Hence the following question needs to be decided: What are the 
aporopriate categories for the inventory? 

Perhaps the way to answer this is to say that we will choose the 
categories based on the following criteria: 
a ) what the Leaa c0mmunities appear tQ want and need . In other 
words, we wait for the Lead Communities before we do the job. 
b) what ~e think the Lead Communities will want and need based on 
our discussions in Israel about the Lead Community business. 
c ) the quick and dirty approach: what we can get up and running 
quickJ.y because we know the people (and maybe even some actual 
sites or programs} already (or can get that info. very fast.) 

A guess on b-- Best Practice in: Hebrew schools, early childho~d, 
Israel progTams, family education curricula or programs. 

~Z%. suggestions for a process. 

What has to be done to launch and illlplement the Best Practice 
project? I would suggest the following steps: 

1. Define the categories 
I've tried to make a first stab at this immediately above. 

2 . Create a document (I will call it a "definitional guide") tor 
each categorv. 
The definitional guide is a document which is compcsed for each 
category., It briefly states what we are looking for when we use 
the term Best Practice of x. The definitional guide is an in
house "screen" used by the "location finders 11 (see below) as a 
reference guid.e. since this is an "in house" document, rny guess 
is that we should not waste a iot of time writing fancy docu
ments: You don't need to hand Vicky Kelman a definitional docu
ment to ask her to identify 3 - 5 best , really ~ood, or good enough 
Hebrew Schools. 

Okay we know we want to writo#some kind. of definitional guide: 
how :much expertise do you need to dQ t llis? Ferhaps I should say, 
how many experts do you need? What I mean is this. You and I 
could do this job for day schools and Hebrew schools, could we do 
it for adult ed. programs? (I'll answer tor myselt: probably 
yes). For early childhood? (probably no) For special ed? 
(definitely no), etc . So how many people have to be involved 
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here? Here's a suggestion: I suspect that via "the network" we 
know how to find out who knows about each of these areas (that 
is, once we've figured out what the areas are). Can we commis
sion a short statement from teams of people who could write this 
for each area. These are short pieces. They should also include 
a suggested list of "location finders" for each area. I suggest 
two-person teams just so there can be some bouncing baek and 
forth of ideas. 

3. Identify the location finders 

Once we define a list of categories and definitional guides for 
each, we would then want to find a group of "location (or sub
ject) finders" who would recognize or know about "Best Practice." 
:Ct 1nay also require a meeting of people to brainstorm places, 
sites, people as well. Maybe there should be a brainstorming 
group of well-traveled Jewish educators wno could suggest the 
"location finders"? And maybe there is another group of people 
who are real generalists just because they've been around the 
country so much that we would be able to ask them about any of~ 
the categories: Bob Abramson, Joel Grishaver, Eliot Spack, Gail 
Dorph, Vicky Kel~an, Betsy Katz, etc. 

4. Get the lists 

Once we have the "location finders" for each category and the 
definitional guides, we can then put together the suggested lists 
for each category. This could come via meetings (as mentioned 
above), th'rough phone calls or simply through getting submissions 
of lists from the location finders for each category. Obviously, 
we will have to buy some time from people, ~ut except for meet
ings this should not be an expensive or burdensome task for them. 

5. Evaluate the choices 

Here is something we haven't talked. about before. Once we 
receive the proposed lists in each category, are we going to im
ple~ent some independent evaluation? Who wou.1d do that and is it 
necessary'? 

6. Write up the reasons 

This project begins to overlap with "Research" at this point. 
Let's say we have received these lists of Best Practice sites, 
programs, etc:. Wel1, can't we ask what makes them "best" (or 
"good" enough). Perhaps this is the same as #5, outside evalua
tion; perhaps not. But I think we would hava to go beyond mere 
lists to tigure out what it is that defines the "goodness" of the 
good. (E.g. Reilller's Commission paper). ot course this is no 
small job. We cou1d probably get~ ot this trom the location 
finders. They could tell us their reasons tor their choices. Wa 
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might be able to hire some of the location fin~ers to write up 
the reasons in brief or in detail. Perhaps we would not need 
this for every example in every category but it does seem to me 
that we're going to need this if we want to get to #7 : 

7. Translate to Action for the particular Lead Communities 

What in each Best Practice case can be translated to the Lead 
Community and what cannot'? This is a complicated question and 
requires the job described in j6 above, at least for those cases 
in which the Lead Community is. planning to implement action. It 
then requires a careful monitoring of what is going on when the 
attempt to translate particular Best Practic~s actually is 
launched. Which of course leads us to *8: 

8. Research Dimensions 

Here we can mean many things: action research in looking at the 
implementation of Best Practice from one place to another: 
evaluation research to see what is "best" about best and how ,. 
things translate from one setting to another; comparative re-· 
search as Best Practice from "Boston" is tried out both in Toledo 
and Los Angeles. And more too, I imagine, but I will leave this 
to Isa's project. 

IV .. Timetal)le 

What of the eight steps above can and should be done when? I 
will not address this here, but leave it as an open question for 
us to determine. But one thing is clear-- we do have to have a 
sense of schedule and probably should discuss this with the group 
in Israel. 

V. Don1 t ~nderestimate tha politi~al dynamite in such an in
ventory. 

A bit of advice here: This is a matter that needs to be well 
thought out. Who sees this inventory? rs is public?!! it's a 
secret that's also a problem. How do you keep this from becoming 
politicized by denominations or loc~lities? Does making it onto 
the inventory mean you have a running start on getting funding? 
(I can hear it now: "after all our school is on the rnventory11 -

it's now a capital letter) How do you deal with people who are 
annoyed because they are not· ... ~on it?! 
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lv1andel Ins t it u te 

F or· th1..· /\dv .. uK.·cd S tudy a n d D 1.!vclopn11.:nl o r J l.!wish E du c..:arion 

Planning Workshop with the 
Council for Initiatives in Jewish Education 

January 7-10, 1991 

Held at the Mandel Institute, Jerusalem 

Participants: 

Ami Bouganim, Shulamith Elster, Seymour Fox, Annette Hochstein, Steve Hoffman, 
Alan Hoffmann, Danny Marom, Marc Rosenstein, Arthur Rotman 

Introduction 

S. Hoffman reviewed his paper on the mission, method of operation, and structure of the CDE 
(Exhibit 1). 

There was a discussion of relative priorities of the recommendations of the Commission in 
order to determine where to begin: lead communities, building the profession, research, and 
building community support. 

There was general consensus that all areas interact, but that lead communities seems to serve 
as a focus for the others, as well as being visible, concrete and proactive. Therefore, it was 
agreed that this area should be our first priority. At the same time, there was consensus that 
the lead communities effort does not entirely subsume all other areas - and that we therefore 
must move on the other fronts too. 

Lead Communities 

Some concerns and dilemmas which ar0se in the discussion of how to implement the local 
communities project: 

a. We cannot ignore other efforts underway and focus mili on lead communities; there may 
be other community and foundation projects deserving of our interest and support. 

b. In choosing candidates for lead communities, do we prefer those which have weaknesses 
( e.g. lack of top leadership) which we can remediate as a demonstration, or do we choose 
communities which are already strong, to model excellence (but possibly not significantly 
replicable)? 



• 

• 

c. There may be a tension between the local perception of the community's priorities and our 
view of what must be done to fulfill our goals for the lead community as a demonstration 
site or model of excellence. 

d. Possible considerations in selection process: 

1. city size 
2. geographicallocation 
3. lay leadership commitment 
4. plamring process underway 
5. financial stability 
6. availability of academic resources 
7. strength of existing institutions 
8. presence of some strong professional leadership 
9. willingness of community to take over process and carry it forward after the initial period. 

In general, there was difficulty in conceptualizing a clear set of criteria for choosing lead 
communities - and in deciding among the goals of replicability/demonstrability/models of 
excellence. What emerged from this discussion was consensus on the idea of differentiated 
criteria: different communities might be chosen for different reasons. On the other hand, we 
clearly cannot afford to fail: however we choose candidates, we must be convinced that 
between the community's resources and our own, success is likely. 

There was agreement that the CUE needs to clarify what a lead community is: what are the 
specific categories of actions and/or programs and/or processes which form the heart of the 
lead community effort. However, there was no closure on content. Two aspects were con
sidered: 

a The lead community is characterized by a certain type of planning approach, involving 
comprehensive, systematic planning; a national perspective and involvement (via various 
national educational institutions, movements, etc.); and the bringing in of outside resour
ces, human and material. 

b. In addition to "a," the lead community would be required to make certain educational, 
programmatic commitments (e.g., to in-service training, leadership development, etc.) 

The following points were agreed upon: 

a. The centrality of systematic assessment and planning and the role of the CUE in providing 
resources and incentives for this process. 

b. The full support of top local lay leadership as a sine qua non. 

c. The overall goal of creating fundamental reform, not just incremental change; of creating 
new approaches, not just extinguishing fires. 
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d. The importance of an approach based upon research, analysis and national decision
making. 

e. Lead communities serve as laboratories, but not as the only laboratories: we might be 
supporting experiments elsewhere for eventual application in a lead community. 

f. The need to establish a contractual relationship between the CUE and the lead community. 

The discussion moved on to the issue of what the CIJE would provide for a lead community. 
A model which served as a basis for discussion was that of an account manager: someone who 
must work closely with a client and understand all of his needs in. depth and who must be 
creative in bringing in various other resources to fulfill those needs. 

• Thus, the CIJE would serve a facilitating, matchmaking, guiding, managing role. Oosure was 
not attained on an exact role description, but a number of specific applications of this concept 

• 

were discussed! 

a. Providing a "roster of experts" (persons and institutions) on whom the lead community 
can call for specific assistance. 

b. Arranging for the seconding of staff resources from existing institutions to the lead 
community. 

c. Providing up-to-date information on developments in general and Jewish education 
relevant to the communities' planning process. 

d. Finding and "certifying" best practices is a valuable service which the CDE needs to 
provide to assist lead communities. This turns out to be not as simple as first appears. The 
CIJE will have to invest resources and energy into studying the whole concept of best 
practice, and developing procedures for finding, certifying, and communicating best prac
tices to lead communities and others. 

e. Serving as a broker between lead communities and foundations, for providing funding and 
for particular programs relevant to the communities' needs. 

£ Guiding the local planning and research process, providing assistance as needed, quality 
control, monitoring and feedback. 

There ensued a discussion of the essential "building blocks" which would have to be part of a 
lead community's plan of action. At this stage of our work, the following were suggested: 

a. Programs to train personnel. 
b . Lay leadership development. 
c. Israel program development. 
d. A framework or frameworks for deliberation on educational philosophy and goals. 
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It was agreed that the "tone" set by the CIJE is important: we need to embody and stand for 
excellence, continuously to hold before the communities a model of thoughtful, serious 
planning, research, and implementation. 

Toe consensus was that the CIJE has a responsibility to set the very highest standards possible, 
demanding tough quality control, never "settling" for compromises on work quality. 

ACTION AGENDA FOR IMPLEMENTING LEAD COMMUNITIES 

1. Recruit planning team (in-house and/or borrowed) to map out overall program. 

2. Develop selection procedure and criteria, and ''visiting team" if necessary. 

3. Prepare assessment/diagnostic tools to assist communities in self study ("educational 
profile"). 

4. Set up monitoring/feedback loop: procedure and framework for ongoing evaluation, 

5. Set up process for identifying, documenting, and disseminating ''best practice." 

6. Set up framework for training and assisting community leadership in developing: 
1) proposals, 2) community educational plans, and 3) local monitoring/feedback loop. 

7. Establish framework for creating "programmatic menus" to help communities choose 
new ideas and programs for implementation. 

8. Start ongoing process of accumulating "roster of experts" - contacts in the academic 
world ( and other worlds) who can provide assistance to communities in self- examina
tion, planning, and introducing innovations. 

9. Start ongoing process of building contacts with foundations with interests in support
ing specific categories of programroioe, in order to help find funding for lead 
communities' innovations. 

10. Develop key elements of contract defining relationship between lead communities 
and CIJE; what are the specific requirements of the lead community and of the CIJE? 

11. Create framework for discussions with and among continental agencies ( e.g., JESNA, 
JCCA, denominational education bodies, etc.) regarding a) their providing services 
to lead communities; b) the identification of"bestpractice" programming which may 
exist on a continental level under the auspices of these agencies and may be useful to 
lead communities. 
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Building the Profession 

All participants contributed to a list of components of the process of building the profession 
of Jewish education: 

• recruitment 
• pre-service training 
• in-service training 
• senior personnel development 
• retention 
• image and recognition 
• certification 
• compensation 
• professional organizations and networking 
• career development 
• supervision and evaluation 
• research 
• the contnbution of general education 
• empowerment 
• paraprofessionals and volunteers. 

Of these, five received highest priority ranking by the group: 

1. Pre-service training 
2. In-service training 
3. Recruitment 
4. Compensation 
5. Networking 

In discussion of how to attack this list, the issue arose of the tension between the CDE's 
inclination to do its own process leading to a master plan for, say, pre-service training, and the 
need to involve other "players'' in the planning (e.g., Y.U., J.T.S., H.U.C., J.C.C.A, federation 
planners, etc.). What will happen if there are conflicts between CIJE's standards, methods and 
directions and the possibly less exacting approaches of existing institutions? The Mandel 
Associated Foundations, the Wexner Foundation and others must also be integrated into the 
picture since they have decided to invest in pre-service education. It was agreed that this is a 
difficult issue, requiring sensitive and creative thought 
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Moving to pre-service training, several suggestions were made: 

1. We should see what we can learn from work being done in general education, and possibly 
use scholars and institutions from that world in our planning. 

2. We should talk to all the current "players" to get a picture of the state of the art. 

3. We could involve other foundations (Bronfman Foundation to fund Israel Experience 
components of teacher- training, Wexner Foundation for the training of elites, etc.). 

4. The Mandel Institute in Jerusalem may be running a world-wide planning seminar in the 
spring, of which we could take advantage. 

5. We must keep all options open and under careful scrutiny and look at all possible options 
including those in general education. 

A. Hochstein accepted the assignment to produce a paper defining the questions and issues 
which must be addressed in developing a master plan for pre-service training, to guide the 
CIJE in beginning the process. A. Hoffmann accepted a similar assignment for in-service 
education. 

With respect to compensation, discussion was brief; no closure was reached on a plan of action, 
or even whether the CDE should remain in a study/advocacy role or actually become involved, 
for example through encouraging the setting up of a national pension plan. 

Networking was also discussed briefly; while there was consensus that networks must be 
studied and supported, no specific suggestions were made . 

1. 

2. 

3. 

4. 

5. 

ACTION AGENDA FOR BUIWING THE PROFESSION 

A Hochstein's paper to guide development of a master plan in pre-service training. 

A. Hoffmann's paper to guide development of a master plan in in-service training. 

Coordinate efforts with MAF in developing plans with existing pre-service training 
institutions. 

Establishing contact with interested foundations to become involved in parts of the 
program. 

Set up a plan.rung team to map out efforts and assign roles in pursuing the five top 
priorities (and others). 
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Research Agenda 

Two aspects of educational research which are necessary were presented: 

• Policy research, including monitoring, evaluation and program design. 
• Pure research including the education of educarors, the philosophy of education, etc. 

Participants suggested a number of areas crying out for research attention: 

• standardized achievement testing 
• market research 
• research itself- a "map" of the field is needed 
• best practices 
• data about teachers 
• evaluation methods 
• history and philosophy of J ewisb education. 

And they proposed several different ways in which the CIJE might serve the needs of Jewish 
educational research: 

a. Coordination of research efforts; influencing and stimulating. 
b. Reaching out to research institutions to create centers for Jewish educational research. 
c. Making useful connections among research needs, researchers, and sources of funding. 
d. Modeling research-based planning. 
e. Work to create new centers of research and train/recruit new researchers . 

Three concrete results: 

a. The CDE will commission a preliminary paper, preferably by Israel Scheffler, on the state 
of Jewish educational research. This will serve as the basis of the work of a high level task 
force which will recommend a course of action in order to establish a research capability. 

b. J. Woocher will prepare a thought paper on the issue of maintaining a data base of Jewish 
educational research. 

c. There is a need to pay special attention to current good research while the longer term 
approach is being developed. 

7 
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ACTION AGENDA FOR RESEARCH 

1. Commission a preliminary paper, preferably by Israel Scheffler, on the state of Jewish 
education research and on the need for strategic planning. 

2. Based on this paper, set up a high level task force which will recommend a course of 
action in order to establish a research capability. 

3. J. Woocher will prepare a thought paper on the issue of maintaining a data base of 
Jewish educational research. 

4. Seek to develop connections among and support for existing researchers, on specific 
need-drive pro~ects, while waiting for the entire system to be rebuilt. 

5. Actively model research-based planning from the beginning, commissioning research 
and borrowing researchers to provide a research base for every project we undertake. 

6. Make it clear, to our lay leadership and to that of communities ( e.g., lead com
munities) and agencies interacting with us, that we do not move without research. 

Developing Community Support 

A number of suggestions were made regarding models and directions for pursuing this goal: 

a The model of the Commission on Jewish Education in North America: give top leaders 
important decisions to make and let them work with outstanding professionals. 

b. A constant flow of special events, programming, support, and personal cultivation is 
necessary to keep lay leaders enthusiastic and involved. 

c. We need to select and cultivate first-echelon leaders in the federation and UJAworlds and 
bring them into education. 

d. We should use exciting and dramatic methods to interest our target leadership; e.g., 
prestigious retreats, meetings with high-status leaders and scholars like Nobel laureates, 
university presidents. 

e. We should capitalize on the headway already made in this direction, by working to involve 
people who already have been touched by the Commission. 

f. Systematic creation of a supportive climate by PR and marketing activities; e.g., wide 
distribution of A Time to Act, newsletters, materials for rabbis, encouragement of Com
mission member.s to speak and write. 
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g. We should develop new programs for educating lay leadership, and work with existing ones 
(e.g., CI.AL, JESNA, JCCA). 

h. We need to cultivate the heads of the three religious movements. 

No specific plan of action was agreed upon, though there was consensus that we need to 
develop one. Meanwhile, S. Hoffman undertook personally to work to involve several key 
leaders of national stature in the work of the CUE. 

ACTION AGENDA FOR DEVELOPING COMMUNITY SUPPORT 

1. Marketing plan for A Time to Act. 

2. Efforts to cultivate top echelon continental leadership from non-educational settings 
for involvement in CUE. 

3. Reach-out to existing top leadership with interest in education ( e.g., denominations, 
Commissioners). 

4. Planning team to develop series of high level programs for attracting new top 
leadership and keeping those already involved excited ( e.g., retreats, prestigious 
meetings, etc.). 

5. Establish systematic ongoing public-relations program. 

Putting It All Together 

The final session was devoted to considering some of the elements of a rough strategic plan, 
connecting priorities in a logical order and fitting them to a calendar. 

Several general principles were agreed upon: 

a. Work of CIJE must be characterized by expertise, quality, and excellence. 

b. We must focus on change-planned, systematic, monitored change. 

c. We must have a comprehensive outlook. 

9 
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DRAFT 3/ 19/91 

At:t:end.:;nce 

MINUT!::S 
COUNCIL FOR INITIATIVES IN J EWI SH EDUCATION 

SENIOR POUCY ADVI SORS 
MARCH l?., 1991 

10 A.M. - 4 P.M. 
COUNCIL OF JEwlSH FEDERATIONS 

NEW YORK CITY 

J ack Bieler, David Dubin, Shulamith Elster , Sylvb Etten'oe:::g, Joshua .:isnm~n, 
Seymour Fox , I:::ving Creenbe-rg , St:eph,m Hoffman, Rich.i.:-d Joel, Ma.r :: in Kr;1.i1r, 
Sara Lee, Virginia Levi, D.i.niel Pek~rsky, Bern~ r d Reisman, Ar.~hur Rotma:1, 
Alvin Schiff, Barry Sh=age, Stephen Solende:', Eliot Spack, Jonat:h.i.n woocbP.r 

Copv to 

Robert: Abramson , Josh Elkin, M.ort:on L. Mandel, Heury l.. Zucker 

I. l ntroductorv Remarks 

The chai::: n oted chat: t:he senio:- policy acvisors o f t h e Council for 

Initiatives in Jewhh :::ducacion (CIJE) is a group in fcrmRr:ion. \.it

anticipacc .i.dci c i ons co this group from c:hc Reform movement, t:h'1 

Orthodox movement, and the Association of Na: ional ~ouch Group 

Directors. This group will work with thA board and s ~aff of che CIJE, 

contributing individual and collective expertise to the C!JE effo r t. 

It 1.1as noced that che Commi~!!ion on Jewish F.rlucation in North America 

chose co focus on the aren..1 of personnel a1,d conununi ty i n .-1, cf=orL co 

enhance Jewish education for Jewish con-c i nuity . Thro\.tghouc it:s 

deliberacions, the Commission noted a lsck of adeq\.1aC(: dat:a and t h e 

importance of est.:ihlishing a research coinponenc for c.he :ield of Jewish 

education. The role of CIJE is 1::0 take the idoas of cha Co1DI11is .c; ion ,:rntl 

mak~ c~ern concroc~ through demonscracion and imple menc~cion accivitie• . 
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Since the final Commission meeting in November 1990, Dr. Shulamith 

Elster has been designated chief educacion officer, P.f=cc:ive July l, 

1991, and a sea:ch is under way for~ planning officor to Gr ing 

expertise in community organiz~cion ~nd social planning. Negotiaeions 

are under way for space at CJF and funds are boing raised co cov~r chc 

core budget of CIJE for a period of three years. 

A praliminary planning meeting cook pl~c~ in Jerusalem in Janu~ry. Th~ 

minute~ of chac meeting ~ere disc:ibuted Lo senior policy advisors ~nd 

served as a basis for discussion throughouc the day. 

Th e purpose of this meeting w~s to decerrnine hov to move ahead with r.ha 

establishment of lead communities, wich efforts to build the 

profession , and with the building of a r~~carch capability. It WMS 

anticipaced that ~ha day would result tn p roposals co thA GlJE bo~rd of 

e game plan which CIJE sea== and identified exper ts could proceed to 

executa , 

In the discussion chat followed, it w~s ag=eed cha t thA chree 

directions co be discussed are i nterconnacced ~nd c~at one role of the 

senior policy advisors anc staf= is to maintain the linkages among 

t hem. Anothe r role will be co b r ing the e xperti~e of regional ~nd 

nacional or ganizations to work wich lead communities in accompli~hing 

their goals. 
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Seve ral advis ors raised questions about che role of the CIJ E 1n funding 

i-:s initiatives. I~ \J'as noccd thac le.id communicies will be expect~ci 

- - - --.. ,. r-f'" · ·- __ ,:_\.. , _ _ __ , ·- - -...:- _ _ .., ,..."'""' 1-' ,-',,a r, 1:i•c 

: ole ~ould be co provi de expertise and co help identify funders to 

assist with specific implemencation accion. The concept of che lea<l 

co.nmunicy itself should energi~a a communiry and 1:s per~onne _ co take. 

action for Jewish educ.:icion. Ac.visors noted that some pool of =unci~ 

;;v.iil;:ih1A to :he ClJE for imµleme.ntat:.on of le.id community effort:!. 

could be important and should be sugges-.ad c:o ch~ board . 

II. Review of Yo~king PApers 

Senior policy advisors spent moi.c of the day ln working groups, each 

,.. .. ,.; ... ,..!na nr~l iminArv n~oers on one touic, and concluding wich tht1 

A. Lead Communities 

1. How will Lead Communities be !de.nci;ie<l? 

Two possible approac~es will be recommended t o th~ bo~~o. The 

fi r sc, described a s the buckshoc appro~ch, would invi ~e any 

community in North America to npply co be a land community. 

The second approach is to ask senior policy .:i.dvl!iors to 

' i dentify 10-12 communicias wiLh the pot:encial co succeed, ,1nd 

to invite them to apply. From the applicants , 3-5 communities 

would be selected. 

4(o 
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2. "1h.at Criceria, should be used in SP.lectir.£: l.?.ad Communit:ics? 

The follow!.ng criter~a will be considei:-ec ln scL.:c::1.ng J.(l.ia 

communities. 

a. City size 

b. Geographic locacion 

c. Lay leadership commicmen~ 

d. The existence of a planning process 

e. Financial stability 

f. Availability of acadeciic re:sou:-ces 

g. Strength of existing inst:itui:ions 

h. Presence of some scrong professiona: le~dership 

i. Willingness of co!lllllunity co taka over proccs~ and c~rry 

it fot"\la.rd 

j. Replicabilicy 

k. Commitment to coal::.tion build:ng ( synergism) 

1. Commibenc to innovation 

m. Commitment to a "scuunless ~ppro.:1ch," ::.::wolving all ages , 

formal and informal education 

n. Coramitmenc to the notion of Cl .al Yisrael - willingness co 

involve all segments of c:ie community 

o . Agreement with the importance of creat ing fundamental 

reform, not jus~ incremencal chanec 
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3. i-lhat: will CIJE bring t:o Lead Communities? 

a . Ex.pert:ise of CIJE sc.iff l\nd planning csi.ims 

b. Help wich the cos~ of out~ide cxperLs 

c. The ability to link projects wich potential funders 

4. Minimal Program Areas co be Addressed bv A Lead Commun::.. -:v 

a. Programs to t rain ?arsonnel 

b. Lay leadership development 

c. Israel prog::am development 

d. 

There was discussion about t:he value of poinc:inr; to B 

single p::ogram area. lt 1.1:3.s !.uggei;ted that: ne e all le:1d 

communicies need foc~s on a single progra.in ... ::e.1 . This 'i~ 

t o be discussed further. 

An ongoing focus on goals and philosophy 

Advisors ~elt th~c this are.:i should be~ f ocus of pl.:innln~ 

teams, but mighc not. be .i nect:1Ss-'lry pct:1<.:onc ::.. cion for evt! ry 

leac. comrnur.icy . 

s. Besc P::actice~ 

It was a.greed th.it work should begin now co icien ti=y 80 .in.·.ty 

of successful approaches for possibl~ implemencat!on by l e ~d 

communities. E,ch "best: pr.:ic tic:c" would b e accompanied by t:he 

names of one or rnorl! experts co be consulted. 
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It was suggested that the CIJE periodically convene 

represencatives of the laad communicie::; for workshops on how 

best to t:reat: a program area such as early c:-iildhood, ::.1mily 

education , etc . 

It: was suggested t:hat each community be assigned an "accounc 

executive" and a team of expart:s to work with it. It was 

fu:-ther agreed t:hac the senior po:..:cy advisors would mainc.:i:.n 

close contact: wit:h this team and with t:he le.ad communiti~s to 

provide quality cont~ol . 

.8. Training 

The wo=king grou~ on t=aining identified the fo1lowing concern~ for 

fureher consideration: 

l. Recruitment 

\.lh.it: type of rec:uicmenc .i.ctivici cs .i:ho1.1ld be 1.mdert:a.ken? How 

can· these reflec:: the variety of needs wi ch t:11:\ fi ~ld'? Ho1.1 

m.my students can currenc programs a.ccommod;:.ce? Whac efforcs 

can be undertaken co enhance thA profiles of the t:rainiI~ 

inscitucions? 

2. Defini cions of "profQss iona J" 

How should "professional" be defined? ~ha~ are the elem~nc~ of 

a worki~g definition: full-time vs. psrc-cime, profes~ion~l 

tratning programs, cercification, appropriate compensation? 
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Whac is the role of c:-ie profession.11 school in che building of 

the profession? iolhac role can professional ors~niz~tions 

play? Ho"W can this definition re.fl.lee ::h~ "scr.icificac::.on" of 

the field and dif ferent i ated staf:ing within inscitutions? 

3. Training ohjcctives 

What is the mission of current progrQrus? Hew is chis mission 

.:i.rticulatQd? IJh:it is t:h,;,,i,:- "vi ~don" of the profession? t.lh;; c 

should be che objec~ives of training progr ams? Should progrnm~ 

train for current need~ and current delivery sysc~ms? Should 

institutions be working co des ign prog=ams :o prepa:e pcrsonn~l 

to mQet f u ture ne~ds? 

4. T?:aining 

5. 

The training of professionals for Je,.,ish Qciucac.ion should be 

ch ought of as a conti!'luum: p:-e- service/ µ::-o f c5s ional 

t =aining--in-servicP./ continuing eciucacion , 

Vhat alternacives exisc to degree granting programs? W"nat 

t r aining needs can be met t hr ough continuing educat:~on units? 

How c.i~ t hese programs be implemP.nted--loc~l sites, CAJE? 

Standards for tr8ining .ind for chc profA~~ion 

How can i;cand.irds of "excellence" be impl cment.:ed? " 'Good 

enough' is not accepc~ble ." 
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6. Selected research issues 

Identi:ication of the qualities, or cnaractc= c=aics, of highly 

regarded educators to serve as models of profe:.siouali.sm. 

Identification of inhibiting and enhnncing f~ccors th~c 

contribute to parcicipa:ion in in-~crvice and continuing 

education programs. 

The impact of parcicipacion in continuing P.ducation accivities 

and in-service programs . 

3uilding ~he Profession should include a chorough examinacion 

of all of the abovQ, 

7. Ne;:q: steps 

a. Tho imporcanc fi:st $Cap is the mapping of ch~ 

field- · including a full des~::::.pcion of n aini:1g 

opportunities and identificar.ion of the needs o: chose 

currently working in the field. 

A study &hould be m~de of available and u.,filled positions 

in che field and projections matlA ~~ to neP.ds five and ten 

year.s out. 

5} 
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b. Recruitment sc=scegies should be developed co meet chesa 

needs and programs developed ac t he training i~scicucions 

to meec the training needs of chc rec~uic~. 

c. The research agend~ should includQ issues r~lRt~d co che 

building of che profession. 

In the discussion that followed, it was suggested cha~ ic will be 

d1fficulc for communities to µrovide profession~l c~aining to 

par~-time educacors i~ che same way chat full - ~imc educ~tors are 

prepar ed. Each lead communicy might look .ic part..ic:;la::- w~ys of 

training 4nd upgrading part-timers, 

It vas suggested thac one goal of c~e efforc to build che 

pr::,:ession might be co create careers "7lthin the syn~eogue 

setting. Ther e should be room io= one r.o two full -cime p~oplc in 

mosc synagogues co focus on classroom eciucac1on, family education. 

ecc . These positions would require a spccinl kind of Lraining. In 

this same context, it w~s noted chat we ancic~paca che lead 

communtt:y concept. .Lu1:1111....1...r..y.1.11l:!. ""'w ,,,.,,, .. ,..o .... !-'""·---.... -~, ···-~-,. _ ... .... 

requir e naw training systems. \.l'e need co think c::e.?.t i vely. 
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C. Research And DPvelooment of a nata B~~e 

Ic was suggested that priorities for research include cha 

follo"1ing: 

1 . Oevelopmen~ of an Agenda 

Page 10 

A researcher working with staff a~d an edi tori~l board should 

r:iap out what is currently avBilable , creating a bluepr:.nt or 

framework for further ~tudy . 

a. A research agenda should be ciafined in refnrence co the 

CIJE's other agendas. 

b. Any mapping or planning process should involve chose 

currently working in the :ielc. 

c. This study should be done i n chc context: of var:.ous 

definicions 0£ research , e . g. experi mental r~~~arc~ 

anticipated in the framework of lead cornmunici~s shoul<l l.,t! 

included . 

d. This should show how research cnn lead co hctter prac: ice 

and professionalism. The c:ui.llengc is to ef-:cc~ ch.!lng~ . 

2. There is a need to develop~ d3ta b~s~ as quickly ilS possible. 

This can be accomplished by b=ingine, coget:her i'l group of 

expercs (JESNA and JCCA have pP.ople «vailable ) for 

br~i~storming, consulLacion , and p rep~~ation o f a paper. They 

should identify cha audience ••t:he key d~cisio:~nakers--and 

determine what: they need co know, They should indicate. wh.i :: 

chis ~at~ bank will do for J~wish e<lucacion. 
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During the consultation phase the L!!liln should t.!.lk with t:he 

expert:s involved in daca gaLherinp,, talk to pQople. i:1 c!,e field 

co be sure that the data is needed, and be honest abouc whac ~~ 

available and what is not. lt will be important co clarify 

such terms as formal and informal educacion ~o thac cvcryonP. I s 

talking about the s.ime issues. 

3. Research should play a central role in the work of -:ha CIJ~. 

The CIJE should se~ve. d~ a model, showin5 th~t good education 

planning flows from a strong re.search program. It w.es 

suggested that one member of the CIJE ~caf= serve as 

coordinator of the research cf=orc. 

4. Nexc Seeps 

Based on the foregoing reporc ic was sueegsc~d th8t a 

researche~ be identi!ied now to prepare & map of the field and 

that a group of JESNA and JCGA .s::.i:::: be ii~kcd to rnovP. ~ead 

quickly to prepare a p~µer on the dar.~ base £or possibl~ 

presentation at the April 9 CIJF. bo~rd meeting. 

III. GQneral Di~cussion 

In the shore time that remained ac the conclusion 0£ the reporcs, 

general comments were invited. 

54 
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It was suggested that an issue to consider in che fucuro is the need to 

creace a ma~kec. Th!s encompasses the issue of how ~o accr.:i.cc to 

J<!wish education those people noc cit :tll involved -.;i::h the curn:nc 

system. In this context, it was suggasteci that eac~ lead community be 

encour aged co include a markecing component in its effo=cs. 

sr.cps recommended at this meeting. Thi!; 1.1i 11 be don~ in consul t.?t c.ion 

with s~nior policy advisors. 

ft.:.cure meetings of the senior policy ddvisors will bP. sc:i.eduled. for 

early summer and early fall. 
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CIJE Bo.ird Me.mbers Invited co lJ./9/91 M@et!.ng 

Attendance 
Name Plans 

ChArles Bronfm.i.n .../( Yes 

Cerald Cohen 

John Colman 

lr.o1b. Fiel d 

Max Fisher 

Che1 r le.s Goodman 

Al:n~d Got=schalk 

Ar-:hu:::- Green 

Nail Greenba1.:.m 

Thomas H.:iuscorff 

David Hirschhor~ 

Yes 

Yes 

No 

Ludwig Jesselson N0 - in Israel 

Mark Lainer J! 
Norman Lamm Yes 

Norm.in Lipoff 

S. Ma-rein Lip sec 

Mort:on Handel 

Lester Pollack 

Esther Leah Ritz i(' 

Ismar Schorsch 

Isadore Twersky 

3ennecc Y~~owic= 

Yes 

Yes 

Yes 

Yes 

No - in C.mton, OJI 

Sb 



O~her invicees: 

EJ scC?r Yes 

Fox Yes 

!:lochstein Yes 

Hof::n~n Yes 

- Levi Yes 

K::aar Yes 
(until 2:30 ) 

Rotman Yes 

\.loocher Yes 

Zucker Yes 

TOTAL Attending 20 
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Attendance 

Board Members: 

Policy Advisors 
and Staff: 

MINUTES 
COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 

APRIL 9, 1991 
12 NOON - 4:00 F.M. 

COUNCIL OF' JEtnSH FEDERATIONS 
l(.C.W lVi\11. \,J.J..L 

Charles Bronfman, Gerald Cohen, John Colman, 
Alfred Gottschalk, Arthur Green, Thomas Hausdorff, 
David Hirschhorn, Norman Lamm., S. Martin Lipsec, 
Morton Handel, Matthew Maryles, Lester Pollack, 
Esther Leah Ritz, Isadore Twersky, Sennett Yanowitz 

ShulaI!lith Elster, Seymour Fox, Annette Hochstein, 
Stephen Hoffman, Martin Kraar, Virginia Levi, 
Arthur Rotman, Jonathan Woocher, Henry Zucker 

I . Welcome and Introductions 

Mr. Mandel called the meecing to order at 12:40 p.m. He weleomad 
participants to the fir$t meeting of the newly established CIJE board 
and asked those present to introduce themselves. He extended tha 
regrets of Max Fisher, honorary chair. He reminded board members that 
the Council for Initiative& in Jewish Education is an outgrowth of the 
Commission on Jewish Education in North America. Its purpose is to 
implement the recommendAtions of the Commi$sion and to bring about 
greater support for Jewish education in North America with the ultimate 
goal of upgrading its quality . 

- II. CIJE Structure 

The chair called board ~ember! ' attention to the mission statement 
which had been distributed in advance. He reminded the board that its 
purpose is to set policy, authorize action, and galvanize resourcas for 
Jewish education, He noted that, in addition to board meetings which 
will occur approximdtely three times e~ch year, there will be an annual 
meeting of an Advisory Council, composed of board members, Co011nission 
members, and other intarested parties. The purpose of this meeting 
~Lii ~w ~~ ~~ .. w·~- A ~~fterc00 ropo~t ~n PFfnr~~ ~n enhance Jewish 
education in North America. 

Several board member·s uhed questions about the actual role of the 
board in the work of the CIJE. Should the board initiate new ideas, 
evaluate funding proposals. and generally work wich the sc~ff to 
accomplish the Commission's recommendations? Or should the board 
react to proposal~ of the s~aff and policy advisors? It was suggested 

.. 
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chat the board should set policy and strategy , and should shape tha 
direction of the CIJE. It should creace an agenda, serve as a 
catalyst, and generally work to make the Commission recommendations 
happen. 

It also was suggested that an important step toward bringin5 about 
change is to establish a timetable for accomplishing concrete goals . 
Where do we want to be in two, five, or ten years? 

III. Action Plan 

A. Training 

Or. Shulamith Elster, newly appointed chief .education officer of 
CIJE, spoke about the tx-aining of Jewish educators. She noted that 
the Coa1Dliss1o,n concluded that the number of well -trained Jewish 
educators in North America must increase. In order to accomplish 
this gos.l, we must recruit, train, and place highly qualified 
educators . 

As an initial step toward this goal, C!JE is establishing close 
working relationships with the major institutions of Jewish 
learning, encouraging them to be the best they can be. Each is 
working to l!leet the changing needs of societ:y. CIJE is working 
with them to encourage the development of plans to develop and 
enhance their strength~. In addition, CIJE is working with the JCC 
Association to support the training of top leadership in the field 
of informal Jewish education. 

As it encourages an enhanced training capability, CIJE will focus 
its attention on 1) clarification of current and future needs in 
the field, 2) facilitating planning to meet the needs of the field, 
3) the teaching of subject nia.tter, 4) identification of areas for 
joint projects, 5) me.ns of attracting quality faculty, 6) the 
currene stacus of in-service training and how to maet those special 
needs. It was noted that we must know more about the state of 
pre-service and in-service education in order to work effectively 
on recruitment, retention, and pro·fcssionali:z:ation of the field. 

I n the discussion th~t followed, Le w~s noted th4t the cr~ining 
programs being proposed will dif(er from those currently in effeee 
by building on the current strengchs of each of the training 
institutions. ~e are working to develop programs which will train 
more peoplo for the field and to do so in innovative ways. 

In responso to a question about the role of CIJE in this efforc, it 
was noted that CIJE is ~o~king with each insticution to develop a 
scracegy for meecing a particular set of needs . 

.. 

. , . 
~ .. 
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Jona.than ~oocber; executive vice president of JESNA and a CIJE 
senior policy advisor, noted that che Commission had concluded that 
research is a key element for change in Jewish education . The 
Comission becam8 aware of the p~~city of research and the limited 
character of the research capability for Jewish education. It 
recommended, therefore, that on~ goal of CIJE be to strengthen the 
rese_arch capability for Jewish aduc.a.tion in North America. · 

Senior policy advisors have recommended that research become an 
integral component of CUE activities and that action be based on 
research. They also recommended that there ·is a need to address 
the lack of reliable ds.ta on specific elements of Jewish education, 
e.g., enrollments,. personnel, progrim, etc. 

It was sugge~tad that & Jewish education data bank is needed, based 
on current thinking and technology, to provide che data ne.cegcary 
for effec~ive- planning and implement~tion of programs. In order to 
take the first steps toward developing such a data bank, JESNA and 
the JCC Association propose to assess the d.au. needs of potential 
decisionmakers, detsrm.ine how best to collect the essential data, 
determine where and how to organize and maintain the data, and 
study ways to disseminate the data onee it i~ in place. 

Finally, the senior policy advisors recommend that CIJE develop an 
agenda for future .research efforts and expand xhe curren~ research 
G.pabilicy in the field of Jewish education. It was suggested that 
the first steps coward this goal include a study of the research 
currently available and the development of a blueprint for what is 
needed. 

, , 

~oocher summarized the recommendations of the senior policy 
advisors: 

l. That the CIJE consider research an integral component of its 
activities. 

2 . That a ?lan be developed for the creation of a data base. 

3. that the GlJE undertake a study of specific approaches to 
building~ broadbascd research c~pability. 

In the discussion that followed it was noted that there 1s 
currently, North American J~wi~h data bank, that .this does not 
focus on Jewish education, and chat it would be consulted on the 
~echnology necessary to devolop and maintain a daca bank. 
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If the proposal to escablish a data bank is approved, the CIJE 
staff will work to identify funders for the project. JCCA and 
JESNA would then take the necessary steps to develop a design for 
the creation of the data bank. 

It was suggested that parameters be· set so that a data bank would 
foe~ on reseaTch relateJ Lu the mia5ion 0£ CIJE. It we= Aleo 
suggested that any project supported by CIJE should build a 
component of evaluation into the pr ogram. 

It was suggested that a subcommittee be formed to consider research 
needs and make. a recouunendation to the full board. 

c. Lead Comniu.nities· 

Stephen H. Hoffman, interim director of CIJE, reminded the board 
that the Commission recommended the craation of lead conmiunities to 
sei:ve as a laboratory to build Jewish education programs vorth 
replicating. Many communities have nominated themselves for this 
role. We wish now to determine how to identify lead communities, 
whether by inviting all communities to apply or by identifying a 
small number of candidate communities and inviting them to apply. 
We anticipate establishing three t::> five lead communities . 

• ,.., • • • .. ... - ..I 

corumunities was discwised. It was suggested that the availability 
of new money to $Upport innovative efforts in Jewish education be 
among the criteria. 

Several board members spoke in favor of issuing a general 
invitation to apply, noting that this ensures a degree of 
commitment that will be important to succe5s. Others prefer 
inviting communities to apply, to avoid raising the hopes of 
communities that will then not be selected. It was · suggested that 
we identify a single lead community, establishing the best possible 
program, and assessing its imp~ct. Other board members suggested 
that geographic and size di~ersity are sigitificant for 
replicability and that we should select at least three 
communities. Finally, it wns sugcested that CIJE publish the 
criteria for selection and invite all communities to apply, while 
at the same time extending particular 1nvita.tions to those we would 
especially like to consider. 

Ic was noted that the CIJE will brin& the following elements to 
each lead community: 

l. Exp~rtise of CIJE staff ~nd planning tea.ma. 
2. Help wieh the cost of outside experts. 
3 . The ability co link project. with potential funders . 

.. 

(o/ 
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We w~sh to encourage a focus on planning in each community. We 
also propose to idencify, codify, and disseminate information on 
good practices which can be replicated elsewhaTe. 

It was suggested that a timetable be set for the establishment of 
lead communities. Short· and intenuediate-term goals should be set 
to encourage concrete action. 

IV. Finance, Administration and Staffing 

V. 

VI. 

It was reported chat we anticipate 'a professional staff of three for 
CIJE: a chief professional officer to provide overall direction, a 
ehi.0£ och.,c:-at-ic-n r.-ff',f ,..,..,. t-n J:'rnvi d" P.Xpart:ise on issues of education. 
and a planner familiar with community orgs.nization and social planning. 
Dr. Shul.amith Elster bas accepted the position of chief education 
offieer ana will assume that position on July 1. There is a need to 
identify the chief professional officer as soon as possible •. 

An anticipated three-year operating budget: for. CIJE was presented and ... 
discussed. 

It was proposed that a search committee be established to selecc the 
chief professional officer. Committee members will include Cha.rles 
Bronfman, Max Fisher, Charles Goodman, Neil Greenbaum, Morton Handel, 
Matthev Maryles, and Lester Pollack. l1le search committee will 
consider en.gaging a search CQnsulta.nt. It will see that a position 
description is written and that it is shared with the board. The 
search committee v~ll canvas the board, senior policy advisors and 
other3 for possible candid.ates . A progress report will be presented at 
t:he next: meeting of the be.a.rd. 

Foundation Community Cont~cts 

It was noted that .a .number of foundations are already actively involvod 
~ith support of or considering new initiatives for programs in Jewish 
education. The ·CRB Foundation has an interest in Israel experience 
progr~ms, the Cummings Foundation in development of bost practices, 
the Jim Joseph Foundation is working with day schools, the Handel 
Associated FoundAtions on senior personnel, che Revson Foundation 1~ 
working on media and technology, the ~exner Found4tion with 
recruitment, and the Zanvyl Krieger Foundation on compensation and 
pension programs . 

CIJE Mission 

Following the presentations and discussion on an action plan, the board 
returned to ·a discussion of its method of operation. It ~as 
anticipated that three meetings per year would ba held in New York. 
Subcommittees may be established which will meet between meetings or on 
mornings prior to board meetings. Materials for board discu3sion will 

.. 
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VII. 

be senc ouc in advance and individual consultations will be held with 
boatd members between meetings. Thero will be periodic coaununicacioiu 
with the board to provide updates on progress which occurs betwoen 
meetings. All of this will evolve as we go about our work. 

It was suggested that CIJE's role as an advocate for Jewish education 
be con51dered further 4t a future meeting, Tho CQncopt Qf le~d 
programs or institutions was raised for further discussion at a future 
meeting. There was also a reminder of the importance of the 
replicability of programs within lead c0111D1unicies. 

Concluding Comments 

The meeting concluded with a thoughtful D'var Torah by Rabbi Norin.an 
Lamm, president of Yeshiva University. 

·-
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1:ur the , \d\.~1111..: l...'d S tud~ :111d DL'YL' lop,nl...'nt or .kwi,11 l : dlll.: ation 

Sunday, July 14 

CIJE Workshop 

AGENDA 

Morning Plenary 
Introduction and Procedures 

~,..J .. :c_The Lead Community Concept 

1
.) '6 Small Groups: The Lead Community Concept 

Afternoon L--..,.,.v"- , \. ·'-J>lenary 
Reports from small groups and Discussion 3 · 3 ~ 

·.....> G),,.,.._,.... 

Monday, July 15 

Morning 

• 
Afternoon 

Tuesday, July 16 

Morning 

Plenary 
Lead Communities: Selected Issues 

Small Groups 
A Working to Establish a Lead Community: 

L Recruitment and Selection; Working and Planning with 
the Lead Community 
2. Agreement between the CIJE and the Lead Community 

B. Scope and Content of a Lead Community 
L Best Practices 
2. Required and Optional Topics 

Plenary 
L Reports from Small Groups 
2. Reformulation of the Lead Community Concept 

Plenary 
Building the Profession: Introduction 

Small Groups 
A Recruitment 
B. Training 
C. Profession Building 

-Salaries 
- Benefits 
- Career paths 



Afternoon 

Wednesday, July 17 

Morning 

Afternoon 

Thursday, July 18 

Morr.:,-:;; 

Afternoon 

Plenary 
Reports from Small Groups and Discussion 
Plenary 
Personnel in the Lead Community 

Plenary 
Research: Introduction 

Small Groups 
A. Research: 

1. Monitoring, Evaluation and Feedback Loop 
2. Building a Personnel Capability 

B. The Community: 
1. Strategic Plan 
2. Financing Lead Communities 

Plenary 
Reports from Small Groups 
Research and the Lead Community 
Building Community Support in the Lead Community 

Plenary 
Lead Communities Reconsidered 

Plenary 

Summary and Conclusions 
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The s~ond Jerus:uem Workshop, of the CIJE 

Impleme~ting the Recommendations of the 
Commission for Jewish Education in North America: 

Documents for D_isCU:SSioo-Prepnred by S. ·Fox nn'd A. Hochstein 

I*tro1du~on 

Dr.iftl 

D~g it:s initial setting up perio4_ the CDE ha.s succeeded in establishing a. human, orgarun- · 
tio~; &td ·.fiMncia! infrastructure that is now ready to launch work on several or the . · · . 
r~c;ommenda.tions of the Commission. A first workpla.n and time line were establuhed that in .. 
c:1ude-1le·foll~wing elements (Exhibit 1): 
• · '. ~tabll.shing Lead Communiti~ 

• · . Ul,ldertaking a "'best practices"· project 
• 

1 

Drafting a. policy paper towards the ~tabllihment of a re$earch capability in North 
: Ai;nerica 

• · BJnding community siJPport, including the preparation of a strategic plan 
• . : Dtvel~pU'lg a. masterplaq for the training of personnel · 
• = Deve!.oping and laun:ching ~ monitoring, evaluation and ftedback program alon&sidc the 
; : implementation work ,. . ' 

I • 

This -~per will deal with Lead Communities. Separate papen will be prepared on each of the 
o~er elements (fottheom.ing). ' . ' 

· Lead Communities 
•. ' 

In' ~e pages. that follow we will outline .1ome of the id~ that could guide the CD'E's approach 
to· Lc:t.d Communides. · 

l. 'What is a Lead Community? 

I 
I • 

1 • , 
• S I ~ 
I , 

I' 
1 

In·ltS rei>9rt.A. Tl11le ro Jia the Commi!sion on Jewish Education in Nortit America. decided on 
the ~tabll!hmcnt Qf L~ Communiti= as a. strategy for bringing about significant change and 
irnprovemenc in J'ewish Ed~ca#,ott,Ei,ijtibi:c !)! A Lead Community (LC) will be a site-a.n·en· 
tire c0'mmunity or a. large part of it - that will undertake a ma.jor development and imp.rove,. I• • 

j I . ment program of its Jewish, ed~cacion. The program-prepared with the assistance of the 
i I I 

:, 
I I, 
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i 3. THE "CURRENT INTERVIEW 

We ahoul~ expect board m~rs to be largely unaware of progress. 
;\ . \ The i~terview shou·ld therefore aim at th• following: 

. ' 
, a. Update the board member eo they know what is currently 

-happening. 
' . 

Elicit ~heir ·opinion as regards the selection of the three 
·1ead communities. 

:'·I,· bo 
:1 
,: 
~ i 

L , 0. 
•! 

:i .. 

·Diacuss with them the role of the CIJE with the lead 
c,oaunities. 

' · ;d. Aak tor their input as to how thie ahould be organized, 
i~ '. brought abo~t-
~ i 
I• 
' ,! ,. ,. 

1: 
I, 
:I 
i1 
1 ; 

:i 

I' 
,. 

.4. Update 
I 

You may· want to remind b.oard members about the la.st board meet-
:ing, bring them on board as regards progr••• with lead communi
~iea principally. The following reterenee points may be uaetul: . . . 

I• 

~· . .R•ind them of the general concept of lead oommunitie• (•ae 
~ihit 1, paper of July 1991 -- for interviewer only). 

, b.. Th• recruitment process (have application booklet 
~vailabl-a) • 

;! o. Tha •uccess of the response: out or 57 eligible communi
ties, 40 participated in the aatellit• video conference; 23 

1; •pplied1 Note if the interviewee's corirmunity ha• applied, and 
, ~f ye, what their status is -- finalist o~ not -- and why. 

(Exhibit 2) 
' 
d. The eeleotion ·prooeas: a lead communities committee was set .. ~F· Its members are: Chuck Ratner (Chair), Charles Brontman, Tim 

:: Hauaedort, David Hirshhorn, Mark Lainar ,Melvin M•rria.na, Lester 
Pollack. The panel• ot ed~oator• (Exhibi.t 3) : the rational• for 

1 .choosing ti.naliata. You may want to give tnem the liat of fi:nal
·1pts (Atlanta, Baltimore, Boaton, Columbus, Metro West, Mil
waukee, Oakland, Ottawa, Palm Beach), (Exhibit 4). 

,I 

'' Ai thi• point you may want to discuss the second phase of the 
eelection process and elicit opinions and points of view as 
r•gar~a the three lead oonununitie1. Tell the board member ~bout 

, t~e .aite visits and about the criteria we have applied so tar 
. (Exhibit- 5 -- Letter to members of the Lead communities Board 
committee). 

I, 

l 
I 

ti 

i' 
,1 ,. 
1 
'1 ,, 
I, 

i ,. 

2 
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e. Scope and Quality: In order for a LC's plan to be vajid..and. effective, it must fulfill two 
conditions: -

l. It must be of sufficient .rcoee to have a significant impact on the overall educational picture 
in lhe community. ,.;it T 

: 2. It must ensure high standards of quality through the input of experts, through planning, 
· and evaluation procedures. 

t. ·tvaluatlon & Feedback-Loop: Through a process of data- collection, and analysis for the 
· p~es of monitoring and evaluation the communi.ty at large will be able to study and know 
what programs or plans yield positive results. It will also permit the creation of a feedback .. 
l~ ·between planning and evaluation activities. and between central and local activities. 

e, Environment: The LC should be characterized by an environment of innovation and ex· 
periment1.tion. Pro1rams should not be limited to existing ideas but rather creativity should be 
enct,ura.ged. AJ ideas are te!ted they will be carefully monitored and will be subject to critical 
analysis. The combination of o~ess and creativity with monitoring and accountability is not 
easily accomplished but is vital to the concept of'LC. 

2. Relationship Betwffil the CUE and Lead Communities 

·, : · L The CIJ'E will offer the f'ollowin& support to Lead Communities: 

I 

. ' 

, • : I . . 

I ' 

' I , 
I 

, . 

1. Prof~sional guidance by its staff and collSl.lltanrs 

2. Bridge to contlnental/central resources. such as the Institutions of Higher Jewish Leamin&, 
JESNA, the 1CCA, CJF, the denominations, etc. 

3. Padlitarion of outside fu.ndin&-in particular by r'oundations 

4. Assistance in rea-uitment of Leadership 

S. Ongoing trouble-shootina (for matters of content and of process) 

6. Monitoring, evaluation and feedback loop' 

7. Communicatiot1 and networking 

b, Lead Communities will commit themselves to the following elements: 

1. To enp1e the majority of stakeholders, institutions and programs dea.lini with education in 
the planning proce3s-across ideological and denominational points of view. 

2. To recruit outstanding leadership that will obtain the nece$sary resources for the implemen• 
tation of the plan. 

3, To'plan and implement a program that includes the enabling options and that is of a scope 
and scwiard of quality that will ensure reasonable chance for significant change to occur. . 
3. The Content: 

The core of the development program undertaken by Lead Communities must include the 44.ezia .. 

bling options." These will be required clement in each LC progiam. However, communities 
~~eas;lt J a 'ial ti ; rich• 1,itm :llnc zptiaoa, 
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.~ - ~ a. &quired ekmenlS: 

1 1. Community Support 
I . 

I 
t 

.' ! 

Every Lead Community will engage in a major effort at building community support for 
Jewish education. Thu will range from recruiting top leadership, to affecting the climate in 
the community a., regards Jewish education. LCs will need to introduce programs that will 
make Jewish education a·high communal priority. Some of these ptograms will include: new 
and additional approaches to local fund-raising; establishing a Jewish education "lob'by," inter
communal networking, developin1 lay-professional ·dialogue, setting an agenda for change; 

1 

• • , public relations efforts. 

... 
. ' 

2, Personnel Development: 
I 

The community must be willing to implement a plan for recruiting, training, and g~crally 
buildin& the prot'c$sion of Jewish education. The plan will affect all elements of Jewish educa
tion in the community: formal; informal; pr~service: in-service; tcaehers; principals; rabbis; 
vocational; a-vocational. It will include devel(?Ping a feeder system for recruitment; using pr~ 
viously underutilized human resoutecs. Salaries and benefits tnust be improved; new career 
·paths devclope:d, empowennent and networking of educators addressed. The CDE will recom .. 
me~ the elemenu of such a program and assist in the planning and implementation as re· 
quested. 

b. Pro.gram art/JS 

l:!nabling option.s ar~ applied in programmatic areas. For example, when we train principals, it 
, is for the purpose of bringing about improvement in school!. When supplementary school 

teachers participate in an in-service training program, the school should benefit. The link be· 
· tween "enabling,. and programmatic options was made clear in the work of the Commission . 
. It is therefore proposed that each le.ad community select, as arenas for-the implementation of 
enabling options, those program areas most suited to local needs and conditions. These could 

' include a variety of form.al and informal settings, from day-schools, to summer camps, to 
adult education programs or Israel experience programs. 

-c. TM Roli of tht CUE 

. The CI1E will need to be prepared with sugg~tions as to how LC's should work in program 
areas. Therefore it will need to build a latowledge oase from the very inception of its work. 
The ODE will provide LCs with information and &uidance regvding "b~t practices" (see 
separate paper on .. best pnctices"). For example, when a community chooses to undertake an 
in-service, training prop-am for itS supplementary school or JCC staff, it will be offered 
several.models of succl:$sful training prognms. The community will be offered the rationale 
behind the succe!s of those programs. They will then be able to either replicate1 ma.lc:e use of, 
or deyelop their own programs, in accordance with the standards of quality set by those 
models. 

I• ' 
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d. Outcorrra: 

• ! The Commiuion on Jewish Education in North America was brought into existence because 
of an1exp·ressed conee.rn with "Mcaningfµ11ewiJh Continuity." The pluralistic nature of the 
·Com.mission, did not permit it to deal wipi the goal! of 1ewish education. However the ques· 
tion of desired Qutcomes is a major iasuot one that has not been addressed and that may yield 
differbnt answers for each ideological or denominational group in the community. The role of 

, . evalu¢on in the process of Lead Communities will require that the question of outcomes be 
addteJsed,. Otherwise, evaluation may not yield desired results, How will this be handled? 
Should, for example, each group or institution deal with this individually? (e.g. ask each to 

State what is educationally of importal1Ce to them). Should it be a collective endeavor? The 
: 1 Gm! play have to develop initial hypotheses about the desired outcomes, base its work on 

these and amend them as work proarcs~. 
I 

· ! • 4. Monitoring, Evaluation and Feedback-loop .. . 

· · ·The~ will establish an evaluati~n pr~ject (unit), Ia puipOse will be three-fold: 

l~ to c!arry out ongoing monircring o,fpro~ in Lead Comrnunities1 in order to assist com
munity leaders, planners and educators in their daily work. A researcher will be commis· 
sioncdI and ·Will spend much of his/her time locally, collecting' and analyzing data and offcri11& 
~t to ~~titioners for their consideration. The purpose of this process is to improve and cor
rect implementation in each LC and between them. · 

2~ to ~uate pr~gress in Lead Corrununities-a.ssessing, a.1 time goes on, the impact and ef
fcctivc,iess of each program, and its suitability for replication elsewhere. Evaluation will be 

. conducted in a variety of methods. Data will be collected by the local researcher and also na· 
tf.onally if applicable. Analysis will be the resporuibillty of the head of the evaluation team · 

: with. two purposes in mind: 1) To evaluate the effectiveness of individual programs and of the 
~ Communities themselves as models for change, and, 2) To begin to ~ indicators and 

· a data. base that could serve as the basis for an ongoing asse$smcnt of the state of Jewish educa
tion in 1North America. This work will contribute to the publication of a periodic "state of 
Ie:-vish

1
education" report as suggested by the CommissiorL 

. 3. Thtfeedback-loop: findings of monitoring and evaluation activities will be continuously 
channeµed to local and central plannini activitie=s in order to affect them and act as an ongoing 
coacctive. In this manner there will be a n.pid exchange of laiowledge and mutual influenc~ 
betweeh practice and planning. Findings from the field will require ongoin; adaptation of 
plans. These changed plans will in turn, affect implementation and so on. 

S. R'ecruitment an Selection of Lead° Communities 
I 

Several posuble ways fo the recruitment of LC's should be considered. 
, I 

1, Communities, thought to appropriate could be invited to apply, while a public call·for• 
proposal would also make it p ible .for any interested communities to become candidate!. 

I 
2. Another method could be for th 
munities and encourage only those a. 

to determine criteria for the selection of com~ 
· · g most suitable to apply as candidates. 
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:As part of the application process for participation, candidate communities will be invited to 
· undertake an organizational process that would lead to:: · 
. ' ,: . . . 

. . a. The recruitment-of a strong community .le.ader(s) t? take charge of the process and to enaqe .•. 
others to assist in the task. · 

b. Establishing a s~g commi~commission to guide the process including most or·all 
educational institutions in the-~mmunity.-. . . 

c. ~nductina a sclf~tudy that will map the local state of Jewish education, identifying current 
n.ccds and detailing ~esourccs. · 

_d. Bngaging a pro~essional planning team for th~· process. 
' ' . 
Some or all of these element, may·already exist in sev~ communities. 

A side benefit from such a process would be community·wide publicity regarding the work of 
· the CIIB and the besi.rtni~ of a response to the expectations that have been created. . ' . . . : 

I • 

Criteria for the selection ~!Lead communitiea were discussed at the January Workshop and at 
.. the March meeting of Senior Policy Advisors·(Bxhibit"3); They must now be refined and final. 
itt.d. 

• •••• 
' . 

· .we hope that this docutnent will help us in our discussions at the seminar. It is meant to be 
. modified, concctcd and chan3ed. In addition we will need to consider some of the following 
~~: ' . 

· 1. How· will the CUB gear itself up for work with the LC? In partieular it will have to recruit 
staff to un~ thc·following: 

a. Community relations and community development capability 

b. Best Practices · 

c. Plannin&i research; monitorin1, evaluation and feedback_loop (a research unit?) · 
. . 

d. Qverall strategies for devdop~ent (e.g. plan.for:the training of educators; development of 
community su~). · . · : 

. . 
e. Development of financial rcsources-:-includfog work with foundations, f~tions and 
individuals. · 

-2. Hc,w many Lead Communitiea ~ be launched simultaneously? This will require a careful 
consideration of resources needed and available. . : . . . . . 

3. What are the stqes for establishing an LC, from selection, to planning, to undertaking 
first proarams and acti~ties. 
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