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? Qear dick and Jim,

In order to facilitate our conversation later today we are for-

warding a most incomplete draft-in-progress of the document we

are preparing on the lead communities. We will complete a draft

by Friday, as we undertook to do, It will include in addition to
- what is outlined here a brief executive summary, details about

the CIJE's role and about the launch and the first year.

Talk fo you later,

CRunctie
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LEAD COMMUNITIES AT WORK

DOCUMENT FOR DISCUSSION -~ PREPARED BY S,.FOX AND A.HOCHSTEIN

Introduction

- The Commission on Jewish Education in North America

c.

completed its work with five recommendations. Lead
communities is one of them, but it is also the means or the
ilaoe where the other recommendations will bs played out and

mplemented. Indeed, a lead community will demonstrate T

locally, how to:

o
2

sl

1. Build the profession of Jewish education and thereby address o7

the shortage of qualified personnel.

2. Mobilize community support by recruiting top community
leaders to the cauee of Jewish education;

3. Develop a research capability: the monitoring, evaluation
and feedback project in lead communities will contribute to
establish the knowledge base and the research capability;

[the best practices project will set norms and standards of

“ | quality by peointing to good practice in existing programs.

4. Establish an implementation mechanism -- the Council for
Initiatives in Jewish Education, to be a catalyst for the
implementation of these recommendations.

5. The fifth recommendation is, of course, the lead community
‘itsalf, to function as a local laboratory for Jewish
education.

The program will involve the implementation of an action
plan in the areas of building the profession of Jewish
education and mobilizing community support. This will be
undertaken in programmatic areas such as day schools or
Israal experience programs.

The scope of the project

1. A Lead Community will be an entire community engaged in a
major development and improvement program of its Jewish
education. Three model communities will be chosen to

demonstrate what can happen when there is an infusion of
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outstanding perscnnel into the educational system, when the
importance of Jewish education is recognized by the
community and its leadership and when the necessary
resources are secured to meet additional needs.

The vision and programs developed in Lead Communities will
demonstrate to the Jewish Community of North America what

Jewish education at its best can achicve.

2. The Lead Community project will involve all or most actors
of Jewish education in that site. It is expected that lay
leaders, educators, rabbis and heads of educational
institutions of all ideological streams and points of view
will participate in the planning group of the project, to
shape it, guide it, take part in decisions.

3, The Lead Community project will deal with the major
educational areas -- those which most people attend:

Supplementary Schools
Day Schools

JCCs .

Israel' programs

Early Childhood programs

In addition to these, areas of interest to the specific
communities will also be included, e.g. a community might be
particularly interested in:

= Adult learnin
- Family education
. Gtc... |

4. Most or all institutions of a given area will be inyolved
in the program (e.g. most or all supplementary schools)

5. A large proportion of the Community's Jewish
population will be involved.

Vision:

A lead Community will be characterized by its

ongoing interest in the goals of the project., Educational,
rabbinic and lay leaders will project, over time, a vision
of what the community hopes to achieve several years hence,
where it wants to be in terms of the Jewish knowledge and
behavior of its members, young and adult (e.g. all
adolescents have a good command of spoken Hebrew;
intermarriage decreases; many adults study classic Jewish
texts;; educators are qualified and engaged in ongoing

3
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training; supplementary school attendance has increased

dramatically; a locally produced Jewish history curriculum
is changing the way the subject is addressed in formal
education, the local Jewish press sats the tone, nationally,
in tar?s of the level and nature of its coverage of key
ssues

The vision, the goals, the content of Jewish education will
be addressed at two levels:

1. At the Communal level the leadership will develop and
- articulate a notion of where it wants to be, what it wants
to achieve

2. At the level of single institutions or groups of
institutions educators and clients will articulate the
educational goal of that institution

: [ It is anticipated that these activities will create much
/ \ debate and ferment in the community, that they will focus
[ . the work of the Lead Communities on core issues facing the
& Jewish identity of North Americen Jewry; that they will
k‘_;/ . . demand of communities to face complex dilemmas and choices.
At thallane time they will rc-focua the educational debate
on the oontcnt of education

‘3., The Insitituions of Higher Jewish Learning, the denomina

tions, the national organizations will join in this ef-
: fort., to develop alternative visions of Jewish education.
'  First steps have already been taken to engage institutions
' and organizations to participate in this endeavor.

7 F. Bullding the profession of Jewish education

COnnunitial will want to address the shortage of qualified
parlonnol[for Jewish education in ways such as: .

' ) 1. Hire 2+3 outstanding educators to bolster tha strength of
“9,_1/// 'educational practice in the community and to energize the
V{QJJCO‘ ‘thinking about the future .

‘2. Create several new positions, as required in order to
meet the challenges. For example: a director of teacher '
'education or curriculum development, or a director of Israel
proqramninq.

4. Devalop ongoing in-service education for most educators
‘in the mnungty, by programmatic area or by subject matter
- (e.g.the teaching of history in supplementary schools, adult
oducation in community centers)

' 5. Invite training institutions and other national resources
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to join in the effort, and invite them to undertake specific
assignments in lead communities. (e.g. the Jewish
Theological Seminary might assume roiionsibility for the
in-service education of all conservative supplementary
school staff) - :

6. Davelop a<igguqhtfuf plan to improve the terms of
employment of educators in the community

(including salary and benefits, career ladder, empowerment
and involvement of front-line educators in the process.)

Simultaneously with the work of lead communities, the CIJE
has undertaken to deal with continental initiatives to
improve the personnel situation. For example it worke with
foundations to expand and improve the training capability in
North America. :

=
Developing community support . H'erijwi W e

0"

This will be undertaken as follows:

1. Establishing a wall to wall coalition including the
Federation, the congregations, day schools, JCC's, Hillel
etc,.

2. Identify a lay "Champion" who will recruit a leadership
groupthat will drive the Lead community process.

3. Increase local funding for Jewish education
4. Develop a vision for Jewish education in the community

8. Involve the professionals in a partnership to develop this
vieion and a plan for its implementation

6. Establish a local implementation mechanism with a
professional head

7. Encourage an ongoing public diecussion of and advocacy for
Jewish education.

Wk ok ok ok ok ok ok ok W ko ok ok R *.** N ko AR kEk %

The remainder of ﬁhis document should be viewed as only an
incomplete topic outline to be completed this week. It is
meant to facilitate tonight's conversation.

*****ii*i*i***********!***tiiﬁ****i****t****iit*t****l
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J. The role"of-”the CIJE in establishing lead communities:

‘tha CIJE, throuqh its staff, consultants and projects (best
practices. and monitoring and evaluation) will facilitate
implementation of programs and will ensure continental input
.Mtgltg; Lead Communities. The CIJE will make the following
~available: :

1 Best Practices

(insert)

2. Monitoring Evaluation Feedback
The CUE will establish an evaliation project (unit). Its purpose will be three-fold:

2 2 619351 P.6/

=J

1. 10 carry out ongoing monitoring of progress in Lead Caommunities, in order to assist com-
. munity leaders, planners and educators in their daily work. A researcher will be commis-
" "sioned and will spend much of his/her time locally, collecting and a.na.lyzmg data and offering
it to practitioners for their consideration. The purpose of thzs process is to improve and cor-
,rect implementation ir each LC and berwesn them,

i '2 to evaluate progress in Lead Commumues—assessmg, as time goes on, the impact and ef-

fectveness of each program, and its suitability for replication elsewhare. Evaluation will be

- conducted in a variety of methods, Data will be collected by the local researcher and also na-
tionally if applicable. - Analysis will be the responsibility of the head of the evaluation team
. with two purposes in mind: 1) To evaluate the effectiveness of individual programs and of the
- Lead Communities themselves as models for change, and, 2) To begin to create indicators and
' a data base that could serve as the basis for an ongoing adsessment of the state of Jewish educa-
- tion'in North America, This work will contribute to the publication of a periodic “swte of
- Jewish education” report as suggested by the Commission.

3. The feedback-loop: findings of monitoring and evaluaaon activities will be continuously

<channelled to local and central planning activities in order to affect them and act as an ongoing

correctve. In this manner there will be 2 rapid exchange of knowledge and mutual influence
_berween practice and planning. Findings from the field will require ongoing adaptation of
plans. These changed plans w:Ll in rumn, affect implementation and so on.

3., Professional services:
a) Educatiqnnl consultants to help introduce best practices
b) Planning assistance as required :
¢) Community processes |
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" 5. Links with purveyors‘or supporters of programs

-_'.,.! - ' i
- K. Launching the Lead Community

1. Establish a local planning group, staffed, with wall to
‘wall representation, etc... -

ifL. hhgotiate an agreement %IJE-LC that includes:

1. Mutual obligations |
2. Process }
-3, Funding |
‘I .tc‘.l' ! |

_"'H. Lead Community -- Year One

During the first year (1992/93) the project will include
gearing up activities (e.g.planning activities (year one
plan; salf study; five ¥aar plan); locating and hiring three
outstanding educators from outside the community to begin
work the following year); preliminary implementation
(pilot projects resulting from prior studies, interests,

communal priorities) !

| :
({* The Educational Self Study

‘Most communities have recent social and demographic studies.
Some have begun to deal with the issue of Jewish continuity
and have task-force reports on these. Teacher studies exist
in sope communities. |

Aii of these will be inbuts into the pelf-study. However
the study itself will focus specifically on Jewish Ed

|
Qualitative and quantitptive assessment of where the
community is at .

. |
'--'pagtioipation rate |
-- @.g. assessing the educators in the community
==  how well are specific programs daing
Assesgnent of needs and of target groups (clients)
-= what content and leﬂel are taught/achieved

There will be a link between the MEFP (monitoring,
evaluation, feedback project) and the self study. Some of
the definition of the study and some of the data-collection
will be undertaken with the help/by the MEFP field
researcher. 1 i,

.];N.-Lnad Communities -- years two to five]:

oo, !
5 S
2 ' I
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‘ 'LEAD COMMUNITIES AT WORK

t

A.Hochstein and S. Fox

A. . INTRODUCTION

The Commission on Jewish Education 'in North America completed its

-:work with five recommendations. The establishment of Lead
‘communities is one of those recommendatiana, but it is also the

means  or the place where the other recommendations will be played

- 'out and implemented. Indeed, a lead community will-danonatrata'f
- "locally, how to: : : i

{.1.. Build the profoaaion'of.Jaw;sh'educétion~and-tﬁaicby-
. address the shortage of qualifﬁdd_personnalz _ 7
iy Mobilize ggmmunity.snpﬁort'ﬁd the cause of Jewish
- educationy ' LI ' g

‘3. Develop a resesarch capability which will provide the
.knowledge neaded to inform decisions and guide development.
: .In Lead Communities this will be undertaken through, the
' .monitoring, evaluation and feedback project; ' :

sl Egtablish an implementation mechanism at the local

‘level, parallel to the Council for Initiatives in Jewish - -
Bducation, to be a catalyst for the implementation of these
" ‘recommendations;

- ’5.. The fifth recommendation is, of course, the lead
, community itself, to function as a ' local laboratory for
Jewish education. ; ¥

B. |THE SCOPE OF THE PROJECT

1. , A Lead Community will be an entire“dpmmunity aniaged in a

major development and improvement program of its Jewish educa-

" tion. Three nodel communities will beé chosen to demonstrate what

can happen whera there is an infusion of ocutstanding personnel
into the educational system, where the importance of Jewish

"-edqution is recognized by the community and its leadership and
. where the necessary resources are secured to meet additional

needs.

IE&'fThC &ﬁlibn.and programg_dgvalopqd in ﬁaad Communities ﬁill demon=-

strate to the Jewish Community of North America what Jewish
education at its best can achieve. i -

1

D.O0D0 o Ccs0OOsd Dot "1
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é. Tho Lead community project will involve all or most thinh“

" sducation actors in ‘that community. EIt is expected that lay

leaders, educators, rabbis and heads of educational institutions
of all ideclogical streams and points of view will participate in -
the planning group of. the projoct, to ohapo it, guide it and tako-
part in decisions. _

3. The Lead Comnunity project will doal with the major educa-
- tional areas -- thoge in which most poopla are involved at some
" point in their lifotimo.

Supplemontary Schools

Day Schools :

Jces . .
Israel programs

Early Childhood programs

{ I I N |

In addition to these oreao, other tiolds of interest to the
specific communities will also be included, e.g. a community
might be partioularly 1ntorostod in: | .1

Adult 1ourning
Famlly aeducation
Summer camping
Canpus programs
etc... oy

4. Most or all institutions of a given area will be invelved in
the program. (e.g. most or all supplementary schools),

5. A large proportion of the oommuﬁity's Jewish population
will be involved.

c. VISION

- A Lead Community will be characterized by its ongoing interest in
the goals of the project.  Educational, rabbinic and lay leaders
will project a vision: of what the coﬂmunity hopes to achievae
several years hence, where it wants to be in terms of the Jewish
knowledge and behavior of its mamborau-young and adult. This
vision could include elements such as: | . :

- = adolescents have a command of spoken Hebrew;
intermarriage decreases;
many adults study classic Jewish toxts-
educators are qualified and engaged in ongoing training;
supplementary school attendance has increased dramatically;

- a locally produced Jewish history currioculum is changing the

way the subject ie addressed in formal 'education;

. =~ the local Jewish press is educating through the high level of

.+ its coverage of key issuoo

1T -0 &k
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‘The vision, the goals, the content of Jewish education will be = -
‘addressed at two 1avela: ; ;

! i
I

1 i. At the communal level the 1aadership wili devalop and artic~
t

ulatc a notion of where it wants to be,;uhat wants to achiave.

L 2. At the laevel of individual institutians or groups of insti-
- tutions of similar views (e.g., all Reform schools), educators,
. rabbis, lay leaders and parents will articulate the educational

goals. W: ]

 :It ie anticipated that these activities will create much debate °
- and ferment in the community, that they will focus the work of °

the Lead Communities on core issues facing the Jewish identity of

f North American Jewry, and that they will demand of communities to °
‘. face complex dilemmas and choices (e.g., the nature and level of

commitment that educational institutions will demand and aspire

’to) ‘At the same time they will ra-tocus the  educational debate .
' on the ‘content of education. - :

l
The Inltitutions of Higher Jewish Learning,|tha denominatione,

' the national organizations will join in this effort, to develop -

. alternative-visions of Jewish education. First steps have already -
- baen taken (e.g., JTS preparing itself to take this role for
'fConllrvativa schools in Lead chmunitiea) 1 '

% D.  BUILDING THE PROFESSION OF JEWISH nnucar:on

Communities will want to address thh shortage of qualified

' personnel for Jewish aducation in the f?llowing ways:

:'1. Hire 2-3 additional outstanding aducatar- to bolster the
' strength of educational practice in the' community and to energize
,_thinkinq about the futura. |

;32. . Create several new positions, as rpquirod in order to meet
. the challenges. For example: a director of teacher education or
curriculum development, or a director of Israel programming.

| T 4 I

} 3L Develop ongoing in-service education- for most educators in
- the community, by programmatic area or by subject matter

(e.9g.the teaching of history in supplemantary schools; adult

~education in community centers). |

4. Invite training institutions and othar national resources to

.Join in the effort, and invite them to undertake specific assign~

ments in lead communities. (E.g. Hebrew Union College might

assume responsibility for in-service education of all Reform
‘aupplementary school staff. Yeshiva University would do so for
2 day-uchools) _ |

' 5. Recruit highly motivated graduates of day schools who are
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studanen at the. univcraitiea in the Lcad Connunity to connzt
themselves to multi-year aasiqnments as aducatorﬂ in supplemen-
tary schoels and Jcc:a.E ‘

6. D&vtlop a thoughtful plan to improve tha terms of employment
of uduqators in the community (including salary and benefits,
careay laddar, empowerment and involvement of - front=-line educa-
tors in the Lead community development proceaa )

sinnltanoeusly the c:az has undertaken to deal with continantal‘

initiatives to improve the personnel situation. For example it

works with foundations to expand and improve the training capa-

_bility for Jawish adncators in North Amarica.

. - DEVELOPING. COMMUNITY SUPPORT
Tnis will be undertaken as follows:

1.. Establishin a, wal; to wall caalitian in oach Lead Communi-.

Ly, 1na1udinq the cheration, the congreqationa, day echocls,
J'CCS, Hillﬂl atc.. ;

2, Id-ntity a lay "Chnmpion" who will recruit a. lcadership;

group" that will driva the Lead community process.,
= Incr.aae lccal :undinq for Jewish education.

4. b.vulop a viaion for Jewish education in the commuaity.

8. - ‘Involve the proressionals in a partnership to dovalap this’

vision and a plan for its implementation.

&, Estnbliah a- 1ocal implemcntation nachaniam with ‘a profea~

sional head.

T Encouraga an ogqoing puhlic discussion of and ndyccacy tor

aswinh aduoation.

mHE ROLE OF rzzgcx;s IN ESTABLISEING LEAD COMNUNITIES:

The cIJE, through ita staff, conuultants and projects will-'

facilitate implementation of programs and will ensure continental
input: into the Lead Comnunities, The CIJE will make the
”follow;nq available:

1. Best Practices =

A pro tot-to croata an inventory of good Jewish aducational'
practice was launched. The project will cffar Lead. chmunitias

e TNTOl DORE RARAT W%
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exanplol of educational practice in key sottingl, nothodn, and

‘topics, and will assist the communities in "importing," "trans-
1ating," "re-inventing" best practices tor their leocal settings.

The Best Practices initiative has savaral interrelated dimen-
‘sions. In the first year (1991/92) the. project deals with best
practicel in the following areas: j

-= Supplementary schools
-~ Early childhood prograns
-~ Jewish community centers
~= Day schools l
-- Israsl Experience proqrams
It works in the following way:
a. First a group of experts Ln each specific area is

.hq recruited to work in an area (e.g., JCCs). These aexperts are

brought togethar to define what characterizes bast practices
in their area, (e.g., a good supplementary school has effec-
tive methods for'the teaching of Hebrow)

b. The oxperta then lcok out axisting examples of good
programe in the field. They undertake site visits to pro-
grams and report about these in writing.

" As lead communities begin to work, experts from the above

‘team will be brought into the lead community to offer
guidance about specific new ideas and programs, as well as
to help import a best practice into that community.

2. Monitoring Evaluation Feedback

Tho CIJB has established an evaluation project. Its purpose is

throo-told* ;
a. to carry out ongoing monitoring of progress in Lead
Communities, in order to agsist community leaders, planners
and educators in their work. A researcher will be commis-
sioned for each Lead Community and will collect and analyze
data and offer it to practitioners for their consideration.
The purpose of this process:is to improve and correct imple-
-mentation in each Lead Community. |

b. to evaluate progress in Lead Communities =-- assessing,
as time goes on, the impact and effectiveness of each
program, and its suitability for raflication elsewhere.
Evaluation will be conducted by a variety of methods. Data
will be collected by the local researcher. Analysis will be
the responsibility of the head of the evaluation team with
two purposes in'mind: 1) To evaluate the effectiveness of
individual programs and of the Lead Communities themselves
as models for change, and 2) To begin to create indicators
(e.g., level of participation in Israel programs; achieve-

i
i

§
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3.

)

" ment in Hcﬁrﬁw reading) andya-ditihase that could so:vd-an

the basis for an ongoing assessment of the state of Jewish
education in North America. This work will contribute in the
long term to [the publication of a periodic "state of Jewish
education" report as suggested by the Commission.

C

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

During the first year the field researchers will be
principally ﬁonc-rncd with three questions:

(a) What are the visions for change in Jewish education
held by members of the communities? How do the visions vary
among different individuals or segments of the community?
How vague or specific are these visions?

(b) What is the extent of community mobilization for Jawish
education? Who is involved, and who is not? How broad is the
coalition supporting the CIJE's efforts? How deep is
participation within the various agencies? For example,
beyond a small core of leaders,  is there grass-roots
involvamaptyin.the,comnunity? To what extent is the
community mobilized financially as well as in human
resources?.

(¢) What is the nature of the professional life of
educators in this community? Under what conditions do
teachers and principals work? For example, what are their
salaries and benefits? Are school faculties cohesive, or
fragmented? Do principals have offices? What are the
physical conditions of classrooms? Is there administrative
support for innovation among teachers?

The first question is essential for establishing that
spacific goals exist for improving Jewish education, and for
disclosing what these goals are. The second and third
questions convern the "enabling options" decided upon in A
Time to Act, 'the areas of improvement which are essential to
the success of Lead communities: mobilizing community

support, and!building a profession of Jewish education.

Professional services:

(
The CIJE will offer professional services to Lead Communities,
including: ‘

ai Educatiénal consultants to help introduce best prac-
tices.
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b. Field researchers for monitoring, evaluation and feed-
back.

Oi Planning assistance as required.
d. Assistance in mobilizing the community.
4. Funding facilitation

The CIJE will establish and nurture contacts between foundations
interastad in specific programmatic areas and Lead Communities
that are developing and experimenting with such programs (e.g.,
thé CRB Foundations and youth trips to Israel; MAF and personnel
training; Blaustein and research).

5. Links with purveyors or supporters of programs

i

Th& CIJE will develop partnerships between national organizations
(a g., JCCA, CLAL, JESNA, CAJE), training institutions and Lead

nities. These purveyors will undertake specific assignments
to meet specific needs within Lead Communities.

i
|

G.' LAUNCEING THE LEAD COMMUNITY == YEAR ONE
During its first year (1992/93) the project will include the
following:
i.F Negotiate an agreaement with the CIJE that includes:
a. Detail of mutual obligations;
b. Process issues -~ working relations within the communi~-
ty and between the community, the CIJE and other organiza-
tions
c. Funding issues;
d. Other. |
2. Establish a local planning group, with a professional staff,
with wall-to-wall representation.
3. Gearing-up activities, e.g., prepare a l1-year plan, under-
take a self-study (see 6 below), prepare a S5-year plan.

4. Locate and hire several outstanding educators from ocutside
th. community to begin work the following year (1993/94).

5, Praliminary implementation of pilot projects that result
from prior studies, interests, communal priorities.
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g 2 Undertake an: aduoational self-study, as part of the planning

activities:

Most communities have recently completed social and demographic
studies. Some have baegun to deal with the issue of Jewish conti-
nuity and have taskforce reports on these. Teachers studies exist
in some communities. All of these will be inputs into the self-
study. However, the study itself will be designed to deal with .
the important issues of Jewish aducation /in that community. It
will include some of the following elements:

a. Assessment of neaeads and of target groups (clients).

P, Rates of participation.

c. Preliminary assessment of the educators in the
community (e.g., their educational bacquounds)

Thc self-study will be linked with the wqu of the monitoring,
evaluation and feedback project. -

‘Some of the definition of the study and some of the data collec~

tion will be undertaken with the help of that project's fiald
researcher. :

S E RS S AVR



LEAD COMMUNITIES AT WORK

A. INTRODUCTION

The Commission on Jewish Education in North America completed its work with five
recommendations. The establishment of Lead communities is one of those recommenda-
tions, but it is also the means or the place where the other recommendations will be played
out and implemented. Indeed, a lead community will demonstrate locally, how to:

2

Build the profession of Jewish education and thereby address the shortage of qualified
personnel;

Mobilize community support to the cause of Jewish education;

Develop aresearch capability which will provide the knowledge needed to inform decisions
and guide development. In Lead Communities this will be undertaken through the
monitoring, evaluation and feedback project;

Establish an implementation mechanism at the local level, parallel to the Council for
Initiatives in Jewish Education, to be a catalyst for the implementation of these recom-
mendations;

. The fifth recommendation is, of course, the lead community itself, to function as a local

laboratory for Jewish education.

(The implementation of recommendations at the continental level is discussed in separate docu-
ments.)

B. THE SCOPE OF THE PROJECT

1. A Lead Community will be an entire community engaged in a major development and

improvemeat program of its Jewish education. Three model communities wall be eheserﬂ
to demonstrate what can happen whers there is an infusion of outstanding personnel into
the educational system, where the importance of Jewish education is recognized by the
community and its leadership and where the necessary resources are secured to meet
additional needs.
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The vision and programs developed in Lead Communities will demonstrate to the Jewish
Community of North America what Jewish education at its best can achieve.

2. The Lead Community project will involve all or most Jewish education actors in that
community. It is expected that lay leaders, educators, rabbis and heads of educational
institutions of all ideological streams and points of view will participate in the planning
group of the project, to shape it, guide it and take part in decisions.

3. The Lead Community project will deal with the major educational areas — those in which
most people are involved at some point in their lifetime:
e Supplementary Schools
e Day Schools
e JCGCs
e Israel programs
e Early Childhood programs

In addition to these areas, other fields of interest to the specific communities could also
be included, e.g. a community might be particularly interested in:

e Adult learning

e Family education

e Summer camping

o Campus programs

e Etc.

4. Most or all institutions of a given area might be involved in the program (e.g. most or all
supplementary schools).

5. Alarge proportion of the community’s Jewish population would be involved.

C. VISION

A Lead Community will be characterized by its ongoing interest in the goals of the project.
Educational, rabbinic and lay leaders will project a vision of what the community hopes io
achieve several years hence, where it wants to be in terms of the Jewish knowledge and
behavior of its members, young and adult. This vision could include elements such as:

® adolescents have a command of spoken Hebrew;
intermarriage decreases;
many adults study classic Jewish texts;
educators are qualified and engaged in ongoing training;
supplementarv school attendance has increased dramatically;

2
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o alocally produced Jewish history curriculum is changing the way the subject is addressed
in formal education; .
® the local Jewish press is educating through the high level of its coverage of key issues.

The vision, the goals, the content of Jewish education would be addressed at two levels:

1. At the communal level the leadership would develop and articulate a notion of where it
wants to be, what it wants to achieve.

2. At the level of individual institutions or groups of institutions of similar views (e.g., all
Reform schools), educators, rabbis, lay leaders and parents will articulate the educational
goals.

It is anticipated that these activities will create much debate and ferment in the community,
that they will focus the work of the Lead Communities on core issues facing the Jewish
identity of North American Jewry, and that they will demand of communities to face complex
dilemmas and choices (e.g., the nature and level of commitment that educational institutions
will demand and aspire to). At the same time they will re-focus the educational debate on the
content of education.

The Institutions of Higher Jewish Learning, the denominztions, the national organizations
will join in this effort, to develop alternative visions of Jewish education. First steps have
already been taken (e.g., JTS preparing itself to take this role for Conservative schools in
Lead Communities).

D. BUILDING THE PROFESSION OF JEWISH EDUCATION

Communities may want to address the shortage of qualified personnel for Jewish education in
some of the following ways:

1. Hire 2-3 additional outstanding educators to bolster the strength of educational practice
in the community and to energize thinking about the future.

]

Create several new positions, as required, in order to meet the challenges. For example: a
director of teacher education or curriculum development, or a director of Israel program-
ming.

!.J)

Develop ongoing in-service education for most educators in the community, by program-
matic area or by subject matter (e.g.the teaching of history in supplementary schools; adult
education in community centers).
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Invite training institutions and other national resources to join in the effort, and invite them
toundertake specific assignments in lead communities. (E.g. Hebrew Union College might
assume responsibility for in-service education of all Reform supplementary school staff.
Yeshiva University would do so for Orthodox day-schools.)

Recruit highly motivated graduates of day schools who are students at the universities in
the Lead Community to commit themselves to multi-year assignments as educators in
supplemen{fary schools and JCCs.

Develop a thoughtful plan to improve the terms of employment of educators in the
community (including salary and benefits, career ladder, empowerment and involvement
of front-line educators in the Lead Community development process.)

Simultaneously the CIJE has undertaken to deal with continental initiatives to improve the
personnel situation. For example it works with foundations to expand and improve the
training capability for Jewish educators in North America.

E. DEVELOPING COMMUNITY SUPPORT

This could be undertaken as follows:

1.

Establishing a wall-to-wall coalition in each Lead Community, including the Federation,
the congregations, day schools, JCCs, Hillel etc...

Developing a special relationship to rabbis and synagogues.

Identify a lay “Champion” who will recruit a leadership group that will drive the Lead
Community process.

Increase local funding for Jewish education.
Develop a vision for Jewish education in the community.

Involve the professionals in a partnership to develop this vision and a plan for its implemen-
tation.

Establish a local implementation mechanism with a professional head.

Encourage an ongoing public discussion of and advocacy for Jewish education.
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F. THE ROLE OF THE CIJE IN ESTABLISHING LEAD COM-

MUNITIES

The CIJE, through its staff, consultants and projects will facilitate implementation of
programs and will ensure continental input into the Lead Communities. The CIJE will make
the following available:

L

[

BEST PRACTICES

A project to create an inventory of good Jewish educational practice was launched. The
project will offer Lead Communities examples of educational practice in key settings,
methods, and topics, and will assist the communities in “importing,” “translating,” “re-in-
venting” best practices for their local settings.

M

The Best Practices initiative has several interrelated dimensions. In the first year the
project deals with best practices in the following areas:

*  Supplementary schools

Early childhood programs

Jewish community centers

Day schools

Israel Experience programs

It works in the following way:

a. First a group of experts in each specific area is recruited to work in an area (e.g.,
JCCGs). These experts are brought together to define what characterizes best practices
in their area, (e.g., a good supplementary school has effective methods for the teaching
of Hebrew).

b. The experts then seek out existing examples of good programs in the field. They
undertake site visits to programs and report about these in writing.

As lead communities begin to work, experts from the above team will be available to be
brought into the lead community to offer guidance about specific new ideas and programs,
as well as to help import a best practice into that community.

MONITORING EVALUATION FEEDBACK
The CIJE has established an evaluation project. Its purpose is three-fold:

a. To carry out ongoing monitoring of progress in Lead Communities, in order to assist
community leaders, planners and educators in their work. A researcher will be commis
sicned for each Lead Community and will collect and analyze data and offer it to



LEAD COMMUNITIES AT WORK

practitioners for their consideration. The purpose of this process is to improve and
correct implementation in each Lead Community.

b. To evaluate progress in Lead Communities — assessing, as time goes on, the impact
and effectiveness of each program, and its suitability for replication elsewhere.
Evaluation will be conducted by a variety of methods. Data will be collected by the
local researcher. Analysis will be the responsibility of the head of the evaluation team
with two purposes in mind: 1) To evaluate the effectiveness of individual programs and
of the Lead Communities themselves as models for change, and 2) To begin to create
indicators (e.g., level of participation in Israel programs; achievement in Hebrew
reading) and a database that could serve as the basis for an ongoing assessment of the
state of Jewish education in North America. This work will contribute in the long term
to the publication of a periodic “state of Jewish education” report as suggested by the
Commission.

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

During the first year the field researchers will be principally concerned with three ques-
tions:

(a) What are the visions for change in Jewish education held by members of the com-
munities? How do the visions vary among different individuals or segments of the
community? How vague or specific are these visions?

(b) What is the extent of community mobilization for Jewish education? Who is involved,
and who is not? How broad is the coalition supporting the CIJE’s efforts? How deep
is participation within the various agencies? For example, beyond a small core of
leaders, is there grass-roots involvement in the community? To what extent is the
community mobilized financially as well as in human resources?

(c) What is the nature of the professional life of educators in this community? Under
what conditions do teachers and principals work? For example, what are their salaries
and benefits? Are school faculties cohesive, or fragmented? Do principals have of-
fices? What are the physical conditions of classrooms? Is there administrative support
for innovation among teachers?

The first question is essential for establishing that specific goals exist for improving Jewish
education, and for disclosing what these goals are. The second and third questions concern
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the “enabling options” decided-upon in A Time to Act , the areas of improvement which
are essential to the success of Lead communities: mobilizing community support, and
building a profession of Jewish education.

. PROFESSIONAL SERVICES

The CIJE will offer professional services to Lead Communities, including:
a. Educational consultants to help introduce best practices.

b. Field researchers for monitoring, evaluation and feed-back.

¢. Planning assistance as required.

d. Assistance in mobilizing the community.

FUNDING FACILITATION

The CIJE will establish and nurture contacts between foundations interested in specific
programmatic areas and Lead Communities that are developing and experimenting with
such programs (e.g., the CRB Foundations and youth trips to Israel; MAF and personnel
training; Blaustein and research).

LINKS WITH PURVEYORS OR SUPPORTERS OF PROGRAMS

The CUE will develop partnerships between national organizations (e.g., JCCA, CLAL,
JESNA, CAJE), training institutions and Lead Communities. These purveyors could
undertake specific assignments to meet specific needs within Lead Communities.

G. LEAD COMMUNITES AT WORK

The Lead Community itself could work in 2 manner very similar to that of the CIJE. In fact, it
is proposed that a local commission be established to be the mechanism that will plan and see
to the implementation and monitoring of programs.

What would this local mechanism (the local planning group) do?

a. It would convene all therﬁeeoﬁs;

b. It would launch an ongoing planning process; and

C.

It would deal with content in the following manner.
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It could make sure that the content is articulated and is implemented.

Together with the team of the Best Practices project and with the Chief Education Officer,
it would integrate the various content and programmatic components into a whole. For
example: it could integrate formal and informal programs.

It could see to it that in any given area (e.g., Israel experience) the vision piece, the goals, are
articulated by the various actors and at the various levels:

e by individual institutions
e by the denominations
e by the community as a whole.

In addition, dealing with the content might involve having a “dream department” or “blues-
“kying unit,” aimed at dealing with innovations and change in the programs in the community.

H.LAUNCHING THE LEAD COMMUNITY — YEAR ONE

During its first year (1992/93) the project will include the following:

/1.

tn

Negotiate an agreement with the CIJE including:
a. Detail of murtual obligations;

b. Process issues — working relations within the community and between the com-
munity, the CIJE and other organizations

¢. Funding issues;
d. Other.

Establish a local planning group, with a professional staff and with wall-to-wall repre-
sentation.

Gearing-up activities, e.g., prepare a 1-year plan, undertake a self-study (see 6 below),
prepare a 5-year plan.

Locate and hire several outstanding educators from outside the community to begin work
the following year (1993/94).

Preliminary implementation of pilot projects that result from prior studies, interests,
communal priorities.

Undertake an educational self-study, as part of the planning activities:
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Most communities have recently completed social and demographic studies. Some have
begun to deal with the issue of Jewish continuity and have taskforce reports on these.
Teachers studies exist in some communities. All of these will be inputs into the self-study.
However, the study itself will be designed to deal with the important issues of Jewish
education in that community. It will include some of the following elements:

a. Assessment of needs and of target groups (clients).
b. Rates of participation.

c. Preliminary assessment of the educators in the community (e.g., their educational back-
grounds).

The self-study will be linked with the work of the monitoring, evaluation and feedback
project.

Some of the definition of the study and some of the data collection will be undertaken with
the help of that project’s field researcher.

. %
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FOR DISCUSSION PURPOSES ONLY

LEAD COMMUNITIES AT WORK

A. INTRODUCTION

The Commission on Jewish Education in North America completed its work with five
recommendations. The establishment of Lead communities is one of those recommenda-
tions, but it is also the means or the place where the other recommendations will be played
out and implemented. Indeed, a lead community will demonstrate locally, how to:

1. Build the profession of Jewish education and thereby address the shortage of qualified
personnel;

2. Mobilize community support to the cause of Jewish education;

3. Develop aresearch capability which will provide the knowledge needed to inform decisions
and guide development. In Lead Communities this will be undertaken through the
monitoring, evaluation and feedback project;

4. Establish an implementation mechanism at the local level, parallel to the Council for
Initiatives in Jewish Education, to be a catalyst for the implementation of these recom-
mendations;

5. The fifth recommendation is, of course, the lead community itself, to function as a local
laboratory for Jewish education. -~ e

(The implementation of recommendations at the continental level is discussed in separate docu-
ments.) ;

B. THE SCOPE OF THE PROJECT

1. A Lead Community will be an entire community engaged in a major development and
improvemeat program of its Jewish education
to demonstrate what can happen where there is an infusion of outstanding personnel into
the educational system, where the importance of Jewish education is recognized by the
community and its leadership and where the necessary resources are secured to meet
additional needs.

B —— —
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The vision and programs developed in Lead Communities will demonstrate to the Jewish
Community of North America what Jewish education at its best can achieve.

2. The Lead Community project will involve all or most Jewish education actors in that
community. It is expected that lay leaders, educators, rabbis and heads of educational
institutions of all ideological streams and points of view will participate in the planning
group of the project, to shape it, guide it and take part in decisions.

3. The Lead Community project will deal with the major educational areas — those in which
most people are involved at some point in their lifetime:
e Supplementary Schools
e Day Schools
e JCCs
e [srael programs
e Early Childhood programs

In addition to these areas, other fields of interest to the specific communities could also
be included, e.g. a community might be particularly interested in:
® Adult learning

e Family education

e Summer camping
L

L J

-

Campus programs
Eic...

4. Most or all institutions of a given area might be involved in the program (e.g. most or all
supplementary schools).

5. Alarge proportion of the community’s Jewish population would be involved.

C. VISION

A Lead Community will be characterized by its ongoing interest in the goals of the project.
Educational, rabbinic and lay leaders will project a vision of what the community hopes to
achieve several years hence, where it wants to be in terms of the Jewish knowledge and
behavior of its members, young and adult. This vision could include elements such as:

e adolescents have a command of spoken Hebrew;
intermarriage decreases;
many adults study classic Jewish texts;
educators are qualified and engaged in ongoing training;
supplementary school attendance has increased dramaticallv;

12
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e alocally produced Jewish history curriculum is changing the way the subject is addressed
in formal education;

e the local Jewish press is educating.rhraugh the high level of its coverage of key issues. * :

The vision, the goals, the content of Jewish education would be addressed at two levels:

1. At the communal level the leadership would develop and articulate a notion of where it
wants to be, what it wants to achieve.

2. At the level of individual institutions or groups of institutions of similar views (e.g., all
Reform schools), educators, rabbis, lay leaders and parents will articulate the educational
goals.

It is anticipated that these activities will create much debate and ferment in the community,
that they will focus the work of the Lead Communities on core issues facing the Jewish
identity of North American Jewry, and that they will demand of communities to face complex
dilemmas and choices (e.g., the nature and level of commitment that educational institutions
will demand and aspire to). At the same time they will re-focus the educational debate on the
content of education.

The Institutions of Higher Jewish Learning, the denominations, the national organizations
will join in this effort, to develop alternative visions of Jewish education. First steps have
already been taken (e.g., JTS preparing itself to take this role for Conservative schools in
Lead Communities).

D. BUILDING THE PROFESSION OF JEWISH EDUCATION

Communities may want to address the shortage of qualified personnel for Jewish education in
some of the following ways:

1. Hire 2-3 additional outstanding educators to bolster the strength of educational practice
in the community and to energize thinking about the future.

2. Create several new positions, as required, in order to meet the challenges. For example: a
director of teacher education or curriculum development, or a director of Israel program-
ming.

Develop ongoing in-service education for most educators in the community, by program-
matic area or by subject matter (e.g.the teaching of history in supplementary schools; adult
education in community centers).

L)
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4.

Invite training institutions and other national resources to join in the effort, and invite them
to undertake specific assignments in lead communities. (E.g. Hebrew Union College might
assume responsibility for in-service education of all Reform supplementary school staff.
Yeshiva University would do so for Orthodox day-schools.)

Recruit highly motivated graduates of day schools who are students at the universities in
the Lead Community to commit themselves to multi-year assignments as educators in
supplemen- tary schools and JCCs.

Develop a thoughtful plan to improve the terms of employment of educators in the
community (including salary and benefits, career ladder, empowerment and involvement
of front-line educators in the Lead Community development process.)

Simultaneously the CIJE has undertaken to deal with continental initiatives to improve the
personnel situation. For example it works with foundations to expand and improve the
training capability for Jewish educators in North America.

E. DEVELOPING COMMUNITY SUPPORT

This could be undertaken as follows:

13

Establishing a wall-to-wall coalition in each Lead Commumty, including the Federation,
the congregations, day schools, JCCs, Hillel etc...

Developing a special relationship to rabbis and synagogues.

Identify a lay “Champion” who will recruit a leadership group that will drive the Lead
Community process.

Increase local funding for Jewish education.
Develop a vision for Jewish education in the community.

Involve the professionalsin a partnership to develop this vision and a plan for its impiemen-
tation.

Establish a local implementation mechanism with a professional head.

Encourage an ongoing public discussion of and advocacy for Jewish education.
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F. THE ROLE OF THE CIJE IN ESTABLISHING LEAD COM-
MUNITIES

The CIJE, through its staff, consultants and projects will facilitate implementation of
programs and will ensure continental input into the Lead Communities. The CIJE will make
the following available:

1. BEST PRACTICES

A project to create an inventory of good Jewish educational practice was launched. The
project will offer Lead Communities examples of educational practice in key settings,
methods, and topics, and will assist the communities in “importing,” “translating,” “re-in-
venting” best practices for their local settings.

The Best Practices initiative has several interrelated dimensions. In the first year the
project deals with best practices in the following areas:

*  Supplementary schools

* Early childhood programs -

* Jewish community centers

* Day schools

* Israel Experience programs

It works in the following way:

a. First a group of experts in each specific area is recruited to work in an area (e.g.,
JCCs). These experts are brought together to define what characterizes best practices
in their area, (e.g., a good supplementary school has effective methods for the teaching
of Hebrew).

b. The experts then seek out existing examples of good programs in the field. They
undertake site visits to programs and report about these in writing.

As lead communities begin to work, experts from the above team will be available to be
brought into the lead community to offer guidance about specific new ideas and programs,
as well as to help import a best practice into that community.

2. MONITORING EVALUATION FEEDBACK
The CIJE has established an evaluation project. Its purpose is three-fold:

a. To carry out ongoing monitoring of progress in L ead Communities, in order to assist
community leaders, planners and educators in their work. A researcher will be commis
sicned for each Lead Community and will collect and analyze data and offer it to

5 o ——————



LEAD COMMUNITIES AT WORK

practitioners for their consideration. The purpose of this process is to improve and
correct implementation in each Lead Community.

b. To evaluate progress in Lead Communities — assessing, as time goes on, the impact
and effectiveness of each program, and its suitability for replication elsewhere.
Evaluation will be conducted by a variety of methods. Data will be collected by the
local researcher. Analysis will be the responsibility of the head of the evaluation team
with two purposes in mind: 1) To evaluate the effectiveness of individual programs and
of the Lead Communities themselves as models for change, and 2) To begin to create
indicators (e.g., level of participation in Israel programs; achievement in Hebrew
reading) and a database that could serve as the basis for an ongoing assessment of the
state of Jewish education in North America. This work will contribute in the long term
to the publication of a periodic “state of Jewish education” report as suggested by the
Commission.

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

During the first year the field researchers will be principally concerned with three ques-
tions:

(a) What are the visions for change in Jewish education held by members of the com-
munities? How do the visions vary among different individuals or segments of the
community? How vague or specific are these visions?

(b) What is the extent of community mobilization for Jewish education? Who is involved,
and who is not? How broad is the coalition supporting the CIJE’s efforts? How deep
is participation within the various agencies? For example, beyond a small core of
leaders, is there grass-roots involvement in the community? To what extent is the
community mobilized financially as well as in human resources?

(c) What is the nature of the professional life of educators in this community? Under
what conditions do teachers and principals work? For example, what are their salaries
and benefits? Are school faculties cohesive, or fragmented? Do principals have of-
fices? What are the physical conditions of classrooms? Is there administrative support
for innovation among teachers?

The first question is essential for establishing that specific goals exist for improving Jewish
education, and for disclosing what these goals are. The second and third questions concern
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the “enabling options” decided upon in A Time to Act , the areas of improvement which
are essential to the success of Lead communities: mobilizing community support, and

‘building a profession of Jewish education.

PROFESSIONAL SERVICES

The CIJE will offer professional services to Lead Communities, including:
a. Educational consultants to help introduce best practices.

b. Field researchers for monitoring, evaluation and feed-back.

¢. Planning assistance as required.

d. Assistance in mobilizing the community.

FUNDING FACILITATION

The CIE will establish and nurture contacts between foundations interested in specific
programmatic areas and Lead Communities that are developing and experimenting with
such programs (e.g., the CRB Foundations and youth trips to Israel; MAF and personnel
training; Blaustein and research).

LINKS WITH PURVEYORS OR SUPPORTERS OF PROGRAMS

The CLJE will develop partnerships between national organizations (e.g., JCCA, CLAL,
JESNA, CAJE), training institutions and Lead Communities. These purveyors could
undertake specific assignments to meet specific needs within Lead Communities.

G. LEAD COMMUNITES AT WORK

The Lead Community itself could work in a manner very similar to that of the CIE. In fact, it
is proposed that a local commission be established to be the mechanism that will plan and see
to the implementation and monitoring of programs.

‘What would this local mechanism (the local planning group) do?

a. Itwould convene all the actors;

b. It would launch an ongoing planning process; and

C.

It would deal with content in the following manzer.

——— —
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It could make sure that the content is articulated and is implemented.

Together with the team of the Best Practices project and with the Chief Education Officer,
it would integrate the various content and programmatic components into a whole. For
example: it could integrate formal and informal programs.

It could see to it that in any given area (e.g., Israel experience) the vision piece, the goals, are
articulated by the various actors and at the various levels:

e by individual institutions
e by the denominations
e by the community as a whole.

In addition, dealing with the content might involve having a “dream department” or “blues-
kying unit,” aimed at dealing with innovations and change in the programs in the community.

H.LAUNCHING THE LEAD COMMUNITY — YEAR ONE

During its first year (1992/93) the project will include the following:

L.

i

Negotiate an agreement with the CIJE including:
a. Detail of mutual obligations;

b. Process issues — working relations within the community and between the com-
munity, the CIJE and other organizations

¢. Funding issues;
d. Other.

Establish a local planning group, with a professional staff and with wall-to-wall repre-
sentation. h

Gearing-up activities, e.g., prepare a 1-year plan, undertake a self-study (see 6 below),
prepare a S-year plan.

Locate and hire several outstanding educators from outside the community to begin work
the following year (1993/94).

Preliminary implementation of pilot projects that result from prior studies, interests,
communal priorities.

Undertake an educational self-study, as part of the planning activities:
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Most communities have recently completed social and demographic studies. Some have
begun to deal with the issue of Jewish continuity and have taskforce reports on these.
Teachers studies exist in some communities. All of these will be inputs into the self-study.
However, the study itself will be designed to deal with the important issues of Jewish
education in that community. It will include some of the following elements:

a. Assessment of needs and of target groups (clients).
b. Rates of participation.

c. Preliminary assessment of the educators in the community (e.g., their educational back-
grounds).

The self-study will be linked with the work of the monitoring, evaluation and feedback
project.

Some of the definition of the study and some of the data collection will be undertaken with
the help of that project’s field researcher.

1/93





