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MEMORANDUM 

To: CUE Steering Committee Members 

From: Alan D. Hoffmann 
Karen A. Barth 

Date: November 26, 1996 

This is to confirm that the next meeting of the CIJE Steering Committee is 
scheduled to take place from 9:30 am to 2:00 pm on Thursday, December 
5th at the CIJE offices in New York. 

Enclosed you will find a set of materials for your review prior to the meeting: 

1. Minutes 

2. Agenda 

3. 1997 workplan 

4. Revised 25-year vision 

5. A framework for discussing transformational change 

6. An update on publications 

The revised version of the 25-year vision (number 4 above) has been updated 
based on the discussion at our last Steering Committee meeting, on recent 
interviews and on two staff workshops. You will note that it has also been 
tightened-up and made much more concise. It is still a work-in progress and 
is far from perfect but we believe it has reached a stage where we can begin to 
move onto the next step, which is articulating our change philosophy. 
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Our strategic plan discussion at the December meeting will focus on change 
philosophy. We will begin struggling with the question, "What would it take 
for the Jewish Community to reach this vision?" To guide our discussion of 
this question, you will find enclosed a framework of 13 generic change tools 
(number 5 above). We will talk about the following in relation to this 
framework: 

• What are the strengths and weaknesses of each of these tools? 

• Which combinations of tools are synergistic, i.e. the whole is greater 
than the sum of the parts? 

• At what level should the tools be applied (e.g. Federation v. 
individual institutions, leadership v . more broad-based)? 

• Which tools fit with which situations? 

• Are there any tools missing from the framework? 

We look forward to an interesting discussion on this material . 

Please call Karen Jacobson at 212-532-2360, ext. 442, to indicate your 
attendance plans . 
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 
STEERING COMMITTEE 

AGENDA 
Thursday, December 5, 1996 

9:30 am - 2:00 pm 
New York 

Welcome 
Review minutes and assignments 

Workplan 

Strategic Plan 

Lunch Break 

Strategic Plan 

CIJE Update 



C O UNC IL F OR I N ITI A TI VE S I N JE WI S H E D UCA TIO N 

STEERING CON.1MITTEE, THURSDAY, DECEMBER 5TH, 1996 
[15 E 26TH ST., 9.30 - 2.00] 

CHAIRMAN'S NOTES 

9.30 - WELCOME ALL. MORRIS OFFIT HAS JOINED OUR STEERING COMMITTEE 
AND WE WOULD LIKE TO EXTEND A SPECIAL WELCOME TO 1-llM. [YOU 
MAY WANT TO ASK MORRIS TO SAY A FEW WORDS ABOUT HIMSELF AND 
HIS JEWISH AND GENERAL COMMUNAL INVOLVEMENTS] 

NELLIE HARRIS IS ALSO JOINING US FOR THE FIRST TIME. SHE IS AT 
PRESENT A JERUSALEM FELLOW AND HAS COME TO PARTICIPATE IN TEI 
NEXT WEEK AS PART OF HER TRAINING TO JOIN CIJE AS A NEW STAFF 
PERSON IN AUGUST. [I AM ENCLOSING HERC. V. , AL THOUGH YOU MAY 
WANT ME TO INTRODUCE HER] 

KAREN JACOBSON HAS BEEN AT CIJE SINCE THE END OF OCTOBER. 
KAREN IS WORKING AS A TRANSITION CONSULT ANT ON SEVERAL OFFICE 
AND STAFFING ISSUES. SHE WILL ALSO BE READING AND TAK.ING THE 
MINUTES. [YOU MAY WANT TO ASK KAREN BARTH TO INTRODUCE KAREN 
JACOBSON] 

CHUCK RATNER SENDS HIS REGRETS. HE HAS BEEN AT RUTH'S SHIV A 
AND HAS NOT BEEN IN THE OFFICE SINCE THANKSGIVING. 

REMIND EVERYONE THAT SINCE TONIGHT IS THE FIRST CANDLE OF 
HANUKKAH, WE ARE CONCLUDING AT 2.00 ESPECIALLY EARLY SO AS 
TO ENABLE OUR OUT OF TOWN MEMBERS TO GET HOME. 

- GO THROUGH BOOK. 

9.40 MASTER SCHEDULE CONTROL (MLM) I on Agenda 

[MORT, DEPENDING ON OUR CONVERSATION ON WEDNESDAY, YOU MAY 
WANT TO ALREADY HINT AT THE FACT THAT WE MAY NOT HOLD OUR 
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BOARD MEETING AS PLANNED ON APRIL 9TH IN THE EVENING AND 
10TH DAY. HOWEVER, THE STEERING COMWTTEE WILL DlEFINITEL Y 
MEET ON APRIL 9TH AS PLANNED.] 

9.45 MINUTES AND ASSIGNMENTS (KAREN JACOBSON) Il and ID on Agenda 

10.00 1997 WORK.PLAN (ADD & KAB) IV on Agenda. 
ALL HA VE RECEIVED A COPY OF THE WORK.PLAN IN ADVANCE OF THE 
MEETING AND IT IS ALSO INCLUDED INT AB 6. 
ADD AND K.AB WILL TAKE THE GROUP THROUGH THE WORKPLAN. 

DISCUSSION AND COMMENTS. 

[YOU MAY WANT TO SAY SOMETHING GENERAL ABOUT THE BUDGET] 

10.45 STRATEGIC PLAN [KAB] V on Agenda. TAB 6a 

ALL RECEIVED 3 DOCU1'IBNTS IN ADVANCE WHICH ARE IN 6a 
CALL ON KAREN TO REPORT AND INTRODUCE THE DISCUSSION. 

12.15 LUNCH 
AS WE ARE UNDER A VERY, VERY TIGHT SCHEDULE, WE WOULD LlKE 
TO RECONVENE AT 12.45 

12.45 CONTINUE DISCUSSION ON STRATEGIC PLAN 

1.40 CIJEGENERAL UPDATE [ITEM VIII ON AGENDA] 

CALL ON ADD: DEPENDING ON TIME, ALAN MAY DECIDE TO DO 
THE WHOLE UPDATE HIMSELF. OTHERWISE, THIS IS THE ORDER 
ALAN WILL CALL UPON STAFF. 

CIJE UPDATE: 

1. GA 

2. TEI - DECEMBER 

[NR] 

[GZD] 



... .. . -
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3. HARV ARD CONSULTATION [GZD) 

4. PROFESSORS [ADH] 

5. MIL WAUKEE LAY LEADERSHIP (DP] 

6. LUNCHEON SEMINAR [NR] 

2.00: GOODBYE, NEXT MEETING IS FEBRUARY 6TH, 1997. 

WISH ALL A HAPPY HANUKKAH 
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To: CIJE Steering Committee Members 

From: Alan D. Hoffmann 

Date: October 25, 1996 

I thought the attached article would be of interest. 

The next meeting of the Steering Committee will be held on Thursday, 
December 5 at our offices (15 East 26th Street, 10th floor) from 
9:30 am - 2:00 pm. 

I look forward to seeing you. 
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Volume ;,,,11. Numbc:r-¾ Published by tbe Han·ard Graduate Scbool of Education July/August 1996 

LEADERSHIP Az•m CH...\."iGE 

Idealists and Cynics: The Micropolitics of 
Systemic School Reform 
Researcb 0 1t what bappens inside scbools attempting to make radical cbanges suggests 
tbat tbe tn,e believers and tbe skeptics baue a lot in common 

BY EDWARD M ILLER 

W
hat m:i..kes school reform 

on a b rge sc:ile so diffi­
cult? This m:iy be the cen­
tr:i.l question \'exing edu­

c:ition theorists and policymakers 
tod:iy. Optimistic \'isions of remaking 
.¼nerica·s schools h:ivc: gi\'en w:iy co che 
sober recognition th:tc systemic reform 
-changing what goes on in classrooms 
:icross discriccs. st:1tes. :ind che counc.ry 
:is a whole-is much harder th:in :iny­
one im:igined ic would be. 

··.-\ significant body of circumscantiil 
c:\'ldence poincs to a deep. ~-yscemic in­
cap:icicy of C .S. schools, :ind the: practi­
tioners who work in them, co develop. 
incorpor:ne. and extc:nd new ide:is 
:i.bout reaching :ind le:irning in anv­
ching but a small fr:iccion of schools an'd 
cl:i.ssrooms ... says Richard Elmore of 

1:--;SIOE: The Lessons of 
Systemic Reform 

:\ Convers:uio n with 
Tc:d Si2er 

The Dishe:irteni.ng Wor k 
Of School Reform 

Harvard's Gnduate School of Educa­
uon. "lnno\·:mons chat require brge 
changes in the core of education:tl prac­
tice seldom penetnte more th:i.n a frac­
uon of schools. 1nd seldom l1St for very 
long when they do. -

A Familiar Pattern 
Rese:irchers noce an ill-too-familiar 

p:mem in che hist0ry of :imbitious re­
fo~ efforts. Bluepnncs for ch::i.nge are 
cre:ued. built on core principles chat 
"ill dri\'e rhe system:itic rethinking of 
educ:1cioOJJ policies and pnctices. The 
pack:ige is sold co educators, who muse 
rum the cheory inco re:ilicy, sometimes 
"·ich the financial :ind mor.i.l support of 
foundations or go\·ernmenc :igencies. 
sometimes with nothing bur rhe thre:.1t 
of sanctions co spur chem on. 

Some schools :ire truly cran:.fom1ed, 
:ind these exempl:lrs :ire hdd up as 
models for ochers co replic:ice. In the 
last decade. gre:it enchu~i:ism :ind hope.: 
were generated by rdonners like ):tlc.: 
L'nh·ersir(s Jamc:s Comer :ind his 
School Oc\·elopmc.:nc Project. Sc:inford 
Unin:rsiry·s Henry lc:\'ln :ind his .-\ccel· 
er:i.ced Schools Project. :ind Theodore 
Sizt:r·s Co::ilicion of Es~enci:il School:; 
Bue che probkm of .. scaling up"-of 
cr:1nsl:1ting the: succc.:ssful pr:1cc1cc.:s of a 

few exempl:uy models into the wide­
spre:id adoption of those pr::i.ccices-­
h::i.s never been soh·ed. 

.. .\tosc reform efforu are coo generic 
:ind trivial and don·c penecrace che cul­
cure of the school enough co m:i.ke a 
difference in che cl::i.ssroom," s::i.ys Bill 
Honig, director of the Center for Sys­
temic School Reform ac San Francisco 

TT,e problem of "scaling 
up" promising models 
of reform bas never 
bee11 sofoed. 

Scare Universiry. "E\·alu:icions of 
Comer's, Le\·in's, :ind Sizer·s efforts 
show ch:it only :i. fe\-v schools h:i\·e made: 
signific:i.nc improvemencs." Sizer him· 
self ad mies chat his gre:i.cesc dis:ippoint· 
menc in 12 years of work \Vith che Coa­
lition of Essenual Schools is -how few 
schools ha\'e bcc:n :ible co brc::i.k 
ch rough." . 

"Reformer:; belie\·e chat their innov:i­
tions will change schools ... wrote D:ivid 
Ty:ick :i.nd \X'illi:im Tobin of Sc:inford in 
:i n:cc:m an:t.lysis. "but 1c i:; impor.:mc co 

H>l lOK F.t..lw:ird ~tiUcr t.OITORL-\1. llO.-'JlO. HAR\'AJU) Git-\DL',>.TE SCHOOi. OF EDL.C\170:'- ~lilt..lrct..1 lll:ockm:in. D,rcctur. The Pnn,,p:th Center: 5'1.lly Di:i.s. 
'upcnn11:nt..lcnt. \X'otcm)"n P\.lblic S..hoob. \~'ltcnown. !-!A.J:iy P. Hcuhcrt. :\.,,.,c,nt Pn.•rc=r H:vt>lt..l llo"c: II. ~cni<>r Lc.:rurcr Emcnru, . Su.,:,n .,toorc Jolrnson. 
l'n •fc,,or Jml ,\,Jdc:1111.: Dcln: Robc:n i-cs:i.n, Scn,or Lc.:crurcr. Jcmn,c T. ,\lurµhy. Pmtc,><>r lnd l)cJn. G:iry A. Orficld. Pmfc,-or. Rob<.:n S. Pctcrl-in. xnior 
Lcuurcr.Jnhn Ri tchie. Sur,.:nntcndcnl Pnnc,p:t.l. uncoln-~udbu~ R<~un.u Hi~, S..hool. SuiJhun \t-'. Jut..l,th O. S,11i,:cr. Profc><ot J:iy Sug:u,n:111. Tclchcr. Runs.Jc 
xh,•1I. rlrwUinc:. ~t\. Dc1111,c P:ilnter \t'olf. Le,:rurer on Edu<lto<>n. ;\,\TI0:-:.\1. .\0\1,0ln 80.\RD· Juhn Br:>dcm:l.S. Pn:»dcnt Emcmu,. :-:.·w )ork L'n,,-.:r,,iy. 
Cu11,r:111cc E. Clayton. formcrSupcnruendcnt. School Di.>tn<'tof Ph,IJddplu,: Alo1l7oA. Crim. Pro10>0rof1:tJucat1un. Spdman Colk-i,:c: Li.nd.l D:irlin!:·H:>nunond. 
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recognize chat school/! change reforms. 
U\'<::r lnd o,·cr lg:.11n cc:ich<::rs have sc­
lt.:cuvdy implcmcnccd :ind :ilu.:n:d rc­
fomis. ·· 

Ty;1ck :ind Tobin argue chac such mu­
uuons oughc to be rcglrdcd :is poc<::n­
ually valu::ibk- ch::ic --rcfonns mighc Ix'. 
desigrn:d co bc hybridi.7.cJ :iccording co 
I01.::il n<::ecls and kno\\'ltdgc." Bue doing 
chis work is noc c:c;y. chey w:1rn. le rc­
quir<::s .. r<:::iching beyond a cadre of 
commim:d rdormers co invol\'e che 
public in :i broad commitment co 
change. This would require not only 
questioning whac is t::tken for gr:inced 
but :tlso prt:serving whac is vaJu:ible in 
existing pracrice. -

In pr:icace. selective implemema­
uon often "'·acers do,vn and crivi:ilizes 
:imbicious reforms at che individual 
school level. Elmore observes chat chis 
happens in pare because of the ··per­
\'Crse incenc1,·es" butlc inco mosc school 
reform mO\·emems. 

.. These reforms cypicallr begin with a 
fe"'· teachers in l building :md nurture 
a discincti\'e idencicv among tho:.c 
ce:ichers.- says Elmore. --or chey con­
struct ::i ne"'· school from scr:icch and 
recruic ce:ichers who are highly mon­
,-aced co join che fuculry. Boch stracegies 
guarantee che isolation of che sm:i.11 
fraccion of ce:ichers who are "'"Llling co 
engage in ch:inge from the majoricy 
who find ic an incimidacing and chre:i.c­
ening prospect. and are h.kely co inst1·. 
gace a conflict bcrween che rwo groups 
of Ct'.achers thac renders che scaling up 
of chis refom, highly unlikely:· 

The Four Factions 
Few re~e:irchers h:ive shed much 

lighc on ch<:: d~·n:unics of :.uch intra• 
facul~· conflicc. An excepuon is Robert 
H:impd of che Uni,·crsiry of Deb"'-are. 
He: spenc tour years studying cc:n 
schools engaged in a s~·scemic refonn 
c:fforc called RE:Leuning- J collabora­
cion b<::cwec:n Sizc:r·s Coalicion ofEssen­
ual Schoob and the Educ:mon Com­
mission of che Scates . .. The splincering 
:ind divisi\"C:ness within rhe sites." he re­
ports. ··n"l.5 :is unmist:ikable :is it """.l:i 

un:incicipated:· 
\Xl,ik Elmore c:tlks :.ibouc contlicc b<::­

cween c,.yo groups o f ce:ichers-cho~<:: 

--willing co t:ng:tg<:: in change: .. :ind chose 
who arc: thn::1Cened by ch:ingc:-Ham­
pd di:.co\'cred chac four facuons ~·pi­
c:il!y cmcrgcd in t:ach school: the: li:--Jd­
t:rs. or-,-.l!'lgL1:1.r<r. thc ··yes. hue .. people::: 
che skcpy pcoplc: :md the <..·ynics. 

The lt.::idt:rs-nen:r more ch:m 25 
percent of th<:: faculry-wcr<:: che idc:tl· 
bes :md acti\'iscs. rc:idy co puc in long 
hours organizing mec:cings. ch:iinng 
commiccces, wricing nt:,vskccers. and 
exploring idc:::is like coopcr:1ti\'e le:tm· 
ing and hecerogc:neous grouping. 
H:impel found chac che vanguard ac­
cracced ce:ichers in their mid-30s co 

The ''yes, but" teachers 
needed to be renssured 
that Sizer was not an 
out-of-touch Ivy League 
professor. 

mid--t0s. ··for whom RE.Lc:a.rning ,,-J.S :i 
midc:treer jolt of energy." le also ac­
cracced chree wnes as many n·omen :J.S 

men. 
:-lost of che ce:ichers in chis facuon 

were n·el! reg:irded by the resc of che 
sc:iff. but some c:ime otf :is -self-right· 
eous and pr<:::ich~·. ·· The mosc ,·ocal. s:1.y:; 
H:impel. ":ippea.red more inceresced in 
d1:>cu~sion chan :icc1on. or chey condi­
cioned accion on an 1deolog1c:tl punry 
w1chouc which :my change seemed 
caimed.·· 

The ··yes. but"· group "'·as che largest. 
These ce:ichers were cautiously sup;,or­
cin.• of reform and admired Sizer·s phi­
losophy. but wanced ha.rd e\i dence thac 
che ide:is would work. "For these teach­
ers:· s:iys Hampel. "con\'er.;:icion w:is 

noc enough. They liked co cr:1,·el co 
ocher sices co be: re::issured chac Sizer 
,,-;is noc an OLlt-of-cout.:h Ivy League pro­
f<::ssor. and ch:lC RE:Learning n·ould noc 
fi7.zk aft<::r :1 few yl!ars:· 

Tht' sleep~· people ,vere moscly mt:n. 
ofcen clo ·e co reriremt:nc. They :l\'Oided 
extra work whcOt'.\"er poss,blt::. 
"·ouldn·c re:1d Sizc:r·s book!>. :ind s:iid 
nothing ac f:tcul~· meecings. buc would 
re\'e:tl chcir di:,t:l.S{t'. tor chc: new ide:is 
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h~· held~· 1:J.ngu:igc :ind lunchroom com­
pla1ncs. ··Fn:::qucncly. tht'.y dispar-agcd 
~rudcnD :is undi~t.:iplined :ind unmoci­
vaccd:· says H:impd. ··bl:i.ming C\'ery­
thing on :i sad dcclint: from becccr con­
ditions dct.::idt:~ :1.go when they sc:111:cd 
ceat.:hing. Thcir :ippccice :ind c:ip:icicy 
for cicher criC1c:1I sdf-scrucinr or col-
1:ibor:icion seemed very modesc." 

The cynics wc:re chc: oucspokcn op­
ponencs. r:tising uncomforc:ible- que:;­
cions ac faculcy meecings :ibouc che 
cqui~· and e!kcciveness of che pro­
posed changes . .. They deeply resented 
whac chey considered preferenci:11 creac­
mt'.nc of che vangu:ird," say:; H1mpel, 
.. "'·horn they fclc inflated claims of cheir 
successes wichouc any hard d:it:i co 
shon· che world.·· 

Hampel observed chat. while che 
vangu:ird and the cynics ac first :tp· 
peared co be :ic opposite ends of che 
spectrum. che t""'O groups really had 
much in common. "'They often shared 
an abundance of energy :ind incelli­
gence."· he says. -E:i.ch h:id co be bold 
:ind smm enough co cake strong public 
sc:inds on RE:Le:iming:· Cynics. he 
found. h:id ofcen bec:n members of the 
vangu:ird 10 or 20 yea.rs earlier. for chac 
er:i·s big reform movement. ··some­
cimes chc:r still believed chac was chc 
w:iy co go ... he s:iys ... or chey miscruscc:d 
any p1loc projecc 1fter pasc disappoinc­
mencs:· One superincendenc in H:un­
pel's srudy remarked chat --m:iybe che 
cynics :ire ide:tliscs rumed inside ouc. .. 

Hampel noces chat the cynics· per­
spc:cm·e w:J.S pocenci:il!~· ,":J.luabk. Their 
candor "'"lS refreshing compared nith 
che ,-acill:icions of che ··yes-buc·· people 
and che lech:irgy of the:'. sleep~·- Bue che 
leaders usu:illr u nderestim:iced the 
possibilities for rt'cruiting cynics co 
cheir ou:.e. --1c "'-:is coo cempting co dis­
par:ige or :woid [chem!.'" s:iys Hampel. 
··especi:illy when chey were bumc-ouc 
or angry hum:m beings. :ind co assume 
ch:tC none: of chc:1r ob:,en-:i.t1ons m:ide 
scn:,c. 

Squashing the Questione r 
Alchough virtually e\'c:ry school re­

form cheorisc emphasizes rhe impor­
cance of winning over che skepcics and 
cynics n ·ho rt'.Sbt ch:inge. educacion:11 
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n.::-1:.in.h 1:> :111110:-r c:ompktdy :>1km on 
the.: qu1::-1ion of how 10 do u . Sizi:r d1.:­
'(.f1h1::. th1.: c.hallcn~c.: 1n:nch:intly (:.cc 

l li1.: l)1,hc:11icn111g \X'ork ofSt:hool Hc­
lnm,." page 6). but ~i\'e:,, no pre:,c:np­
t11>n ror :.uc:cc:,s. Elmore.:·:, analy:.1:. is on 
t.1rgc.:t. but his propo:,:tls for t:tdding the 
prnhlcm by "de,·c:lopmg :,tructure:," 
:ind "crc.::ning processes" :trc.: vague pol­
u:y recommendations th:ic offer little 
pr:1ctic:tl help ro school lc:idcrs. 

One.: muse look outside the fidd or 
educ:u,on n:st:1I'Ch for powerful new 
1de:is abouc ,vh:it is fund:iment:illy a 
problem ofle:idership. Ron:ild Heifet2. 
:i psychiacrisc who srudies leadership ac 
H:irv:ird's Kennedy School of Govem­
menc, argues ch:i.c the cynics and t.rou­
bkm:i.k1:rs (whom he c1lls wde,i:uus") 
c::in become indispens:tble p:i.rtners in 
the work of systemic ch:mge if they :ire 
:ible co exercise "leadership \'\ithouc 
::iuchoriry"-ch:u is, if cheir voices arc 
noc silenced by chose \'\·ho don·c wane 
co hc:ir whac they h:i.ve co say. 

HORACE'S HINDS IGHT 

"Tho:,e who 11.";td from :-cnior po:>•· 
llons muse protect vo11.:c.::> of le:itlc.:r.,hip 
without :iurhnricv." says I lcifer:r.. "Yet 
how c:m :i pc.:r.-on m :iudtonty rct:og­
nizc these voic.:e:-.? I su~1.::-.t :i. counier-
1ntui1i,c rule of thumb. Bcc:iusc che 
prcs:-.urcs on :iuchoriry :in: co rc::,corc:: 
equilibrium. one·:, cmouon:11 impube 
will ofcen be co squ:ish chose m the 
community who r:iisc:: di:,rurbing qucs­
t1ons. Consequently, ::in authority 
should procecc those whom he \'\.lntS 

co silence.'' 
Gcmng teachers co ch:i.nge the way 

they work is much more difficult than 
anyone thought ic would be. Heifetz 
helps us understand "'·hy. '"Adaptive 
work often demands loss." he C.'Cpl:tins. 
"Even :i bnghc new innovacion will 
meec resist::incc from those ch:lt feel 
thre:iccned." Th::ic roisc.ancc. he s1ys, is 
noc :in obsc::icle co be overcome buc a 
sign:i.l ofopporrunicy-che oppor.unity 
co face the severe stresses of adapch·e 
"'·ork :ind the pain of loss ch:ic accom-

panics :ill fund:imenc:11 growth .ind 
ch:tngc in hum:in t:n<le:wor:,. 
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' 
Hard-Won Lessons from the School Reform 
Battle: A Conversation with Ted Sizer . 
Looking back o n 12 years of working for cbmzge witb the Coalition of Essential Scb ools, 
tbe d ean of Am eri can reforme1·sfinds rensonfor bope 

nieodore Si=er retired on July 1 as 
l'11h•ersity Professor and director of 
the .-\Jme11be1g b1stitute for Scbool Re­
fom1 ac Brou-n U11iuers1c;~ He rerams 
the lllle of cbain1,a11 of tbe Coalition 
of Essential Scbools, which be founded 
in 1984, and u;ill spend bis time L'isa­
i11g schools, writ mg. and speaki11g 0111 
on reform issues. Si=er preL'ious(r 
sel'l'ed as dean of tbe Hart·ard Gradu­
atl! School of Education. bendmasrer 
at Pbillips Academy, .-111do1.:er, cmd di­
rector of A Study of High Schools. His 
books include Hor:i.cc·s Compromise. 
Hor:1cc:·s School, a11d his latest, Hor­
:ic.:t:'s Hopc. \Xnac \X'orks for the Ameri­
c.::in High School. to be published i11 
S1!pte111bL·r by Ho11ghto11 Miffli11. He 
ccas 111ten·1e1(·ed for tbe 1-1:irv:ird Edu­
c:iuon Lc:nc:r by Ed1t·ard ,Hiller. 

HEL: Wh:i.t m:mers mosc in wh:n 
schools ce:ich children? Th:i.c is. wh:it 1:, 
school re:ulr for? 

Sizer: School is for 't\'h:ic young peo­
ple do when no one is looking I care 
abouc che soci::tl studies hoc shoe wich 
high test scores who in bee bothers co 
,·oce and \"Otes in an informed way. I 
h:i.ve no inccresc in the kid who gets a 5 
on the U.S. Hiscory A.P. but never ,·oces in 
:in infom1ed way or re:ids a ne·wsp:i.per. 

HEL: Arc there cescs co measure 
these things th:ic m:mcr mosc? 

Sizer: Our current p redomin::inc 
fomt ofce:>cmg is e~,remcly time bound 
:tnd chus unre:iliscic. Show me the seri­
ous business or military org:mizat,on or 
collt:gc faculty rh:ic m:ikes its personnel 
judgments on the b:i.sis of timc:-drivi:n 
p:iper-and-pencil tests. There isn't one. 
Only the schools :ire subjected co ch:ic 
fonnub 

In business. rou c:i.re about persist­
ence. ,m:igin:ition, being in.formed. Bue 
e\'en more rou c:irc about being able co 
get informed whi:n you don·c know 
something. \X'c: mc:i.sure ch:ic slowly, 

o,·er time. on che b:isis of the indi,·id­
u:u·s perform:i..nce. 

'iou can le:irn more :ibouc a kid"s 
mind by looking :ic a serious piece of 
th:it kid's work :ind then c:ilking ~·ich 
him about it th:in from anv cesc. le 1s no 
surpnsc that most of the cesc scores :ip­
pe:ir noc co correl:ue ~ich anrching ex­
cept ocher scores. We're driven by ::i sys­
tem of :issessmenc ch:ic docsn·c :i.ssess 
~·hac \'\'t! c:ire about. 

Bue :idmimng 1h:ic f:t.cc is coo painful 
for mosc people. \'e·r:· few even ask wh:i.c 
the corrd:icions :ire. \'v'hen ~-e he:ir ch:ic 
1esc scores :ire up, how m:iny people 
:isk. "\'\'hich cescs?" How m:i.nv h:t\'e in 
f:i.cc looked :ic chose cescs? · 

HEL: \our new book is :i disc1ll:icion 
of wh:ic rou·ve found out in che l:isc .12 
ye:irs :ibouc c.ry,ng co change schools. 
:ind crying co sc::irt new schools from 
scr:icch ~ith :i. new sec of ide:is. \X'h:ic 
things do rou s:iy now chac you ~·ould 
noc h:in~ said in 19S-i? 
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Si7cr: I s:ty now th:ic it's :i loc more 
ch:tn JU:)t gemng chc:: numbc::rs down­
th:tt is, reducing the number of stu­
<kms per ce:ichcr. I say :t lot more.: :ibouc 
the culture of che school. l say :t loc 
more :tbouc che sec::mingly imr.1ct:ibk 
fom1 of public school govern:ince. I 
have lc.:ss p:.tcicnce wich ic now. M:iybe 
ch:ic's che ~wong word. I :im more con-

• vinccd th:it ic is fund:tment:tlly fb.wed. 
:ind :i few good men :ind women trying 
co do che right thing won' t succeed. 

I've watched coo m:iny good people 
in too m:my districts come in as the new 
superincendenc-che answer to che 
pr:iyer, che m:tn on che whice horse. 
Three ye:irs !:teer they're ouc on their 
ear and che next o ne is brought in. Now 
chis one is going co get ic righc. And then 
the next one. :ind then the ne.\., one. 

!e's not th:u these :ire bad people. In 
New York Cirv alone, I've seen cwo 
good friends killed by the job of being 
ch:tncellor: Calvin Gross in the 1960s, 
who w:is effecci\·ely destroyed by the 
job of being chen superintendent, and 
Rich:trd Green. an old friend. who os­
tensibly died of asthma. 

Scbool is for what young 
people do wb en no one 
is looking. 

So I'm more pessimistic about the 
system, :ind more convinced chat ~-e·ve 
goc co ch:inge ic. 

HEL: \X"h.1t has been your biggesc 
personal dis.1ppoincmenc in those 12 
years? 

Sizer: Ho,,· f.:w schools h:ixe been 
:ible co bre:i.k through, rel:tci"elr speak­
ing. I was a"'-:ire th:tc ic would be h:trd. 
buc I ~-.1s noc :iw:ire of how h:trd ic 
would be. how ,ve:ik the incentives 
would be. how fiercc:: che opposition 
would be. oftc::n in che fom1 of ncgkcc. 

0uc cherc:: :.ull an: che schools th:tc 
brc:::ik through. le c:tn be don.:. 

HEL: One phr:.tse from your book: 
"The cypic:tl routines of high schools 
defy logic :ind experknce, yet :in: ex­
ceedingly difficult co ch:tngc::." Is th:tc :i 
ftind:tmcnc:u cn1ch ch:1c h:lS emcrgcd for 
you? 

Sa.er: r\bsolucc::ly :t fund:imenc:tl 
tntch. l h:i,·c nc::ver mc:c a h igh school 
principal who said ch:tc :i scrious cla.ss 
in Sp:rnbh should be incerrupced, buc l 
\\",ICCh chc :.:tme princip:tl curn on che 
P.:\. sy:-.cem :ind inc~·rrupc ic. 

IIEI.: Ym1 11!-.c m s:iy th:tt cr:tcking b 

fine.: :l!> long :\.S you h:in: one cr:ick for 
every kid. Some smJII school:, :.ec.:111 to 
bc :tblc to do chat. buc is ic po:)s1blc in :i 
t~·pic:u l:1rge Amcncan high school? 

Sizer: !e's noc po.:i.,1blc. bec:i.usc the 
faculty c:in'c know the:: kids well enough 
to makt: the :itljustmcnrs ch:ic need to 

be made. There m:ty be re:\.Sons why :i 
kid isn' t doing wc.:11 in mach ch:it h:i.vc 
less to do wich m:uh than with some­
thing else. Unlc::ss you know whac ch:ic 
something else is you can'c really ht:lp 
him. There's no po1nc in just dropping 
him back inco che "bluebird'" seccion. 

Good schools :ire ,·ery flexible. be­
cause kids are infinitely ch:ingeable. 

HEL: You ~'iite :ic some length abouc 
che problem of ch:inge in we:ilchier 
commumcies chat :tre gener:>..lly choughc 
to have good schools, :ind rec ~'here 
kids are jusc sitting chere marking cime, 
coc:>..l.ly diseng:iged. noc doing :iny real 
incellecrual work. \'rh~n you ch:tilenge 
the old ~-:iys of doing things you en­
councer fierce opposicion. 

Sizer: The feroci~· of che opposition 
often reassures me chat I'm on che righc 
crack. Art Powell. Eleanor Farrar. and 
David Cohen re:tlly !:ty this ouc in Tbe 
Shopping.Hall H1gb School, in ch:u dev­
:isming chapter chey call -The Unspe­
cial Ma1on~:" A toe of the high-ran.ked 
school's repuc:icion rums on 10 per­
cenc of the kids. If you ~·enc inco :i 
school and. insce:id of saying. "Show 
me the work of your besc kids. - you 
s:iid. "Show me:: che work of every sev­
enth kid, going down the alph:ibec." 
you'd gee a very diferenc view of th:tc 
school. 

\X'e oper:ue under che illusion ch:ic 
everybody has all che opporrunicies of­
fered co the fincies, children. 

HEI..: \'Chy is H so difficult co gee 
schools co ch::mge? 

Sizer: The momenrum ofcradition is 
very powerful. The s~·mbolic impor­
c:ince of chc:: high school c:in:er is very 
irnport:tnc co Amcric:ins. :ind cheydon·c 
mess with ic light!~· And the incencives 
for serious ch:ingc :ire so incredibly 
we:tk. 

HEL: \'<"h:ic kind of incentives do we 
nccd? 

Sizer: The most imporranc inccn­
tivc::s :ire:: for che kids Th:tc's where yoL1 
sc:irt. l\·c bec::n dcl1ghced :u chc w:ty ll:)· 

ing exhibitions has emc::rgcd in good 
schools. Noc only docs ic forc.:e chi; fac­
ulry co chink h:trd :tbouc wh:tt kitb 
should do :lilt! :a wh:ic sc:tnd:ird. buc ic 
:t!so pro,·ides in 1cs public :ispcccs :i 
po:-ici,·c inc.:c:nc1,·e for mosc kids lc"s like.: 
p1.:rtim11i11~ 1n :i ~c.:hool pl:iy or pl:ly111~ 
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soccer. If you knowyou·regoingpubli..: 
:ind your mom and dad ,,;11 be there 
:ilong wich some scr:ingers. ch:ic 
ch:ingcs the n:icurc of chc concr:ic.:t b1.:­
rw1.:c:n the kid, chc: teacher. and chc 
idc:is. 

Th e f erocity of the 
opposition often 
1·eassures m e that I'm 
on the r ig ht track. 

Bue these exhibitions can't be im­
posed from che oucside. Th:ic kills ic. 
They h:i.ve co be crearures of a panicul:u­
school in a panicul:tr pl:tce, a particul:tr 
kid. Otherwise they become riru:il­
ized-like che college admissions 
g:ime, which is now linle more ch:i.n a 
cynical ciru:i.l. 

HEL: Bue when most people r:i.lk 
about incench·es, ther don'c mean sru­
denc e.'<hibitions. 

Sizer: r--:o, chey·re noc ca!king :ibouc 
kids. The whole poinc is co gee che kids 
co wane to do chis hard work. You don·c 
do ch:i.r by chre:icening chem. And you 
ceru:tinlydon' cdo icbygiving them cescs 
thac are in:i.dequace on cheir face. :ind 
which you drill for and then forgec. The 
idea chat rhese excem:ll cescs are objec­
tive is just a func~: 

HEL: .. Practice caring rigor,·· you 
~Tlte. "and rigorous caring." How c:i.n 
c:inng teachers demand high-qu:ilirv 
work when they kno~v th:ic they're put­
ting e,·en more pressure on a kid ~·ho s 
already hurting' 

Sizer: Th:ic's when! those:: snide com­
mencs about ··feel-good schools" come: 
from. Like man~· snide commenc:. 
there's a loc of truth in chem. 

Ag:iin. chis is ,;,.·hy extern:il exhibt· 
cions arc: so import:tnc. I'm :i flounder­
ing kid and you're mr ce:icher :ind you 
don't w:mc to pl!C me under coo much 
s cress bec:illsc: ~·ou know chat m, 
mochcr is d~·ing of cancer :ind my fachc::r 
is in jail. Bue there is th:tc e:<l1ibicion 
coming up in :i monch. 

The: example of :ithkcics ~good. Thi.' 
b:iskecb:tll co:ic.:h who s:t:-:i I'm not gn­
ing co h:i,·e you pr.iccicc:: ,·c::ry h:trd hc:­
c:iuse te m1gh1 hurt your p:.:-chc i:- 11!1.· 
co:ich of :t losing 1cu11. 

HEI.: .\l:tny of thc succc:s:) :,mn1.·:- 111 
your new hook :ire: :tbouc )Choob clue 
were: Sl:trtc::d from :)Cr.lCch. wi1h .1 1.·1.ln: 
of smart. dt.:tlic.::Hed people. The.: su1.·..:~·,, 
sconcs :tbouc 1.·xiscm~. poor :-dll'"" 
ch:tc h:l\'c bt.:1.·n cr:m:-fonn~·d mm !-!• ''"I 



, 1111:, .ir1: muth r:1r1:r. Do "I: ~imply h.1,·c 
u I do:-1.: do,,·n th1: :.chools :1nd :..t:tn n1:w 
011\.:)1 

SiLc r: Th1.: :in:.w1:r 1~ y1.:s in cxtr1.:m1.: 
c1:.c:s- and there :1rc: m:1ny extreme 
c:l.:>c:S. 13llt look :u Juli:t Rit:hm::tn High 
School in .\l:1nh:1tt:1n. which h:id :i 
dn.::idful record. even though tt h:id 
:;omc dc\'Otcd tc:ich1.:rs in it. Ch:incc:llor 
Joe Fc:m:indcz :.hut ic down. 

Then thcyclc:im:d up th:itwondcrful 
:irk of :i building and p:iinted it :ind 
brought in :i ,·cry im:tgin:itive he::id C:US· 

todian, who is a bloody genius. They 
put SLX small schools 1nco th:it building. 
You "-:tl.k inco that school now :ind the 
difference in the fee l is :i.sconishing. par­
ttcul::trly "'hen one concr:ists it with 
James .\1onroe High School in the 
South Bronx. which has ex:iccly the 
s:ime noor pl:ln, the same architecrure. 

The kids at Julia Rich man :ire the 
s:ime sons of kids who "·ere alw::iys ac 
Juha Richman, but the sense of hope 
:ind detennination :ind friendliness 
that you feel there now is as night 1:, to 
day 

\\bat "·e need co do more in educ:i­
tion is listen co the custodians. Th:it par­
tiC\Jlar he:id custodian-a -W-re:ir vet­
er:tn of the =--:e"' York Cirr public 
schools-p:linced for me a picrure of 
hum:in-scale schools within a l:irge 
building chat "·:is as exciting and as 
positiYe a story as I\·e ever heard. 

Ne"· 'lork is not the only dislticr char 
has done it. The Pacifica School D1stnct 
in the San Frmcisco Bay Area did the 
s:ime thing. The heart of ic is che gath· 
enng of ce:ichers who share fundamen­
t:LI values 

Tb e sy mbolic importance 
of bigb scbool is very 
important to Americans. 
T11ey do 11 't m ess witb it 
ligb tly . 

HEL: You write chat clusters of 
:,chools pmt.ecd more c:ffecuvely than 
indi"idual schools a.lone. How did you 
come to that conclusion? 

Si:z.cr: l\·e learned ch:ic in:\ \"ariecv of 
pl:tccs. One dimc::nsion is political. .It's 
eJsy co pick otf one school ac a cime if 
you're :i hosiik cc:ncr:1.1 :idminiscr:won. 

I krc·s :1 grotesque c:c."lmplc:: 
In one big rn-y school discnct :i new 

deputy superinccndenc arrived :ind no­
ucc::d th:tc one dc::mencary school had a 

111ud1 l.1r~cr l1hr:1rr 1h:1n .111 the och1:r:. 
I le: inquired wh~· :1nc.l w:1s tokl 1h:1c the 
pnnc1p:tl w:1s .1µi,:r1:s",·e in r.tising 
moner :incl buying bool...., I le: :,.11d. --You 
cm·c do th.11. hcc:iuse the other :.chools 
ha\'e sm:1ll lihr:iries:· The principal said. 
··\X'dl. I r:1 i~1:d the money:· He ~:iicl, "le 
doe:,n't m:i.kc :rny difference. You can't 
h:ivc a large hbr:1ry." The princip:tl pro­
tc::sted :ind he fired her. 

Bue chat school belonged to :i. cluster 
of schools across the c1ry. in differe nc 
districts, all working togecher ,,.ich a 
full-time coordin:1Cor to pursue cert:iin 
educ:icion:il commicmencs. The coordi· 
nacor h:id made tt her business to know 
the local press. She got on che phone 
and the story :ibout che libr:iry was on 
page one "ichin 24 hours. \Vichin an­
other 24 hours, the superincendenc re­
versed the deputv 

So there's pollttcal strength .n num­
bers That's pucung the "·hole thing 1n 
a paranoid w:iy Bue in the real world 
you ·ve got co be moder:icely paranoid. 

Another :id,-ancage of clusters is m 
holding each ocher accountable. If all 
the schools bdieve in srudenc exh1b1-
uons and portfolios. for e,c1mple. they 
commie themselves co sharing them. 
~o,v 1f your school has very slopp)' 
sruff. and my school is really moving. 
and we compare each ocher's "·ork. 1 
say co rou. ··Ed. puU up your socks. It's 
noc good enough." There's a kind of 
c0Ueg1al peer pressure which is the 
mosc effecuve kmd of peer pn:ssure 

HEL; \X'hy an·c ch:it work among 
ceachers "ichin a single school? 

Sizer: Because they have co eac Lunch 
"ith each ocher e,·ery day Bue if you're 
2 m,Ies awa~·. or 5 miles a,,-ay, or 20 
miles :i.w:iy, it"s differenc 

Why c:in·c schools be gathered by 
educacionll objccrn·es racher than by 
geography? \Xl,y are d1suicrs all geo­
graphic:tl? Thc::re are "·onderful. long­
standing examples of schools gathered 
into dismcts by educauonal commit· 
ments. The .\-lontessor i :ind \'Caldorf 
schools in the prh-:ice sector. :1nd chc 
grc:at diocc::s:rn :.ysccms of C:icholic 
schools. 

Ctc,·er pc:ople like Paul Hill ac che 
Cn1vcrsiry of \'i':1sh1ngcon h:wc:: been 
talking :ibouc ch:irter disuicts and nr­
cu:11 districts. I think the idc:i. h:\S ar­
m·cd. 1 w:l)n't talking :ibout this :ic all 
b:ick in 198~. I w:1s calkmg about inch­
\'tdu:11 schools. I said the Coalition of 
E:,:,cnci:il Sc:hoob is about wh:ic hap­
pens within tht: fourw:ills of the school. 
Thac w:is :i. ,·ery n:ii,·c notion. 

HEL: You write. in Homce·s Hope, 

[11:11 .. the d.1y of the one be:,t '>\ ,1ern de­
!>1~ncd by expen s for the m:1nd.1101)· 
use of all appears mc::rc:1fully to h:i, e 
p~,c::d:· If th:1t's so, why :ire we s11ll 
talking :ibout "scaling up'·? 

S i.1.c r: lkc:iusc there are cwo kind:. 
of sc:iling up. \X'hen pcoplc s:iy. "\\'c·,·c 
got co :.c:i.lc up," I ~:iy. wtth a twinklc 1n 
my C)C, .. ,xc::·rc aln.:Jdy sc:ihng up:· \\'e 
sc:i.le up \\/ith id<.::lS. we don't scale up 
with a model. Even though the work 1:, 
very diffic\Jlt, che fact is th:\t new 
schools continue co join us in che Coa­
lition. They're joining up bec:iuse com­
mon sense is infemous. lf more and 
more people take seriously the idc::a 
chat kids le:irn in diffe rent ways--ch:ic's 
sa.hng up. 

\Vbat we n eed to d o 
more i n education. is 
listen to the custodians. 

The o cher kind of so-c:iUed sea.ling 
up is when people think chere·s a single 
design to be implemented. The \·ery 
Iang,.i:ige those people use is noc only 
"·rong-he:ided, it's patronizing. 

\Xbich bnngs us back co 1ncenuves. 
You ha\·e co chink about incenuYes for 
the teachers, coo. Wben rou say "·e·11 
lee ce:i.che rs do anything they 'lvanc. ex­
cept we "'ill set the goals, standards. 
and assessments. chat is :in absolute 
joke. You rob chem of the \'ery thing 
that's che he::irt of schooling. 

HEL: Is ou tside financi:il support 
cncic:i.l for doing thtS kind of "·ork? 

Sizer: Yes. because senous refonn 
requires ce:icher time. princip:tl time. 
parenc time. That means "ise schools 
o,·erscaff. They don·c fly in consultants. 
squeeze chem ughc, and chen send 
them on chc:ir "-ay. That's the ~-.rong 
way co spend your ml,ney. Insce:i.d of20 
te:icher.; you ha,·e to have 25 te:ichc::rs. 
"·ich 5 of them on in-pl:tcc s:ibb:n:c:ib 

HEL Is on the Web 

The Han•ard Education Letter now 
has its own site on the \'<'orld \X.ide 
\X'c:b. See whar"s coming up in fu. 
rure issues of H.EL, re:id about our 
reprint publil:itions. brotvi;e our 
chronological and copic:il indexes. 
and send us :in e-m:iil mess:ige. Our 
address is: htcp://hug:,e Lh:tl'":l!'d 
edu/-hepg,hel.html 
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:ill the time. 
HEL: Wh:ic do you m:ike of re­

searcher.; who argue ch:it money rc:;illy 
doesn·c m:i.ke a difference? 

Sizer: !e's silly, bc::c:i.use they're tak­
ing one v:iriablc. which is invescmenc. 
Give: me :i school wich 100 kids, whom 
l pick, and I'll show you a school that 
c:in run quite ine..xpcnsively. Show me:: 
a school with 1,000 kids whom I don·c 
pick, :i third of whom :irrive during the 
ye:i.r and a third of whom leave during 
the year, and I 'll show you a school 
chat's e..xpensive co run. 

It's like so much of the education re­
search. As soon as it 's aggregated ic 
ceases ro have much meaning. !e's 
about as useful as knowing the average 
shoe size. Me:isure all the feet of the 
soldiers in che Anny and then have one 
size shoe. It's nutty. 

HEL: In the end, your book is ex-

LOUNGETAI.K 

m:mcly hopdul ahouc che prospcccs 
for improving schools. Why? 

Sb.er: The: in;idcquacy of che existing 
system is becoming more and more: :1p­
p:.m:m, :ind people :ire bc:ginning co 
h:tve cht.: counge co c:ilk :ihouc ic. le 
comes out in par.1dox.ic:tl forms. Fore:<­
ampk. people say stand:l.!'dizc:: this and 
scand:irdizc:: ch:i.c, and chen :in hour beer 
the same people talk abouc choice. 
Those :ire contrary policies. These 
aren't srupid people. !e's a me1Sure of 
the confusion out there, and confusion 
is the beginning of wisdom. Th:ic's the 
hopefu l thing. 

HEL: You muse feel sometimes a 
great sense of frustration at the level of 
public and political discourse about 
education. 

Sizer: And academic discourse. 
HEL: How do you keep from being 

cynical abouc school reform? 

Siz.cr: I choke it b:ick. I'm cyn ic:il 
over the dinm;r c:ible. Mow smart peo­
plt: c:in he so arrog:i.m :i.bouc thc:se m:H­
ters, how chey keep missing chcsc: 
points, is very h:i.rd to t:ike. \'('h:ic keep:, 
me going is seeing che gr:idu:Hion cere­
mon ic::s :it schools th:ic rum 0lH kids 
who do what no one thought chc:~· 
could do. Those ceremonies are dec:ply 
moving. School can m:i.ke a difference. 
Th:i.c helps choke back che cynicism. 

H EL: Did you invent Hor.ice Smith. 
the exhausted and skeptical English 
teacher in your books, in order co pl:lce 
your own personal frustration and re­
sentment onto another character-so 
chat you wouldn't have co say these 
things yourself? 

Sizer: Of course not. lt 's all Hor:ice·s 
fault, not mine. 

The Disheartening Work of School Reform 
Changing the fundamenta l rules and assumptions driving the status quo in education 
·is harder than a nyon e imagined it would be 

BY T HEODORE R. SrZER 

D
efining a school's goals :ind 
scanda.rds is easy work com­
pared with putting them 
imo practice. As chaim1an 

of the Coalition of Essential Schools, I 
recencly visited Massey High School 
(noc ics real name), a member of the 
Coalition, and found myself faced with 
powerful evidence of chis truth. 

t'ily visit was c:i.rcfully orchescraced. 
Fir.;c I h:id a ch:ic with the senior admin­
iscr:icor.;, all of us having coffee in mugs 
decorated wich the school logo and 
mocco: Go Tigers!The mood was sobt:r, 
realistic, buc scill optimistic. A student 
:i.rrived co show me :tround. \X'e mad<: 
brief visits co :i few chsst:s, these room­
by-room forays serving more co inter­
rupt each lesson th:in to enlighten me, 
and ended ~vich an e:..,:ended session lis­
tening co chc massed concert b:ind 
pr:iccicing Brahms·:; Aca9emic Festiv:i.l 
Overture. 

In the l u nchroom 
Luncheon wich the faculty followed , 

in a small lounge off che c:ifeet:ri:1. 

Te:i.chers came in and ouc; since their 
contract wich the districr had recemly 
been amended co give chem a '"nonsu­
pervisory lunch break," the~· got cheir 
20 or -+0 minutes (depending on the 
v:igaries of the complex schedule) apart 
from the srudencs. If chey chose. they 
could spend it eating wich their col­
leagues at sm1l.l round cables in this 01-

sis fa r from adolescents. 
This school w:i.s crying to resh:ipe its 

work, or as the jargon has ic. co restruc­
ture. The facu lty members had re:id 
:ibouc che Co:i.licion of Essencial Schools 
:ind were proceeding ,vich :i. pl:tn de­
ri,·ed from ide:1s chey had gleaned 
there. The adminiscr:icion h:id advised 
chc.:m th:ic I would be in che lounge co 
chat wich chem and co :inswer qut::s· 
cions. 

The convers:Hion w:is awkw:ird. 
~lose people concencraced first on cheir 
b:ig lunches (few turned co the school 
c:1.feceri:l for their mi:al). There was t:ilk 
of che immedi:1.ce--of a n:cent baskec­
b:1II g::ime. of :i p:i.ren[j· nighc chac h:icl 
h:1d sp:1rse :i.m:nd:1111:e. of an :ilu:n::uion 

in the gym, of the push for recognition 
for a gay and lesbian srudent org:1ni.z:1-
tion, of a r:ish of gang confroncations in 
the ne:irby cicy park. 

Some came co my cable; ochers wem 
elsewhere in the room. :i.voiding con­
versation. Quickly I sensed that tho~e 
~·ith me were mostly teachers in che 
Essenci:tl school pilot program. I :isked 
them how they were doing. 

They spoke of the difficult ies firR 
then che rewards. The kids did noc like 
the pressure co do more on their own 
:ind co present their work publicly. such 
a$ (for ::i U.S. history cl1Ss) making :ind 
defending :1 case in fayor of che 1890 
Shenn:tn Ami-Trust Acc. Sc:inding up co 
questions from :1n audience of ce:ichers 
and p:iren[j was mugh for chem. They 
:i.lternately cursed :1nd re,·eled in che :lt· 
cencion the new regimen :i.ffortkd 
chem. They undi:r.;cood th:i.c they wl.'re 
on :i nc:w sore of :.1c1demic hook. :rnd 
they rc::;enced clue. 

Although chc: :idminiscr::icion ~up­
porced cht:: new prugr.1m. che dec:1ib of 
sdmol kept ~ening in the ~-Jy. Thi: b..-l l, 
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r:ing :u in:tppropri:itt.: timt.:$. Tht.: cir; 
computc.:rs lh:lt schedulc.:d lhc.: swdencs 
(by cc.:mr:il ofnce orc.kr) wc.:re inc:1p:ibk 
of h:1ndling lhe nt.:w E:,sc.:mi:.tl school 
p:im:rn of cl:1:-.ses. The second-level dis­
lricc :u:.lm iniscr~Hh·e s1:1ff did not s1.x111 lO 
understand how much fn:edom the Es­
St.: nti:il school tc.::1ms had bc.:en prom-· 
1sed. Glicches :tboundc::d, mostly dc:::.tl­
ing with the trivi:ll but wich uncrivi:il 
consequences. 

Even after a Herculean 
effort at reacbi,zg out, 
parents still did not 
seem to appreciate wbat 
was going on. 

The likelihood of new budgec cues 
imposed on the district creaced a per­
v:isive gloom. New state and discrict 
mandates kept adding chings to cover, 
1hreacening co blo:ic the carefuUy 
slimmed-do"'·n program designed by 
the Essemi:11 school team5-<1uartets of 
teachers from mathem:uics, science, 
English, and soci:il srudies dep:i.rt.mencs 
who had been :issigned cwo-and-a-h:tlf­
hour daily blocks of scheduled class 
time co work "'ich a common group of 
110 ninth-grade srudencs. The state 
tests rewarded che displ:iy of straight­
forward memory work, not th~ use of 
knowledge. If the srudencs were co be 
judged on the basis of such tests and 
not more sensible and demanding 
ones. in what son of jeopardy did chat 
place the new progr.im? 

The Need to Vent 
I pondered the b:1sic1lly negative 

temper of the talk. Why complain co 
me? To show me how h:ird the work 
"'·as? I already knew ch.it, and they knew 
l knew it. To show me how lirtle sup­
port from the top they got' If so. why 
not be ~·holly explicit :ibouc wh:ic h:id 
co be done about the m:iner? The most 
pbusibk expbnation was frus tration 

Ti.red of Reading 
Someone Else's HEL? 

\X.11y not order your o~vn subscrip­
tion co the Han:ard Education 
Lener right now? Jusc call Cus­
tomer Sen·ice :it l-S00-422-2681 
(617-3S0-0945 in Massachusen:s). 

:inc.I the.: nc.:c.:d co vc.:nc. I was a con\·enic:nc 
(:ind . I g:nhcrc.:d. rare) :iu<lience. Few 
folks c1mc t0 li:.1en tu chc.:sc.: tt.::.tchers. 

The lic:rny of complaints continued. 
hen :1.fler :i 1-11:rculc:an cflort by chc:: staff 
to rc:ich oul co families, parents still did 
not sc.:ern rc::tlly to unclcr.;c:ind or ::ippre­
ci:ttc what w:is going on. Thc.:n; were no 
subjecc-m:mcr m:1t1:ri:tls ch:H sup­
poned che new kinds of ce:iching and 
lc:iming. Te:iching in ce:ims w:is unfa­
mili:u- :md scressfi.il; e::ich ce.icher w:is 

on sho,v for the ochers. There ~v:is no 
money fo r relief, no pl:inning time, no 
re:il help. Apparently che powers th:i.t 
be believed ch:ic reform w:i.s to happen 
merely by fi:1c-which me:inc th:i.t 
change was on the teachers' backs. It all 
"-'as exhausting. 

I began co feel dismayed. But then ... 
And exhilarating coo, chey said. The 

kids "'·ere coming alive. It was reward­
ing co know them better, something 
that •1vas possible with che more fo­
cused academic program- a concened 
and interconnected program in the 
four key subjects represented by che 
teachers. Te::i.m teaching helped coo, 
chey said; chey all had che same kids and 
could discuss their work daily. The sru­
den cs' performance was bercer. They 
sho"'·ed up. They depend on us, the 
teachers reported. They uke our time, 
and "-'hile chis screeches us, it is reward­
ing coo. The kids engage more. It is nice 
co have coUeagues, ocher teachers in 
the team on whom co le:in from time co 
time. Some pa.rents see a new energy 
for school in cheir children and cell us 
about it. \X'e are going in the right direc­
tion. 

A Solitary Calling 
Ail chis w"J.S familiar. The better the 

teachers know the srudencs, che more 
likely it is th:u the srudencs "'·ill cake, 
even dem:ind. their time. Good teach­
ing cremes a bottomless hole of srudenc 
expecmions. The kids connect with a 
teacher and then "-':lnt more of every­
chi ng. 

The ochers in che lounge listened in, 
though they were crying not to sho,v ic. 
.\ly c1blemates did not remark on the 
stresses "-ithin the faculty, che je:ilous­
ies among te:ichers ch:ic che sc·arr of re­
strucruring h:id created. Everyone w:is 

polite. l he1rd of the faculty squ:ibbles 
onJy !:leer, from some of my luncheon 
p:inners who collared me priv:nely in 
the hall. 

.\!y ,·isic capered off :ifier che e:irly :if. 
cemoon cbsses and che rapid exodus 
of srudents co their jobs or, for a fe,v, co 

:i1hlc1ics. f:1culcy membc.:rs also left 
abruptly; there were rwo-job folks h<:rc.:. 
The shabby building w:is hushed b~· 
th ret: o'clock. 

The principal offered to cakt: .mi.: co 
tht: :iirport, :inc.I I :icceptc.:d. On the way 
she cold me how fruscracing it w:J.S co 
combine the endless crush of dc.:c:iils of 
mt:rdy kct:ping school with tht: new 
dc::m:inds ofk:iding a reform effort. Sh<: 
direcdy criticized few of her school col­
leagues and district superiors, but she 
made it cle:u- chat she and her handful 
of e.iger teachers and p:irencs h:id bec.:n 
left with paltry extra resources and at 
the same time a full load of"show me" 
expectations fro m the higher-ups. The 
starus quo did not work, she lame need, 
but the fuU burden of proof still lay on 
the shoulders oft.hose who cried to con­
franc it by setting forth work for sru­
dencs chat was demonscrably more sen­
sible. 

Once again I was an audience. I was 
reminded of how che job of school re­
form is a rem:irlobly solitary one unless 
seeps are syscemacically taken co build 
coUeagueship. This is no surprise: 
teaching in most high schools is a soli­
tary job-my kids, my cbsses, and my 
classroom, "'ith a door co shuc- and 
the principal often is no less isolated. 
Collective responsibiliry is honored in 
most schools only in che breach. 

Good teaching creates 
a bottomless hole of 
student e.:tpectations. 

She r:tiled a bic, buc at the same time 
she :isserted ch:it she would pursue the 
reform or quit. She was upbeat :is "·e 
puUed into the airport, seemingly re­
freshed by recouncing her problems. 
Her passion when describing what her 
school might be able co do for kids gaYe 
me hope. Bue the description ofche bar­
cle. wich aU its skirmishes and the :ib­
sence of po,verful friends who were 
scalwanly behind the effort, dishe:ui:­
ened me. 

11,rodor>! R. Si=ttr is profi•ssfln•111ent11sar Brott·n 
Cmntrsity and chtlirman of tbe Coalition of l:.'s· 
H·1:tial Schools. 71;is essuy is ot.i:cerpu:d from th,• 
boot.: HorJce·s Hope. publisb,•d by Houghto,: 
.lfih7i11 Co111pm1y, Boston Copyrrgbt (> 1996 by 
11,ttoclore R. Si:er. Repri111ed by p.:rmis;io11 
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The CIJE Study of Educators 

In I 993, CIJE, in collaboration with its Lead Communities of Atlanta, Baltimore, and 
Milwaukee, carried out an extensive study of educators in all the Jewish day schools, . 
supplementary schools, and pre-schools in the three cities. This work, known as The CIJE S tudy 
of Educators and supported by the Blaustein Foundation, was motivated by the need for clear 
information about the characteristics of educators, in preparation for policy decisions about 
building the profession of Jewish education. The study addressed a variety of important topics, 
including the background and training of educators; the conditions of their work, such as 
earnings, benefits, and support from others; and their career experiences and plans. 

Close to 1000 teachers and 77 educational leaders responded to surveys administered in the 
study. Response rates were 82% and 77% for teachers and leaders, respectively. In addition, 125 
teachers, educational leaders, and central agency staff responded to in-depth interviews. 

Policy Briefs and Research Reports 

Now in its second printing, the CIJE Policy Brief on the Backgrou,id and Training of 
Teachers ill Jewish Schools draws on the study to offer hard data and an action plan for the 
professional development of Jewish educators. The Policy Brief focuses on what may be the 
most important set of findings of the study: the limited formal preparation of the vast majority of 
teachers in Jewish schools, alongside infrequent and inconsistent professional development--but 
the strong commitment to Jewish education among most teachers. These findings led to a call for 
more consistent, coherent, and sustained professional development for Jewish educators in 
communities across North America. 

A new research report, Teachers in Jewish Schools: Toward Building the Prof ession, moves 
beyond the Policy Brief to provide a more comprehensive look at the characteristics of teachers 
in Jewish day schools, supplementary schools, and pre-schools. The paper provides information 
on work settings and experience, salary and benefits, and perceptions of career opportunities, in 
addition to further details about teachers' background and training. The paper also compares 
results from The CJJE Study of Educators to earlier studies carried out in Boston, Los Angeles, 
and Miami. 

Another research paper, "Backgrou11d and Training of Teachers in Jewish S chools: Currell/ 
Status a11d Levers f or Change," is being published by the academic journal, Religious 
Education. This paper begins with the findings of the Policy Brief and poses the question, "How 
can the amount of professional development experienced by teachers be increased?" Of the 
policy levers examined, two appear promising: An incentives plan for supplementary schools and 
teachers in one community was associated with higher levels of professional development; and 
teachers in state-certified pre-schools engaged in more professional development than teachers in 
uncertified pre-schools. 



Analysis of the data on educational leaders provided from The CIJE Study of Educators has 
been reported in an article published by the Private School Monitor. 

A more comprehensive report on the characteristics of leaders in Jewish schools will be released 
in the future. A policy brief on educational leaders is a lso planned. 

The Manual for The CIJE Study of Educators 

In light of the work in Atlanta, Baltimore, and Milwaukee, the instruments used in The CIJE 
Study of Educators have been revised and prepared for use in other communities. The Manual 
for the CIJE Study of Educators contains two sets of instruments: The CIJE Educators Survey 
and The CUE Educators Interview. The CIJE Educators Survey is a questionnaire designed to 
collect quantitative infonnation from all of the educators (teachers and educational leaders) 
working in Jewish schools within a single community. It consists of four sections: Settings; 
Work Experience; Training and Staff Development; and Background. 

The manual provides instructions on how to administer the questionnaire, and indicates a set of 
anchor items from the questionnaire that should be retained for future comparability and for 
building a continental data bank. A separate document, Tlte Coding Instructions for tlte CIJE 
Educators Survey, provides technical directions for entering and analyzing the survey results. 
The CIJE Educators Interview contains a protocol of questions and probes designed to elicit 
in-depth information from a sample of educators working in Jewish schools in a single 
community about their professional lives as Jewish educators. There are separate interview 
protocols for teachers and educational leaders. Both protocols consist of six sections: 
Background; Recruitment; Training; Conditions of the Workplace; Career Rewards and 
Opportunities; and Professional Issues. The Manual provides instructions on how to carry out the 
interviews. 

Following the original work in the Lead Communities, versions of Tlte CIJE Study of 
Educators have also been carried out in Seattle, Cleveland, and Chicago. Several other 
communities are in the planning stage in preparation for carrying out the study. In each case, 
results of the community' s study of its Jewish educators are guiding policy decisions. The data 
serve as a baseline against which future change can pe measured, and they help mobilize the 
community in support of educational reform. In the future, a continental data bank drawing on 
anchor items from the surveys will be maintained and made available for secondary analysis, 
subject to confidentiality requirements. 

The CIJE Study of Educators was conducted under the direction of Dr. Adam Gamoran, 
Professor of Sociology and Educational Policy Studies at the University of Wisconsin-Madison, 
and Dr. Ellen Goldring, Professor of Educational Leadership and Associate Dean of the Peabody 
College of Education at Vanderbilt University. CIJE staff researcher Bill Robinson supervised 
the preparation and production of The CIJE Manual alld Codillg Illstructio11s. 



The Best Practices Project 

In describing its "blueprint for the future," A Time to Act: The Report oftlze Commission on 
Jewish Educatio11 i11 North America, called for the creation of "an inventory of best educational 
practices in North America." Accordingly, the Best Practices Project of CIJE documents · 
exemplary models of Jewish education. 

What do we mean by "best practice"? One recent book about this concept in the world of 
education states that it is a phrase borrowed 

from the professions of medicine and law, where "good practice" or "best 
practice" are everyday phrases used to describe solid, reputable, state-of­
the-art work in a field. If a doctor, for example, does not follow 
contemporary standards and a case turns out badly, peers may criticize his 
decisions and treatments by saying something like, "that was simply not 
best practice." (Steven Zemelman, Harvey Daniels, Arthur Hyde, Best 
Practice (Heinemann, 1993), pp. vii-viii.) 

We need to be cautious about what we mean by the word ''best" in the phrase "best practice." 
The literature in education points out that seeking perfection will be of little use as we try to 
improve actual work in the field. In an enterprise as complex and multifaceted as education, these 
writers argue, we should be looking to discover "good," not ideal, practice. (See, for example, 
Sara Lawrence Lightfoot, The Good High School (Basic Books, 1983)). "Good" educational 
practice is what we seek to identify for Jewish education--models of the best available practice in 
any given domain. In some cases, best available practice will come very close to "best 
imaginable practice"; at other times the gap between the best we currently have and the best we 
think we could attain may be far greater. 

In May 1996, CIJE published the third volume in its Best Practices series, Best Practices: 
Jewish Education i11 JCCs. Co-commissioned by the Jewish Community Center Association 
(JCCA), this comprehensive essay by Drs. Steven M. Cohen and Barry Holtz is an examination 
of a setting where dynamic Jewish education is taking place. Based on six "best practice" sites, 
the volume describes the evolution of JCCs from primarily recreational and cultural facilities 
toward a new emphasis on Jewish learning by members, staff, and administration. It also 
discusses the professional position of "JCC Educator'' and the way a national system has become 
a champion of serious Jewish education. 

The two previous volumes in the series, Best Practices: Early Childhood Jewish Education and 
Best Practices: Supplementary School Educatio11, were reissued in Fall 1996. The portraits in 
these volumes are an inventory of outstanding practice in contemporary Jewish education. 



The Teacher Educator Institute 

CIJE's Teacher Educator Institute (TEI) is a two-year program, partially funded by the Nathan 
Cummings Foundation, designed to create a national cadre of teacher educators as one 
component of CIJE's strategy for improving the quality of congregational schooling in North 
America. The central goal of TEI is to develop leaders who can mobilize significant change in 
teaching and learning through improved and creative professional development for teachers in 
their institutions, in their communities, and on the national level. 

The institute's core domains of study include: teaching and learning; Jewish content and personal 
religious connection; knowledge of teachers as learners; professional development; teacher 
learning; and organizations/systems/the Jewish community. TEI graduates will be catalysts for 
change who are substantively grounded in ideas and concrete practices, and who also have a deep 
understanding of instructional improvement and educational change. 

TEI is currently in its second year. Cohort I consists of 15 participants; Cohort II, of 45 
participants. They include Jewish educators who currently work in central agencies or as 
principals of supplementary schools, as well as participants whose responsibilities lie in the area 
of Jewish early childhood. All TEI participants are responsible for professional development in 
their institutions or communities. 

Participants are invited to join TEI as members of educational teams. There are currently ten 
such communal teams, as well as four teams that represent national movements (Conservative, 
Reconstructionist, Reform, and Florence Melton Adult Mini-School Project for Teachers) 
involved in this pilot project. 

The team structure is an integral part of CIJE' s change strategy. It facilitates the creation of local 
cohorts of educators who have shared an intense learning experience and a common vision of 
good Jewish teaching and learning and good professional development. They can, in turn, then 
plan and implement similar experiences for others in their own settings. 

In order to create an experience that allows time for the development of and reflection about new 
ideas and practices, opportunities for experimentation, and feedback, TEI participants meet six 
times over the course of the two-year period. There are also assignments and follow-up work 
between group meetings. In the coming year, we will focus on strategies for networking and 
supporting TEI graduates. 

TEI is directed by Dr. Gail Dorph. Serving as advisors and faculty to this project are CUE 
consultants Dr. Barry Holtz, Associate Professor of Jewish Education at The Jewish Theological 
Seminary of America; Dr. Sharon Feiman-Nemser, Professor of Teacher Education at the 
National Center for Teaching and Learning of Michigan State University; and Dr. Deborah Ball, 
Professor of Education at the University of Michigan .. 



TEI will result in: 

1. A national cadre of over 50 teacher educators. 

2. A CIJE Policy Brief on the "best practices" in professional development. 

3. A videotape library that can be used by TEI graduates and others to create powerful 
professional development opportunities. 

The evaluation component of this work includes: 

1. A survey of current professional development activities in a subsample of communities 
participating in the Institute describing in depth the nature and extent of opportunities for 
professional development of teachers in each focal community (including both communal and 
institutional offerings). The purpose of this document is to establish a baseline so that change can 

be assessed in the future. 

2. A document or series of documents focusing on the same subsample of participating 
communities, evaluating changes in the structure and content of their communal and school 
in-service offerings. These reports will draw on interviews with participants and others from the 
focal communities as well as on observations of in-service activities in the communities. 

3. Through participation in the CIJE Teacher Educator Institute, it is envisioned that participants 
will be able to design and implement improved in-service educational programs within their 
schools and communities. An interview study will provide information on TEI participants' 
efforts to improve the quality of professional development opportunities. 
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The Institute for Leaders in Jewish Education 

The CJJE Study of Educators in day, supplementary, and pre-schools in three communities in 
North America found that many educational leaders are inadequately prepared for their roles as 
leaders. Furthermore, many leaders indicated a sense of professional isolation from colleagues · 
and lack of professional growth opportunities designed specifically for Jewish educators in 
leadership positions. 

In response to these findings, CIJE is embarking on a long-range planning process to establish 
how best to meet the continuing professional development needs of educational leaders. As part 
of the initial planning process, CIJE has developed three professional development institutes. 

CIJE institutes are rooted in clearly articulated conceptions about leadership and adult learning. 
Leadership is conceptualized in a strategic/systemic perspective. According to this view, 
leadership is not only about technique and skills, but also encompasses Jewish content. 
Furthermore, this conceptualization invites deep discussion about the purposes and values of 
leadership and the moral bases of leadership. Leaders need multidimensional frameworks to 
analyze and understand their contexts from multiple perspectives. 

The institutes are also-rooted in recent developments in adult learning theory, specifically 
cognitive learning theories and constructivism. Prestine and LeGrand (1990) note that 
"proponents of cognitive learning theories argue that learning advances through collaborative 
social interaction and the social construction of knowledge ... not the rather individualized, 
isolated and decontextualized processes emphasized in most education settings." (N. Prestine and 
B. LeGrand. "Cognitive Learning Theory and the Preparation of Educational Administrators: 
Some Implications. " Paper presented at the annual meeting of the American Educational 
Research Association, Boston, MA 1990, p. 1). 

The CIJE institutes for educational leaders are based upon a number of design parameters: 

1. The institutes are developed to provide unique professional growth opportunities for leaders. 

2. The institutes are committed to integrating Jewish content with leadership concerns, rather 
than addressing these two realms separately . 

3. The institutes are geared toward building a professional sense of community among 
educational leaders. Therefore, the institutes include educational leaders from all denominations, 
settings, and institutions. The institutes also provide opportunities for job-alike discussions, and 

community work groups. 

4. The institutes provide mechanisms for support groups and networking when the participants 
return home. 



• The institutes are held at the Harvard University Graduate School of Education. To date, the 
institutes focus around a common theme: Creating and Implementing a Strong, Compelling 
Vision for Jewish Education. Forty educational leaders attended the first institute, "Buildi11g a 
Community of Leaders: Creating a Shared Vision," held in Fall 1994. Many of the same 
participants also attended the second institute in Spring 1996, "Leadership and Vision f or 
Jewish Educatio11. " A third institute will be held in January 1997. This institute, building upon 
the foundation of the first two institutes, is designed for a lay and professional leadership team 
from each participating institution. 

The topics covered in the institutes are geared toward helping educational leaders move from 
articulating a vision to developing a strategy for implementation. They range from Jewish study 
sessions to discussions around questions such as: What kind of Jewish community and Jewish 
person are we hoping to cultivate through our educating activities and institutions? Other topics 
include practical considerations, such as engaging in strategic planning activities that will help 
achieve an institution's vision and models for involving staff in decision-making. 

The institutes are staffed by preeminent faculty in both Judaica, education, and leadership and 
have included Professors Isadore Twersky, Robert Kegan and Terrence Deal. 

The institutes are rooted in four instructional strategies that aim to achieve maximum transfer of 
learning from the classroom to the work setting. Experiential activities, such as team-building 
exercises, tap personal needs, interests, and self-esteem. Skill-based activities develop and refine 
specific leadership skills, such as reflective thinking and staff development. Conceptual 
frameworks are presented to help participants implement multiple perspectives to solve 
problems, and feedback sessions are used to help participants see and move beyond current 
difficulties. Activities include text study, problem-based learning, case studies, simulations, 
videotape analysis, and group discussions. 
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The Seminar for Professors of General Education 

Jewish education is a field severely understaffed at its most senior levels. Particularly in the area 
of research and advanced training, the North American Jewish community needs to develop ways 
to expand its personnel capacity. Increasing graduate training at the doctoral level is an important 
way to address this need, but such an approach requires many years of training and experience 
before graduates will be able to make a difference. While applauding the efforts of graduate 
institutions in their work, CUE has been developing another, complementary, approach to this 
issue--taking advantage of the existence of talented individuals in the world of general education 
who might be interested in making a contribution to the work of Jewish education. 

In its own work, CIJE has seen the enormous assistance that can be offered by outstanding 
academics in the field of general education when their research and teaching skills are applied to 
Jewish educational issues. The field has also seen the contributions in the past of such eminent 
figures as Joseph Schwab, Israel Scheffler and Lee Shulman, as they turned to areas of Jewish 
concern and drew upon their own expertise to help the field of Jewish education. The leadership 
of CIJE, therefore, began to ask: "Would it be possible to attract Jews from the world of general 
education to devote some of their time to Jewish educational questions? And if so, what kinds of 
orientation and learning would these academics need to be able to contribute to the field?" 

Toward that end, CUE recruited nine professors of education from among the most prestigious 
American universities and research institutes to attend an intensive seminar in Jerusalem in July 
1996. The seminar, co-sponsored by CUE and the Center for Advanced Professional Education 
(CAPE) of the Mandel Institute in Jerusalem, provided participants with an immersion in Jewish 
thought and issues of Jewish education. The staff and consultants of CIJE and CAPE developed 
an integrated program of Jewish study and engagement with issues of Jewish education and the 
contemporary sociology of American Jews. The outstanding teachers and scholars in the program 
included Aviezer Ravitzky, Menachem Brinker, Michael Rosenak, Seymour Fox, Gail Zaiman 
Dorph, Barry W. Holtz, and Steven M. Cohen. 

The professors in the group will serve as consultants to CUE in 1996 and beyond, enriching the 
field of Jewish education with ideas and research from general education. An additional group of 
general education scholars has already expressed interest in being involved. CIJE will continue to 
work with the group, creating a new network of outstanding educators committed to revitalizing 
Jewish education. 

-over-



• The group that attended the Israel seminar is listed below: 

Sharon Feiman-Nemser, Professor of Teacher Education at Michigan State University. 

Adam Gamoran, Professor of Sociology and Education Policy Studies at the University of 
Wisconsin-Madison. 

Ellen Goldring, Professor of Educational Leadership and Associate Dean at Peabody College, 
Vanderbilt University. 

Fran Jacobs, Associate Professor at Tufts University, with a joint appointment in the 
Departments of Child Development and Urban/Environmental Policy. 

Barbara Neufeld, President of Education Matters, Inc., and a lecturer on education at the Harvard 
Graduate School of Education. 

Daniel Pekarsky, Professor of Educational Policy Studies at the University of Wisconsin­
Madison. 

Barbara Schneider, Senior Social Scientist at NORC and the University of Chicago. 

Susan Stodolsky, Professor of Education and Psychology at the University of Chicago. 

Ken Zeichner, Hoefs-Bascom Professor of Education at the University of Wisconsin-Madison. 



.. 
The Goals Project 

A joint project of CIJE and the Mandel Institute in Jerusalem, the Goals Project is an ongoing 
effort to encourage the infusion of powerful Jewish ideas into Jewish education. It is guided by 
the assumption that Jewish educating institutions will become more interesting and effective · 
places when their work is anchored by powerful visions--grounded in Jewish thought--of what 
Judaism is about and of the kinds of Jewish human beings and community we should be trying to 
cultivate. 

The Goals Project grows out of the Educated Jew Project of the Mandel Institute, conceptualized 
and developed by Professor Seymour Fox. The Goals Project is under the direction of CIJE 
consultants Dr. Daniel Pekarsky, Professor of Educational Policy Studies at the University of 
Wisconsin-Madison, and Daniel Marom, senior staff member of the Mandel Institute. 

Beginning with the CIJE Goals Seminar in 1994, the Goals Project has advanced its agenda 
through consultations to various agencies and institutions and through pilot projects and seminars 
aimed at lay and professional leaders in Jewish education at both the communal and institutional 
level. Recent and current activities include: 

1. The Summer 1996 Goals Seminar: This seminar in Jerusalem initiated into the project new 
colleagues who play significant roles in the landscape of Jewish education. The seminar was 
designed both to develop personnel for the Goals Project and to enable the participants to use 
goals concepts and concerns to illuminate their own work in building and/or guiding educating 
institutions. 

2. Pilot Projects: Pilot Projects are designed to strengthen education in participating institutions, 
to deepen our understanding of what is involved in catalyzing vision-sensitive educational 
growth, and to provide case studies of the process of change. Daniel Marom is continuing the 
pilot project launched in the fall of 1995 with the Agnon School in Cleveland; this community 
day school is engaged in the process of deepening its guiding Jewish vision and its relationship 
to practice. Daniel Marom has been presenting aspects of this ongoing case study in various 
settings, including the Summer 1996 Goals Seminar. A carefully documented case study is 
projected to result from this project. A second pilot project, coordinated by Daniel Pekarsky, has 
recently been launched with Beth Israel Congregation of Milwaukee, Wisconsin. 

3. Goals Consultations: CIJE staff served as consultants in a year-long planning process 
leading up to a retreat organized for the East Coast alumni of the Wexner Heritage Foundation. 
Organized around the theme "What Works: Innovations for Revitalizing American Jewry," the 
retreat emphasized the role of vision in four critical areas: day schools, summer camping, adult 
education, and Israel experiences. 

Other recent consultations focused on the development of guiding visions for community 
agencies and for educating institutions have been held in Atlanta, Baltimore, and Milwaukee, as 
well as with the Jewish Community Center Association in the area of camping. Currently, CIJE 
is consulting to a group in Cleveland working to establish a new community high school. 



4. Goals Publications and Resources: In 1996-97, the Goals Project will continue to develop a 
number of materials that will serve as resources to the project and to the field of Jewish 
education. In addition to the Agnon case study, these materials will include an article entitled 
"Tlte Place of Visio11 ill Jewish Educatio11al Reform, " by Daniel Pekarsky; and an in-depth 
description of the development and character of a thoughtfully designed Jewish vision-driven 
educating institution: Visio11 at tlte Heart: Lessons from Camp Ramal, 011 the Power of Ideas 
in Sltapiug Educatio11a/ /ns tilutio11s, by Seymour Fox with William Novak. 

These materials are designed to nurture among lay and professional constituencies a richer 
appreciation of what a vision-guided educating institution is and of the benefits of moving in this 
direction. 



• 
The Lead Community Project 

One of the original recommendations of the Commission on Jewish Education in North America 
was the selection of communities that would serve as lab sites for the recommendations of the 
commission. Three communities--Atlanta, Baltimore, and Milwaukee--were chosen. 

From the point of view of the Comrnisssion, the task was clear: These communities would be 
sites where the hypotheses generated by the Commisssion would be tested. They would 
demonstrate in "real life" how building the profession of the Jewish educator and mobilizing 
communal support on behalf of the education agenda could begin to transform the quality of 
Jewish life. The successes and processes--and even failures--of these lab sites would be described 
and analyzed in the reports written by the Monitoring, Evaluation and Feeedback team (one of 
whose members would live and work in each community). From this work, the Jewish 
community would gain some diagnoses of the current status of education and of educators; some 
images of what could be; and descriptions and analyses of what works. Lead communities would 
also be laboratories for institutional change and for other educational innovations. 

CIJE was faced with a variety of challenges as its work with the lead communities began. The 
address for the lead community initiative was the federation because of its anticipated success in 
driving forward an agenda of the whole community. The strength of the federated system has 
always been its ability to create consensus among communal members. And yet CIJE's agenda, 
although communal, was one of change rather than consensus. 

Each community was asked to create a wall-to-wall coalition of communal members across 
institutions and denominations; and to designate a person in charge of this change process. 
Although each community did so, the work required to create communal support for making 
education in general and building the profession in particular key communal priorities was more 
difficult and time-consuming than originally imagined. It required its own planning and 
implementation processes. In addition, the leadership of the community, presumed advocates of 
this agenda because of their support of the lead community process, nevertheless needed to be 
educated about the requisite pre-conditions and implications of this approach. 

These dilemmas were compounded by the fact that the communities understood the concept of 
their being selected as "lead" to mean "leading," as opposed to "lab site." That is, they perceived 
themselves as already doing high-quality work in Jewish education, which created tensions in the 
early years of our partnership about the nature of the work yet to be done. 

Today, we have indeed begun to see progress. Two communities have created innovative pilot 
projects: a long-distance Masters degree program for Milwaukee Jewish educators run by the 
Cleveland College of Jewish Studies; and a professional development program in early 
childhood in Baltimore: Machon l'Morim: Breishit. The first of these programs, funded through 
communal and private foundation funding, is a cooperative effort of the central agency in 
Cleveland, the local Lead Community Project, and the Cleveland College. The latter is privately 
funded and has the benefit of expertise from Baltimore Hebrew University and the central 
agency. Both have benefited from CIJE planning and consultation. 
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Lead communities, with CIJE's help, have also become venues for other innovative Jewish 
educational projects. At this time, for example, each of the communities will have a synagogue 
affiliated with the Experiment in Congregational Education (ECE). A pilot project for developing 
lay leadership for Jewish education in Milwaukee is now underway. 

Lead community educators have taken part in all of CIJE programs in a greater proportion than 
educators in other communities, which is to be expected. More important, there is greater post­
program communication and follow-up work in these communities than in others represented in 
our programs. Groups of educators who have attended the CUE/Harvard educational leaders 
seminars have continued to meet together, usually with the encouragement of the director of the 
central agency. Participants in CIJE seminars have begun to take leadership roles at home in both 
the professional councils of educators and in communal committtee structures. As we begin to 
plan a leadership seminar for lay and professional leadership this year, it is members of the lead 
communities who are thinking about who will constitute their own communal teams. All of these 
are positive signs that the agenda of educational reform is now becoming part of the lead 
community landscape. 



Brandeis University Planning Consultation 

One of the primary missions of CUE is to help Jewish educational institutions do the strategic 
planning necessary to have a significant impact on Jewish life in North America. In the spring of 
1995, Brandeis University began a series of conversations with CUE about the expansion of the 
university's capacity for and impact on Jewish education. In the fall of 1995, Brandeis submitted 
a funding proposal to the Mandel Associated Foundations to plan for Brandeis's future in Jewish 
education. The central deliberative body of the planning process, The Task Force on Jewish 
Education at Brandeis, met for the first time in December 1995. 

The primary purpose of the university planning process for Jewish education is to determine 
what Brandeis's priorities should be in serving the educational needs of the Jewish community. 
The process is overseen by the task force, consisting of Brandeis faculty and leaders of the 
Boston-area Jewish educational community; a steering committee of five members of the task 
force; and two consultants from CIJE. 

The task force is considering the following questions: 

• What are Brandeis's current involvements in Jewish education? 

• What are the educational needs of the North American Jewish community? 

• How can Brandeis build upon its strongest resources to meet a set of identified needs of 
the Jewish community? 

• What are the university's highest priorities in developing its resources to serve the 
identified educational needs of the Jewish community? 

Under the leadership of Brandeis president Jehuda Reinharz, the planning process involves a 
valuable collaboration between the university and the CUE. CIJE consultants are working closely 
with the task force on identifying the Brandeis resources most appropriate for addressing the 
community's educational needs, targeting areas for most immediate attention, and developing a 
framework for the university's Jewish educational initiatives. 

Following this planning process, Brandeis intends to put these resources to work on meeting the 
specific programming, training, and research needs in North American Jewish education. 
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Other CIJE Planning Initiatives 

In 1995, CIJE, together with JESNA, convened a first consultation toward the goal of 
establishing a national program for training locally based evaluators of Jewish educational 
initiatives. As the Jewish community and its leadership allocate resources to a range of Jewish · 
educational projects, the issue of evaluation is becoming urgent. When new initiatives are 
undertaken, how can their impact be measured and assessed against other approaches? 

CIJE is committed to increasing the capacity for research and evaluation with implications for 
communal policy. With JESNA, we are currently planning and designing an Evaluation 
Institute for Jewish Education to be launched in the coming year. 

CIJE is also a consultant to the following projects: 

Machon L'Morim, an early childhood initiative in Baltimore funded by the Children of Harvey 
and Lyn Meyerhoff Philanthropic Fund; 

The New Atlanta Jewish Community High School; 

The Milwaukee Masters of Judaic Studies in Jewish Education, a pioneering M.A. program 
funded by the Helen Bader Foundation. The M.A. degree, from the Cleveland College of Jewish 
Studies, will be earned by Milwaukee educators in a distance-learning program of the Lead 
Community Initiatives project of the Milwaukee Jewish Federation. 

CUE is also actively consulting on the professional development of teachers with the Torah 
U'Mesorah movement; and with She'arim, a new program for the recruitment and education of 
future day school teachers, co-sponsored by Drisha Institute and the Beit Rabban Center in 
New York. 



• 
The CJJE Board Seminar Series 

Beginning in Fall 1994, CIJE has held an invitational seminar twice a year preceding the CIJE 
Board Meeting. The seminar, convened for Board members and communal and professional 
leaders in the New York area, invites speakers from the academic community to apply their 
disciplines to the current Jewish condition and Jewish educational policy. 

Previous programs have included: 

Dr. Terrence E. Dea], Professor of Education and Human Development at Vanderbilt University 
and Co-director of the National Center for Educational Leadership (NCEL): 
Frames for Thinking about Educational Leadership. 

Dr. Jonathan Sarna, Braun Professor of American Jewish History at Brandeis University: 
A Great A wakening: The Transformation that Shaped Twentieth Century American Judaism 
and its Implications for Today. 

Dr. Arthur Green, Philip W. Lown Professor of Jewish Thought at Brandeis University: 
Transforming the Aleph: Judaism for the Contemporary Seeker. 

Rabbi David Hartman, philosopher, activist, founder of the Shalom Hartman Institute in 
Jerusalem: 
The Road to Sinai in Our Time. 

Dr. Lawrence A. Hoffman, Professor of Liturgy at Hebrew Union College-nR: 
The Transformatio11 of the Synagogue in the Coming Century. 

The CIJE Essay Series 

CIJE publishes the Board Seminar series in essay form and distributes the publications widely to 
communal and educational leaders in the North American Jewish community. 

Currently available: 

A Great Awakening: The Transformatio11 that Shaped Twentieth Century American Judaism 
and its Implications for Today, by Jonathan Sarna. 

Transforming the Aleph: Judaism for the Contemporary Seeker , by Arthur Green. 

Other publications are forthcoming. 



... 
The CIJE Luncheon Seminar Series 

Since Fall 1995, CIJE has convened an invitational seminar that meets four times a year to 
consider recent academic and conceptual work in the broad field of Jewish education, identity, · 
and policy. Participants are drawn from the greater New York area's academic institutions, 
Jewish communal organizations, and foundations. Papers or chapters are mailed in advance to 
participants, who meet to reflect upon findings and raise interdisciplanary questions to further 
one another's work. 

Previous programs have included: 

Dr. Jonathan Woocher, Executive Vice President of JESNA: 
"Toward a 'Unified Field' Theory of Jewish Continuity." 

Professor Michael Rosenak, of the Melton Centre for Jewish Education at Hebrew University: 
"Realms of Jewish Learning: Two Conceptio11s oftl,e Educated Jew. " 

Dr. Gail z. Dorph, Senior Education Office at CIJE: 
"Content-Specific Domains of Knowledge/or Teaching Torah." 

Dr. Sherry Blumberg, Associate Professor of Jewish Education at Hebrew Union College: 
"To Know Before Whom You Stand: A Philosophy of Liberal Jewish Education/or the 
Twenty-First Century. " 

Dr. Bethamie Horowitz, Senior Scholar at the Center for Jewish Studies at the CUNY Graduate 
Center: 
"Beyond Denomination: Emerging Models of Contemporary American Jewish Identity. " 
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MINUTES: 

DATE OF MEETING: 

CIJE STEERING COMMITTEE 

October 16, 1996 

DATE MINUTES ISSUED: November 14, 1996 

PARTICIPANTS: 

COPY TO: 

I. Announcements 

Morton L. Mandel (chair), Sheila Allenick, Karen Barth, John 
Colman, Gail Dorph, Josh Elkin, Adam Gamoran, Ellen Goldring, 
Lee M. Hendler, Stephen Hoffman, Alan Hoffmann, Barry Holtz, 
Stanley Horowitz, Josie Mowlem (sec'y), Dan Pekarsky, Dalia 
Pollack, Nessa Rapoport, Charles Ratner, Esther Leah Ritz, 
Richard Shatten, Jonathan Woocher 
Dan Bader, Seymour Fox, Annette Hochstein, Henry Zucker 
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Mr. Mandel welcomed Josh Elkin and Stanley Horowitz to the meeting. He reviewed the 
contents of the Steering Committee book. 

Il. Master Schedule Control 

The master schedule control for 1997 was reviewed. The current thinking is to bold all of 
our Steering Committee meetings in New York. The next Steering Committee meeting is 
scheduled for December 5 from 9:30 - 2:00. The October 1997 meeting will be held on 
October 13th. The chair noted the Board design is still under review and consideration. 
However, the committees should be eliminated from the schedule. 

ID. 1997 Work Plan 

Alan Hoffmann described the process staff is using to prepare the work plan, which has 
included quantifying the time involved in doing each aspect of our work. We have been 
trying to juggle and re-evaluate assignments and the time it takes to complete the work. 
Also, the work plan is being costed out together with Sheila Allenick. A fundamental 
conclusion seems to be that more staff are needed to complete CIJE's work. 

Assignment Alan Hoffmann and Karen Barth will prepare the third iteration of the work plan and send 
it to the Steering Committee around Thanksgiving. It was noted that we do not currently 
have a developed strategy for community mobilization/lay leadership development, but 
this will be an area that will be featured in the strategic plan. 

Nellie Harris, presently a Jerusalem Fellow, has been hired and will be present at the 
meeting in December. 
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IV. Strategic Plan 

Karen Barth reviewed the phases of the Strategic Plan, and described the activities to 
date. She introduced Shlomo Offer, a consultant who is working on several aspects of the 
plan, and noted that another consultant, Bettina Klein, has also been hired. Bettina is 
researching the cost of Jewish education and the results will be presented a forthcoming 
meeting. 

To date, 13 external and 7 internal interviews have been conducted. The list of 
interviewees was reviewed. The members of the Steering Committee were urged to send 
other names to Karen Barth. 

These points were raised in the discussion: whether the vision is too ambitious; how 
Jewish education relates to other aspects oflife; what is the role of spirituality; what 
communal structure would support out-of-the box thinking; whether the vision takes into 
account changes in the workplace and the part-time nature of many Jewish educators. 

The next steps should include an additional 20-25 interviews, another staff workshop and 
a re-draft of this material. The focus at the next meeting of the Steering Committee is on 
the change process. 

V. Board Seminar and Meeting 

The Board Seminar will take place at the Jewish Museum which will open its doors at 
6:30. Chuck Ratner will chair the evening and Rabbi Larry Hoffman is the speaker. The 
Board meeting will begin at 9:30 am. There are 33 people expected. The theme is the 
power of ideas and learning. The agenda of the meeting was reviewed. 

VI. Steering Committee 

The chair indicated that members of the Steering Committee had been asked to suggest 
names for additional members of the Committee. A list of possible invitees was 
circulated. The plan is to invite 2-3 new members during the next 12 months. Two 
suggestions were made: that geography should be taken into account and that a way to 
involve funders would be helpful. Mort Mandel invited Morris Offit to become a 
member of the Steering Committee and he has accepted and will be at the next meeting. 

VII. Brandeis Planning Process 

CUE has been involved since 1995 in meetings with Brandeis University about the 
expansion of the university' s capacity and impact in Jewish education. Alan Hoffmann 
and Barry Holtz, who presented this report, represent CIJE at the meetings of the Task 
Force. The other members come from across the entire Brandeis community. The Task 
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Force has done impressive work: many interviews and small group meetings. There has 
been an extensive involvement by the professors, and the next step is to involve lay 
people. Mort Mandel, Charles Ratner, and Esther Leah Ritz are participating in a 
consultatiion with lay leaders on October 18th. The group will conclude its work in June 
or September of 1997 and will issue a report. Alan and Barry have served as planning 
consultants and have worked closely in this process which can serve as a model for other 
such consultations. 

VIIl. CIJE Update 

A. Community Mobilization. 

Nessa Rapoport described CIJE's involvement at the GA, which includes a forum on 
Wednesday November 13 at I :00 p.m. which John Colman will chair. Karen Barth is 
participating in a session on Friday on synagogue change. Disappointment was expressed 
about the lack of Jewish education/identity issues at the GA. This issue facing CIJE is 
how to articulate the critical issues in Jewish education at the national level. One way is 
to be on the agenda at national agency conferences and meetings; the other is a CIJE 
sponsored Biennial, devoted entirely to Jewish education. 

B. Building the Profession 

Gail Dorph reported that there are over 60 participants expected at the December TEI 
which includes Cohort I and II. Regional meetings have taken place in the interim to 
reinforce the learning. There will be another meeting on the video tape project and the 
video will be shown at an upcoming Steering Committee meeting. Re: Harvard, our two 
previous seminars were very successful and a third one is planned for January 1997. For 
the first time, lay people will participate. There has been so much interest, that TEI 
groups have begun to meet locally to continue the process. 

C. Milwaukee Lay Leadership Project 

Dan Pekarsky reported on the Milwaukee lay leadership development process in which he 
and Nessa are involved. This project is a powerful model for future development of lay 
leadership. The process will be described in detail at tomorrow' s Board meeting by 
Louise Stein. 

D. Update 

Alan Hoffmann gave an update on several. items: the CIJE and Wexner Fellowship staffs 
have met and are meeting again. Among items discussed is how to recruit outstanding 
people for Jewish education. Our work with Torah Umesorah continues and they are 
developing their own version of TEI to professionalize their educational system. 



Nessa Rapoport described the Luncheon Seminar which is now in its second year. It has 
proven to be a successful venue for professionals to meet to discuss a paper in a 
comfortable collegial way. The next paper will be delivered by Dr. Bethamie Horowitz. 

Barry Holtz reported that the new versions of Best Practices in Early Childhood 
Education and Supplementary Schools will be available tomorrow at the Board Meeting. 
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 

ASSIGNMENTS 
73890 ASN IREV. 7/94} PRtNTEO IN U.S.A. 

Function: CIJE STEERING COMMITTEE 

Subject/Objective: ASSIGNMENTS 

Originator: f Date: 11/26/96 

NO. 
OESCRJPTION PRIORITY ASSIGNED DATE DUE DATE 

TO ASSIGNED 
(INlTIALS) STARTED 

1. Show TEI video tape to Steering Committee. GZD 6/26/96 TBD 
' 

2. Send out article by Adam Gamoran printed in "Journal of Religious ADH 6/26/96 TBD 

Education." 

3. Prepare third iteration of the workplan ADH/ 10/ 16/96 11/27/96 
KAB 

Page 1 of 1 
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1997 Work Plan 

CIJE 

For Discussion December 5, 1996 

-
November 26, 1996 
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WORK PLAN IDGHLIGHTS 

• Complete a five-year strategic plan for CIJE 

• Continue to build and refine our training pilots for teacher educators and principals 

• Consult to new and existing program in professional development for educators 

• Expand the Goals Project and conduct several pilots 

• Create an extensive array of publications designed to: 
Tell the CUE story 
Seed the culture with powerful ideas 
Support policy-making with research 
Provide tools for change 

-

• Continue to support our lead communities while preparing for a major new initiative in Community Mobilization (to be defined as 
part of the Strategic Planning process) 

• Disseminate and utilize our Best Practice work 

• Continue to expand capacity by adding to staff and by creating a cadre of General Education professors to help with our work 

• Cut back on time d!evoted to core activities 

• Do intensive planning for 1998 initiatives in: 
Early Childhood 
Senior Educational Leadership 
Research and Development 

1 
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WORKPLANSUMMARYBYDOMAIN 

DOMAIN SUMMARY AND APPROACH 

Building the Profession Continue to refine and expand pilot training programs for 
teacher educators and principals; solidify the professors group; 
plan major initiatives for 1998 

Community Mobiliz.ation Maintain on-going relationships with lead communities, national 
organiz.ations, and key lay leaders; broadly rethink our strategy 
in this area 

Content and Programs Run several pilots of the goals project, while undertaking a 
planning effort in this area; disseminate Best Practice materials 
and integrate them into our training institutes and programs 

Monitoring, Evaluation, and Feedback Continue rigorous monitoring and evaluation of TEI; use data 
from prior surveys to develop policy briefs; begin serious 
planning for building research and evaluation capacity 

Publications Develop an extensive array of publications; create a long term 
publications strategy; develop a database to support 
dissemination 

Core Complete a five-year strategic plan 
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DOMAIN: BUILDING THE PROFESSION 

Category Description Responsibility Complete By Objective 

TEI Run 4 seminars for cohorts 1 and 2 GZD Mar, Apr, Jun, Dec Develop capacity and tools for in-
service training of supplementary 

Start Cohort 3 GZD Aug, Dec school teachers 

Set up a network of TEI participants NH Dec 

Create 4 video packages GZD Jan, Mar. Jun, Aug 

Write the TEI story GZD Dec 

Complete 1st phase of TEI AG/EG/BR Feb 

evaluation ( community map) 

Lay/Professional 1 short lay/professional leadership GZD with Jan Experiment with cooperative 
Leadership Seminar seminar lay advisors lay/professional leadership 

development 

Leadership Seminar 1 five-day professional leadership GZD Nov Train educational leadership for 
for Principals seminar schools 

Build 3 day seminar in January BWH/GZD Jan Develop a group of general 
Capacity/Professors education professors who will be 

5-day spring seminar GZD/NEW Jun available to consult to institutions 
of Jewish education 

Recruit new professors GZD/NEW Dec 

Fold professors into CUE work GZD/NEW Ongoing 
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Planning National Center for Jewish KAB Oct Develop vision for initiatives to be 

Educational Leadership (JEWEL) implemented in subsequent years 

Senior Personnel Planning KAB Oct 

Norms and Standards NEW Dec 

Early Childhood NEW Dec 

Consultations Consultations on Professional GZD/BWH/ Ongoing Support the creation of new 

development with: NH models in Professional 

Brandeis, Torah Umesorah, Day Development 

School Training Initiative, Florence 
Melton Adult Mini-School, Melton 
Israel Short term program, 
Orthodox day school principals 

Professional Combine what we've learned about GZD/BWH/ Oct Develop policies that can be 

Development Policy Professional Development in EG/AG/BR/ adopted by communities to 

Brief General Education with what we NR markedly improve Professional 
know about Professional Development of teachers and 

Development in Jewish Education educational leaders 
to create a policy brief 
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DOMAIN: COMMUNITY MOBILIZATION 

Category Description Responsibility Complete By Objective 

Community Consultations Work on development of GZD Ongoing Experiment with mobilizing 
personnel action plans communities around the 

importance of professional 
Support pilot projects in lead NR/GZD/DNP Ongoing development goals and evaluation 
communities e.g. Milwaukee 
leadership, Beth Israel, Atlanta-
early childhood and others as 
appropriate 

Support evaluation efforts with EG/AG Ongoing 
lead communities 

Relationships with Continue to meet with and KAB/NR Ongoing Build the reputation of CIJE and 
National Organizations maintain relationship with key maintain relationships that enable 

national organizations ( e.g. us to work in partnership with 
movements, federations, JESNA) ,others 

Luncheon Seminars Offer six luncheon seminars NR Jan-Dec Build a community of academics 
presenting "big ideas" and policy makers in Jewish 

education/continuity in the New 
York area 

Board/Steering Committee Touch base in a meaningful way KAB Jun More effectively stimulate and 
Board Seminar with key Board members energize lay and professional 

leaders to be informed advocates 
of Jewish education 
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DOMAIN: CONTENT AND PROGRAMS 

Category Description Responsibility Complete By Objective 

Dissemination of Best Implement plan to further BWH/NR Jun Build awareness of our work and 
Practice Materials disseminate Best Practice ensure that people outside of CIJE can 

materials make use of the Best Practice work 
that we have done 

Use Best Practice materials Integrate learning from Best BWH/NR Ongoing Ensure that we are fully utilizing our 
in our work Practice work into TEI, Harvard Best Practice materials in all of our 

Leadership, Milwaukee institutes and programs 
Leadership Project, and 
Professors project 

Goals Project Milwaukee and Beth Israel DNP Ongoing Create models of change at 
Pilots congregational and community levels; 

expand our understanding of the 
Goals Publications DNP/NR Dec process of change; develop tools and 

case studies for use in change efforts, 
Plan for future Goals Project DNP/NR Apr community mobilization and training; 
strategy develop vision-sensitive CIJE resource 

people 
Consultations DNP Ongoing 

Growing Capacity DNP Ongoing 

Form a network of leaders NEW Dec 
engaged in building institutions 
names 
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DOMAIN: PUBLICATIONS 

Category 
I 
Publication/Description Responsibility Completed By Objective 

Telling the CUE Story Current Activities NR Ongoing Let others in the Jewish community 
and the wider community know 

Year-in-review NR Feb about CUE and its work 

TEI story GZD/NR Dec 

Seeding the Culture with One document in essay series NR TBD Help create the cultural changes 

Powerful Ideas needed for further education 
revitalization 

Research for Policy Professional Development Policy NR/BWH/ Oct Provide the facts necessary to 

Brief AG/EG/BR shape policy 

Leaders Report NR/EG/AG/ Jun 
BR 

Teachers Report NR/EG/AG/ Mar 
BR 

Tools for Change The Place of Vision in Jewish DNP/NR Dec Create tools for use in mobilizing 

Educational Reform communities and institutions for 
change, and for training 

From Philosophy to Practice: Case NR Jun professional leadership 

Study of the Agnon School 

Strategy Develop a longer term strategy for NR Jun Clarify longer term approach to 

CIJE publications publications 

Database Develop dissemination database NR Apr Facilitate distribution of published 
material and other mailings 
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DOMAIN: RESEARCH & EVALUATION 

Category Description Responsibility Complete By Objective 

Ongoing Evaluation of TEI Observations and follow-up EG/AG/BR Ongoing Gather data that can be used to 
interviews evaluate the effectiveness of the TEI 

pilot project and to provide evidence 
Write one year report and interim EG/AG Oct to support the spinoff of this project 
case studies of communities 

Present to communities GZD Dec 

Ongoing Community Advise communities on evaluation EG/AG/BR Ongoing Continue to build evaluation into the 
Consultations issues as they arise culture of our Lead Communities 

Build Research Capacity Engage in discussions with opinion EG/AG Dec Begin thinking about an 
research centers about building infrastructure for Research in Jewish 
capacity for Research & Evaluation Education 

Build Evaluation Capacity Set up Evaluation Institute EG/AG Oct Begin to create an evaluation 
capacity at the community and 
national level 
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DOMAIN: CORE 

Category Description Responsibility Complete By Objective 

Strategic Plan Develop a five-year strategic KAB Apr Take a more vision-driven, more 
plan to guide our future work, strategic approach to our work 
planning and decision making 

Staff Meeting and Internal Continue to meet regularly KAB Ongoing Improve the time-efficiency of 
Planning with core staff only meetings and planning activities 

Start work planning in KAB Oct 
May/June 

Fundraising Create and adhere to a rigorous KAB Oct Complete 1997 fundraising by 
fundraising schedule October 1 
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PLAN FOR BUILDING STAFF CAPACITY 

NAME PERCENT OF TIME JOB POSITIONS FOR 1997 LONG TERM JOB DESCRIPTION 

Alan Hoffmann Half t ime through August Executive Director Consultant/ Ad visor 

Karen Barth 80% Senior Consultant/Executive Director Executive Director 

Gail Dorph 100% Senior Education Officer Director of Building The Profession Domain 

Nessa Rapport 100% Director of Publications Director of Communications 

Barry Holtz 60% through August Part-time Consultant Director of Content and Programs 

(new) 100% Chief Administrator and Financial Chief Administrator and Financial Officer 

Officer 

Nellie Harris (new) 100% after August Education Officer Manager of selected ongoing BTP Programs 

Building the Profession (new) 100% Education Officer Assistant with building future programs 

Bookkeeper (new) 100% Data entry and Reconciliations Data entry and Reconciliations 

Ellen Goldring 30-40 days . Consultant - Research and Evaluation Consultant - Research and Evaluation 

Adam Garnoran 30-40 days Consultant - Research and Evaluation Consultant - Research and Evaluation 

Bill Robinson 100% Field Evaluator Field Evaluator 

Dan Pekarsky 40 days Consultant - Goals Consultant - Goals 
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13 Generic Approaches to Achieving Transformational Change 

Steering Committee Meeting 

December 5, 1996 
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13 Generic Approaches to Achieving Transformational Change 

Name Description Examples 

l Relationships Organizing opportunities for role Women's campaign in Milwaukee 
modeling and mentoring by effective 
change leaders 

2 Leaders hip Training Teaching the how and why of change in Jerusalem Fellows 
the classroom to people currently in TEI 
leadership positions or potential Harvard Seminars 
leaders/change agents Alberto Senderay 

Wexner Heritage 
Wexner Fellows 

3 Convening/Networking Bringing together like groups of people Coalition of Essential Schools 
with institutions to support each other CAJE 
in the work of change 

4 Consulting Sending process and/or content experts CUE consultations 
to help build and implement a change Goals Project 
vision at the institutional or 
community level 

5 Publishing and Speaking Writing or speaking about the why and CIJE Publications 
how of change JESNA Publications 

6 R & D Seeding many small experiments in the NY Continuity Commfasion 
(Let a thousand flowers bloom) hope that some will succeed and can 

be "rolled out" broadly 

7 Research Using rigorous research and evaluation The CUE Study of Educators 
to motivate change and to set direction 
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8 Modeling Change Modeling change with a new or existing Lead Communities 

institution or within an entire B'nai Jesburun 

community 

9 Modern Marketing Motivating people to change through Willow Creek Church 
media advertising, direct marketing, Lubavitch 
personal sales National Jewish Outreach 

10 Magic Bullets Introducing a simple initiative into an Bookshelves in former Soviet Union 
environment that catalyzes change on 
a broad scale 

11 Money Using financial incentives to change Challeng,e grants 
behavior 

12 Accreditation/Prize Encouraging organizations to change so Baldridge awards 
that they can receive a prize or Covenant awards 

accreditation 

13 People Bringing new people or new types of ? 
people into key positions 
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VISION STATEMENT- DRAFT 2 

Steering Committee Meeting 
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DRAFT VISION FOR OUTCOMES IN THE NORTH AMERICAN JEWISH COMMUNITY 

1. Centrality of Learning/Knowledge Jewish learning broadly defined (~. including arts, history, meditation as well as traditional types of 
learning) is central to the life of North American Jews. There is a recognized minimum level of 
knowledge and skills that most Jews achieve and a substantial group that achieves much higher 
levels. 

2. Jewish Identity Being Jewish is at the heart of the self-image of most Jews. 

3. Moral Passion Moral passion and a commitment to repairing the world is recognized as being at the heart of what it 
means to be Jewish. 

4. Jewish Values Jews and the organized Jewish Community are actively involved in bringing Jewish values to bear on 
their own lives and on the problems of the wider society. 

5. Pluralism Many different ways exist of being and living as a committed Jew but there is a recognized core 
common "language" and an atmosphere of mutual respect. 

6. Involvement/Commitment Most Jews are deeply involved in one or more organizations that engage in learning, community 
work, cultural activities, prayer and/or other Jewish activities and that are central to their identities. 
These communities serve almost as extended families. 

7. Intensity/Energy There is a feeling of energy in these organizations and an intensity of involvement. These 
organizations engage the heart and mind. 

8. Relationship with Israel There is an strong, active, positive, mutual relationship with Israel. 

9. Leadership There is a large, talented group oflay and professional leaders driving continuous improvement and 
innovation in all aspects of Jewish Life. 

I 0. Continuous Renewal There is an ongoing process of continuous innovation and change and a built-in culture of creativity 
that drives this process. 
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THE SYSTEM OF JEWISH EDUCATION - DRAFT VISION 

Institutions 

• A multiplicity of high-quality institutions provide life-long learning opportunities. These include synagogues, day schools, 
supplementary schools, JCC's, camps, youth groups, Israel trips, Universities, early childhood programs and possibly other new 
institutional forms that do not exist today. Also much learning talces place outside of formal institutions(~, within the family) and there 
are programs that support these informal learning institutions. 

• Institutions within the system are driven by their own clear vision of what Judaism is about and of what is an educated Jew. Every 
aspect of their design is geared to support this vision. 

Community support 

• The community strongly supports education, providing access to high-quality formal and informal Jewish educational experiences for aJI 
children and adults regardless of their financial situation or where they live. The community provides support to existing educational 
institutions in their continuous effort to refine their goals and improve the quality of the educational services they provide. It also funds the 
development of new institutional forms. 

Lay leadership 

• There is a substantial, highly talented group of senior lay leaders who are committed to working on the continuous development and 
improvement of the system of Jewish education in their own communities and across North America. There is a much larger group of 
more junior lay leaders who are committed to supporting individual educational institutions. There is an accepted cultural norm among lay 
leadership that education is a critical area of communal focus. 

2 
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Professionals 

• The profession of Jewish education is a high-status occupation with compensation and benefits competitive with other professional 
fields. It attracts many of the best and brightest. 

• There is a group of committed, sen_ior professional educators of the caliber of leaders in medicine, law, business and academia in the 
most important senior-level positions. 

• There are: mid-level professionals in key positions throughout the system including principals, central agency personnel, teacher 
educators and field evaluators who are Jewishly committed, Jewishly literate and well-trained in the relevant areas of educational theory 
and practice from the field of General Education. 

• Teachers are well-qualified Jewishly and in the field of General Education and are continuously updating their skills. 

• Rabbis have the skills and training to be dynamic, inspiring spiritual leaders and teachers, and they view education as central to their 
ITilSSIOn. 

Content 

• Jewish educational content is different in every educational setting but there is an evolving understanding of a core knowledge base that 
is crucial to basic Jewish literacy. The Jewish community is struggling both formally and informally to define and redefine this knowledge 
base. 

• There are multiple connection points each with their own types of content. These might include spiritual/meditative learning, the arts, 
Yiddish language and culture, historical learning as well as more traditional types of text study. 

• The content of Jewish learning is relevant and infused with meaning for those who participate. It is based in tradition but is presented in 
such a way that it captures the hearts and minds of those who engage with it at ainy age. 

3 
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Continuous improvement/innovation 

• Jewish education uses state-of-the-art teaching methodologies from general education as well as methods from the Jewish tradition. 
There is active ongoing development of new materials, curricula, programs and institutional forms. New technologies (~, CD ROM, 
Internet) are integrated into the Jewish system of education. 

4 
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CRITICAL OUTSTANDING ISSUES 

• What does pluralism really mean? What are its limits? What level of respect/tolerance/involvement is needed between different groups to 
achieve real pluralism? 

• Where do the spiritual seekers fit into our vision? Do we have the institutional fom1s and people who will engage them in a meaningful 
way? 

• Does our vision fit with the expressed needs of the "customer," especially with those who are currently unaffiliated? If not, do we believe 
that the "customer" has latent needs that fit with our vision and could these latent needs be awakened? 

• What new institutional forms should become part of this future vision? What new governance forms should be contemplated? What new 
jobs and roles need to be created? 

• Where do we see marginalized groups fitting into our vision(~, immigrants, Jews by choice, retirees, intermarried families, 
gays/lesbians)? 

C:\CIJE.\KAREN\VJSIONJ E. WPD 
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Federations/ Schools Synagogues Camps Hillels JCCs Israel University Other 

Bureaus Programs Programs 

Relationships 

Leadership 
Training 

Convening/ 
Networking 

Consulting 

Publishing and 
Speaking 

R & D 

Research 

Modeling 
Change 

Modern 
Marketing 

Magic Bullets 

Money 

Accred itation/ 
Prize 

People 



- - -STRATEGIC GAMEBOARD: PEOPLE 

Senior Lay Jun ior Lay Senior Principals Teachers Teacher Others 
Leaders Leaders Professionals Educators 

Relationships 

Leadership 
Training 

Convening/ 
Networking 

Consulting 

Publishing and 
Speaking 

R & D 

Research 

Modeling 
Change 

Modern 
Marketing 

Magic Bullets 

Money 

Accreditation/ 
Prizes 

People 



7 . CALENDAR OF 
EVENTS 



CIJE Calendar of Upcoming Events 
December 1996 - December 1997 

DATE 
: 

EVENT 
.. ,:: 

December 11, 1996 L uncheon Seminar 

December 15-18, 1996 TEI Cohort I & n 

J anua ry 15-16, 1997 TEI Video tape meeting 

January 19-20, 1997 Harvard Leadership Seminar 

January 30 - February 2, 1997 Professors Seminar 

February 3, 1997 Community Day H igh School 
meeting 

February 6, 1997 Steering Committee 

Februa ry 11, 1997 Luncheon Seminar 

March 2-5, 1997 TEI Cohort [I 

Ma rch 11, 1997 Luncheon Seminar 

April 9, 1997 Steering Committee 

April 10, 1997 Board Meeting 

May 4-7, 1997 TEI Cohort l 

J une 1-4, 1997 TE I Cohort n 

J une 17, 1997 Luncheon Semina r 

June 26, 1997 Steering Committee 

August 7, 1997 Steering Committee 

October 13, 1997 Steering Committee 

November 14-19, 1997 GA 

December 3, 1997 Steering Commitee 

December 4, 1'997 Board Meeting 

PLACE 

NYC 

Cleveland 

NYC 

Boston 

Miami 

NYC 

NYC 

NYC 

NYC 

NYC 

NYC 

NYC 

NYC 

NYC 

India napolis 

NYC 

NYC 
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Irwin Field 
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Max Fisher 
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John Colman*+ 
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Glencoe, IL 60022-1801 222 North LaSalle Street 

Phone: 847-835-1209 Chicago, IL 60601 

FAX: 847-835-4994 Phone:312-899-5020 
FAX: 312-899-5038 

Rabbi Maurice Corson 
The Wexner Foundation Alfred Gottschalk 

158 West Main Street Hebrew Union College 

P.O. Box 668 310 I Clifton Avenue 
New Albany, OH 43054 Cincinnati, OH 45220-2488 

Phone: 614-939-6060 Phone: 513-221-1875 

FAX: 614-939-6066 FAX: 513-221-2810 

Susan Crown Neil Greenbaum 

Ari & Ida Crown Memorial Sachnoff & Weaver, Ltd. 

222 N . LaSalle Street, #2000 30 S. Wacker Drive, 29th Fl. 

Chicago, IL 60601-1102 Chicago, IL 60606-4784 

Phone:312-899-5030 Phone: 312-207-3852 

FAX: 312-899-5038 FAX: 312-207-6400 

*Executive Committee Member 
+Steering Committee Member 
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Forest City Enterprises 
10800 Brookpark Road 
Cleveland, OH 44130 
Phone: 216-267-1200 
FAX: 216-267-3925 

Esther Leah Ritz *+ 
626 E. Kilbourn Ave., #2301 
Milwaukee, WI 53202 
Phone:414-291-9220 
FAX: 414-291-0207 

William Schatten 
3280 Howell Mill Road, NW, #121 
Atlanta, GA 30327 
Phone:404-351-5315 
FAX: 404-355-8972 

Richard Scheuer 
21 Willow A venue 
Larchmont, NY 10538 
Pbone:914-834-3546 
FAX: 914-834-6936 

Ismar Schorsch 
Jewish Theological Seminary 
3080 Broadw ay 
New York, NY 10027 
Pbone: 212-678-8072 
FAX:212-678-8947 

David Teutsch 
Reconstructionist Rabbinical College 
Church Road & Greenwood Ave. 
Wyncote, PA 19095 
Phone:215-576-0800 
FAX:215-576-6143 

I 0/25/96 

Isadore Twersky 
Harvard University 
6 Divinity Avenue 
Cam bridge, MA 02 13 8 
Phone: 617-495-4326 
FAX: 617-496-8904 
(H) 617-232-7356 

Maynard Wishner * 
Rosenthal & Schanfield 
55 East Monroe Street, #4620 
Chicago, IL 60603 
Phone: 312-899-5524 
FAX: 312-236-7274 

Bennett Yanowitz 
Kahn, Kleinman, Yanowitz & Arnson 
2600 Erieview Tower 
Cleveland, OH 44114 
Phone: 216-696-331 l 
FAX: 216-696-1009 
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Daniel Bader 
Helen Bader Foundatio n 
777 East Wisconsin Avenue, Ste. 3275 
Milwaukee, WI 53202 
PH: 4 l 4-224-6464 
FX: 414-224-1441 

Karen Barth 
CIJE 
15 East 26th Street, Room 1038 
New York, NY 10010-1579 
PH: 212-532- 2360 
FX: 212-532-2646 

John Co lman 
4 Briar Lane 
Glencoe, fL 60022 
PH: 847-835-1209 
FX: 847-835-4994 

Gail Dorph 
CIJE 
l 5 East 26th Street, Room l 008 
New York, NY 10010-1579 
PH: 212-532-2360 
FX: 212-532-2646 

Adam Gamoran 
University of Wisconsin 
Department of Sociology 
1180 Observatory Drive 
Madison, WI 53706 
PH: 608-263-7829 
FX: 608-265-5389 

Ellen Goldring 
Peabody College-Vanderbilt Univ. 
Box 514, Dept. Educational Leadership 
Nashville, TN 37203 
PH: 615-322-8037 
FX: 615-343-7094 

Lee M. Hendler 
2734 Caves Road 
Owings Mills, MD 211 17 
PH: 410-363-4135 
FX: 410-363-9790 

Stephen Hoffman 
JCF 
1750 Euclid Avenue 
Cleveland, OH 44115 
PH: 216-566-9200 
FX: 21 6-566-9084 

Alan Hoffmann 
CIJE 
15 East 26th Street, Room 1013 
New York, NY 10010-1579 
PH: 212-532-2360 
FX: 212-532-2646 

Barry Holtz 
CIJE 
l 5 East 26th Street, Room l O 10 
New York, NY 10010-1579 
PH: 212-532-2360 
FX: 212-532-2646 

Morton Mandel 
Prem ier Industrial Corporation 
4500 E uclid Avenue 
Cleveland, OH 44103 
PH: 216-391-1852 
FX: 216-391-5430 

Morris W. Offit 
Offitbank 
520 Madison Ave. 
New York, NY 10022 
PH: 212-350-3800 
FX: 212-593-4711 



Daniel Pekarsky Esther Leah Ritz 

- 4006 Mandan Crescent 626 East Kilbourn Avenue, Apt. 2301 
Madison, Wl 53711 Milwaukee, WI 53202 
PH: 608-262-1718 PH: 414-291-9220 

FX: 608-262-9074 FX: 414-291-0207 

Lester Pollack Richard Shatten 
Lazard Freres & Company Premier Industrial Foundation 
30 Rockefeller Plaza, #5050 4500 Euclid A venue 

New York, NY 10020 Cleveland, OH 44103 
PH: 212-332-5851 PH: 216-361-2955 
FX: 212-332-5801 FX: 216-391-5430 

Nessa Rapoport Jonathan Woocher 

CIJE JESNA 
15 East 26th Street, Room 1039 730 Broadway 
New York, NY 10010-1579 New York, NY l 0003-9450 
PH: 212-532-2360 PH: 212-529-2000 
FX: 212-532-2646 FX: 212-529-2009 

Charles Ratner 
Forest City Enterprises 
10800 Brookpark Road 
Cleveland, OH 44 130 

- PH: 216-267-1200 
FX: 216-267-3925 
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 
STEERING COMMITTEE 

AGENDA 
Thursday, December 5, 1996 

9:30 am - 2:00 pm 
New York 

Tab Assignment 

Master Schedule Control 1 MLM 

Minutes 2 KJ 

Assignments 3 KJ 

1997 Workplan 6 ADWKAB 

Strategic Plan Workshop 6a KAB 

CUE Update ADH/KAB/GZD 
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OFFITBA~K 

MORRIS W. OFFIT 

Mom~ W. Offit, :fifty-nine, is Chief Executive omcer of OmTBA.~, a 
ll.J.nlted puq:,osc Lrui.;t culllpmy clw1cn:tl by llJe, New York State Banking Depanm.ML 
The cure bWi~S vr this ptiv.ue baDk is investment maIJagcmem sel'Vices for non­
profit lostitntlons, p.dvate clieots, BRISA IIC\;uLW1s 11I1U wrpor,~. 

Mr. O£fit began h1s career ln 1900 at Meccaut.ile S&Ct: ~il .md Truan 
Cmnpany in 'R11ltiolf:u:e in i.nvt.stOJ.eJ.lt .reseat'clt. Ht: j~ Slllmnun Brothers In 1968 
llnd for. tf'.o. yem was ti. General Partner, during which time 1ne was rcspomiblc !or 
Wt"n"ldwide fixal inc.mnc and r.qnity i1,il~ llod tbe Stock Res~ Di:pHrlmenl. 
OFFITRANK',i zm:d~"nr CnfflJUlft)', Offir .M50(':iafes [nc., was fomied by him iu 
198:3. l'rior to that be waa associarod. With the Jnliu."i RaCT nmnp in Zurich (1980-
1982) and, as a Uircctor nf Baer Hnlding T ,td., he Wllll ~potisible f.or its U.S. 
ixlVCStmcot OJ)Cl'ation:!. . 

Mr. Offit received a BA from Iobm Bopki::n! Univcrsi1;y (19.57) and an MllA 
from tha Wbarton School of the UniVersit)' of Pennsylvania (l96U). He Wa.'I aJS() the 
rectpfem of an Honoriuy Degree of Doctor of Humane Letter:3 from Jobrul Hopkins 
University in 1996. In 1983 he served as Adjunct Professor of Fmance at the 
Columbia GradtJate School of Busmess, lecturing on the seconduy capitnl mnrkels. He 
has lectured Widely u invemnem seminars and graduate school& ot business tlnd 
iutmwiuual affain. He ha!i also 1n1thored a nmnber or articles for firumcilll 
publications. 

Mc. Offil's uu1.»i.tlt affilDLllWlll iirlwk w~vmg a~. a Trusiee of The Johns 
Hopkins University where he served u Chalcm.ao of the B(lal-u (1990-1996). He is 
al~ a Tmmee of the Jewish Museum whe:i:e be scrv~ as CLaiawm uC the Board (1987w 
1991). Other Truit¢Cships include Tbc Jewish 11u=ological Se.tnl.n.ary aud ILc Uuiuu 
Thcntove11l Scmin11ry. · 

July 1996 




