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1 Qear -:lack and Jim, 

In orq•r to faci litate our conversation later today we are for­
warding ·· a most inooll\plete draft-in-progress ot the document we 
are pieparing 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 e~ecutive summary, details about 
the CIJE's role· and about the launch and the first year . 

. . ! 

f•ik !o you later , 

.. 



JUN 30 ' 92 14 =02 MANDEL I NST. ISRAEL 972 2 699951 
: :I 
. r :-.·. 

972 2 619951 

i i 
I 

. . 

I 
.. 

• I 

draft for discussion only-- --- draft tor discus~ion only 
-~------~-----~---------~---~--------------------------~-

LEAD COMMUNITIES AT WORK 
i 

~ ooqUMENT FOR DISCUSSION PREPARED &Y S,FOX AND A.HOCHSTEIN 

·.: A, Introduct ion 

P .2/7 

. 'I. ·i 

The commission on Jewish Education in North America 
completed its ~ork with five recommendations. Lead 
communitie• is one ot them, but it is also the means 
plaoe where the other recoJ?lendations will be played 
implemented. Indeed, a lead coll\fflunity will demonstra 
l ocally, how to: 

or the 
out and 
• I l" s -~ .,J~ 

,cJ. 
I•• 

. l 
; . 

. . 
•. ' 

1, Build tho profes•ion of Jewish education and 
., the •hortage ot qualit'ied personnel. 

thereby address H 

2. Mobilize community support by recruiting top community 
leade~s to the cause of Jewish education; 

I • i 

3. Develop a research capabil ity: the monitoring, evaluation 
and feedpack project in lead communities will contribute to 

= - establish the knowledge base and the r esearch capability; ·~ (the beat. practices project will sat norms and atandards of 
~ ~~~r quality by poi nting to good practice in existing programs. 
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4, Establi sh an implementation mechanism -- the Council tor 
Initiatives in Jewish Education, to be a catalyst tor the 
implementation ot thes• recommendations . 

' 

~. The fifth racol!lltlendation is , of course, the lead community 
:itaalf, to function as a local laboratory for Jewish 
education . 

I • 

B, 'The program will involve the implementation of an action 
,plan in the areaa ot building the profession of Jewish 
.education and mobilizing community support. This will be 
undortaken in programmatic areas such as day school• or 
I•r ae l experi,ence programs • 

C, The scope ot the project 
' 

1, A Lead Community will be an entire community engaged in a 
major development and improvement pro·gram ot its Jewish 
education. Three model communities will be dhosen to 

·demonatrate what can happen when there i• an infusion ot 
1 • I • 

2 
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outstanding personnel into the educa~ional system, when the 
importance of Jewish education is recognized by the 
oo~unity and its leadership and whe~ tha necessary 
resources are ••cured to meet additional needs. 

The vision and programs developed in Lead Communities will 
duonatrate to the J•wish community ot North ·America .what 
Jawiah eduoation at its best can achieve. 

2, The Lead community project will involve all or most actors 
ot Jewish education in that •ite. It is expected that ~ay 
leaders, educators, rabbis and heads of educational 
institutions of all ideological streams and points of view 
wil·l participate in the planning group of the project, to 
ahape it, guide it, take part in deeisiona. 

3. The Lead c~mmWlity project will deal with the major 
educational areas -- those which moat peopla attend: 

- Supplementary Schools 
- Day Schools 
- JCCa 

I11raal' programs 
Early Childhood programs 

In addition to these, areas of interest to the specific 
communities will Also be included, e.g. a conuuunity mi ght be 
particularly interested in: 

- Adult learning 
- Family education 

· - eto. .. ; 

I 

4. Moat Or all institutions of a given area will be inyolved 
in the program (e.g. most or all supplementary school•) 

5. A large proport~on of the Community'• Jewish 
population will be involved. 

I 

B. Vision: , 

A. l ·ead 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 oommun'ity hopes to achieve several yeara hence, 
where it wants to ~e in terms of the Jewish knowledge and 
behavior of its ~embers, young and adult (e.g. all 
adolescents have a good command ot spoken Hebrew; 
intermarriage decrease•; many adults study clasaic Jewish 

.. texts;; aduoator• :are qualitied and engaged in ongoing 
, 

3 
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• I.• traini ng; supplementary school attendance has increased 
cS.ramat ioally; a locally produced Jewish history curriculum 
ia changing the way the aubject i s addressed in formal 
education, i the local Jewish press sets the tone, nationally, 
in terms of the level and nature of its coverage of key 
issues) . 

,. 

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

I 
I 

1. At the ~ommunal level the leadership wi l l deve l op and 
articul'ata a notion of where ir want• to be, what it wants 
to achieve 

2. ·At the level of aingle inati tutiona or group• of 
I institution• educator• and ol ienta will articulate the' 

educat~onal goal of that institution 

:3. 

! . 

' 
It ia anticipated that these activiti•• will create much 
debate and f erment in the collllllunity, that they wil l tocua 
tha .wo~k of the Lead communities on core i ssue• facing the 
Jewieh i dentity of North American Jewry; t hat they will 
demand of communities to tace complex dilemmas and choi ces . 
~t the

1

11ame time they will re-focus the educati onal debate 
on the

1
oontent ot ed~cation . 

The In•itituions of Higher Jewish Learning , the denomi na 
tions , the national organizations will j oin in this ef­
fort. to develop alternative visions of Jewiah education. 
First step• have already been taken to engage institutions 
and or~anizationa to participate in this endeavor. . 

I 

I 

:F. ~uildinq ~e prof•••ion of J ewish adupation 

!communiti+• will want to address the shortage ot qualif ied 
·par•on~•l 1tor Jewish education in ways auch as: 

1. Hire 2+3 out•tanding adueatora to bolater tha atrength of 
_i educational practice in the community and to energite the 
· thinking about the future . I 

I I 
: 2. create

1 
several new positions, ·as r equired in order to 

meet the challenges . For example: a director ot teacher ' 
' education· or curricul um developm~nt, or a director of Israel 
programmihg. : 

I I 
I I 

·, .. 
- 4. oavalo~ ongoing in-service edtioation for most educators 
! in the community, by programmatic area or by subject matter 
: (e.g.the teaching of history in supplementary school•, adult 
adueationr in community center•) 1 

• 

I 
. · 5. Invite: training institutions and othex- na.tional reaources 

4 
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to join in the effort , and invi te t hem to undertake speci fic 
•.••ignmenta in lead communities. (e.,g. the J ewish 
Theological Seminary might asswae responsibil i ty tor the 
in-•ervioe education ot all conservative supplementary 
a.chool staff) 

6. Develop a hollghtfut plan to i mprove the terms of 
employment of educators in the community 
(including aalary and benefi ts, career ladder, empowerment 
and involvement ot ,front-line educator• in the prooee•. ) 

I 

• J •; • t I 0 

' ) ! ; , t I ; , 

· : ; : I ! j : : i . 

G. Simultanaoualy with the work ot lead communities, the CIJE 
ha• undertaken to deal with continental initiative• to 
improve the paraonnel situation . For example it works with 
foundation• to expand and improve the training capability in 
North America . 

I,. • I • 
! •. _. ' ' I I 
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Devel oping c01munity aupport ;-(• f h•~ +. •"r,._.-c.,r 
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Thi• wi ll ba undertaken as tollowa: 

- 1·. Establishing a wall to wall coalition including the 
Federation, the congregations, day aohools , JCC'•, Hillel 
etc •• 

,. 

j ·. , ~- - 2. Identify a lay "Chall\pion" who will recruit a leadership 
i • i .' : . groupthat will drive the Lead community prooe••· 

: ~ . . ' . ·. 
: ! ·-=:··~ . : /·:··· 3. Increaae local funding for Jewish, education 
• t ' • 

· j . ..; ~ : .: 4. Develop a vision tor Jewish education in t he comuuni ty 
. I , 
. I 
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,. Involve the profeaaionale in a partnuship to develop this 
vision ana a pl~n tor its implementation 

6. Eatal:>lish a l oca l implementat~on mechanism with a 
proteaaional head 

7, Encourage an ongoing public discussion of and advocacy for 
Jewiah education . 

* t * *. * * * * * ** * * •• 

I 

' I 

• •• * *. * ** ** * 

The remai nder ot this document should be v i ewed aa only an 
incomplete topio ·outline to be completed this week. I t i s 
.meant to facilitate tonight's convezisation. 

****************************************************** • I 
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:l J., The role."of··· the CIJE in establishi ng lead eo:nununities: 
!i --:-; 
I . • 
. · itha CIJE, through it• a.tatt, c;:onsultants and projects (best. 
i;: practice&... and monitoring and evaluation) will facilitate 

·, : 
I' 

.i~; · .impl,,;nantation of program, ~nd will ensur~ continental input 
Ei . ~nto the Lead dommurti~ies~ The CI JE will ,make th~ following 
:; , . . available: ,. ; •• I 

4. 
I ' . ' 

• •• j 

.. . =, 

', . 

!~ ; = J.. Beet: lJraoticea 
i , I 
I .} 
n; :·, .. · (inaert) . ,1, .. 
i(, I •• 

' I 

; ! • 

, , 
J 
I 

/: ! · '. :2. Monitoring !valuation Fe~d.l;aek 
qt I: I I 

The CIJ'E will establish an evaluation proje:ct (unit). Its purpose will be three-fold: 

;1 ! '. 1. (o carry out ongoing monitoring of progress in. Lead Ccimmunities, in order to assist com­
:;·; . tnunity leaders, planners and e4ucators in their daily wor~. A researcher will be commis-

~ :: . · ' sioned and will spend much of his/her time locally, coHecting and analyzing data and offering 
.- i · H i. . it to prac.tiµ,oners for their consi~eration .. The purpose of this process is to improve and cor-

. ! • iii -: :ect irt'lplementation irl each L~ and berwe:h them. . · · 

·· ;- '. , , 2. . to evaluat.t progress in Lead:<;ommunities-assessing, 'as time goes on, the impact and ef-
!f . rectiveness of each prpgram, an~ its suitability for replication elsewhere. Evaluation will be 

t\. ·· 1• ·: conducted-in a variety of methods. Data will be colle.cted:by the local researcher and also na• 
r' :. , · ;. 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 Comrtl.unitles themselves a.s models for change, and', 2) To begin to create indicators and 

!: i l a data bue that could serve as the basis for an ongoing assessment of the state of Jewish educa­
i· l _'. -tion in North America. This work will c9ntribute to the publication of ii periodi~ "state of 

.. · ii ; · : _Jewish educ:ation" report as .suggested by the Comm.issio1. 
I ' •. • i 

· i1 , , ·3. Th~ fudback-loop: findinJ5 of monitoring and evaluation activities wip be continuously 
· :· ; ,channelled to local and central planning activities in ordei- to affect them and act as an ongoing 
;: : · -oorrecdve. In. this manner there will be a :rapid exchange o( knowledge and mutual influence 

· : ; ; 1 'between pnctice and ,planning: :f indings from the field will re.quire ongoing adaptation of 
;: i . '· :Plans. These Ch!lng~ plans wi~ in rum, affect implementation and so on. . . . t--...;....------ I • 

I. 
~ .. ; !- . i • 
' •:. 't 

. ' ,' L : JI 

•• ' 1: I I : 
I I : : , . : • · 1: I \ • • • 

0 1 ' 0 

' ' ,, ' • I 
• • • I • I~ ; • • • : • 

I ' • • 
• i : ... . 

I ' ' 

,. 

. , i.'·1' · ;· 3, ·· Prote1sional aervi~es: 
· ·: j: : . . .a) iducatiqnal consultant• to help : · ;·. ·!!; . . , b) Planning assistance as required 

~nt~oduce best practice• 
' 

· .. J · . :-: ·, ; c) Commun~ ty prooe~••• 

· '.· · · 1: ·l :· 1; 4 • . run~ing facilitation 
. I' I· I 

.. -: i · Iii 

.. I i i l 
r· ii , 

··1 ;j ,! 

• I 

' : . 
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. : 
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'' 5 ~ Linka with purveyors I or supporters of progr ams 

I '. . 
..... 

,I I l 
, : . · ~. ' La~cl\ing th• Lead community 

! t I t f 
· : · 1. ·!a~ablish a local pl,nning group, staffed, with wall to 
i . ·: '; . · 1wa~l repr•••ntation, I etc. • • · 

· · ;· ··:t/. N•gott ate an agreement IJE-LC that includes : 
I ,: :• . .. 
' ,1 !1 : ·, 

. ,, l ." . Ku; ual obligations 
, • :

1
: • 2 ~ Prqc!•• . 

• ,, ,! . ,. 3. · Fuqd1ng . . 
• 

0

! '.; • 4 t atQ o O O I 
:• ,. . . 

..... ' 
:-; K, 

: . i.: 
• • • .I 

' ' ; ··.:. 
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! .... I• 

Lead aommunity --. Year ~ne 
·. . I 

Durin~ the first year (1992/93) the project will include 
geari~g up activities (~.g.planning_ aotiviti•• (year one 

. ·planJ :- aelf etudy; tive year plan); locating and hiring t hree 
out•tanding educatora from outside the community to begin 
work t,he t ol~owing yea~); pre1lm1nary impl•mentation 
(pilot projects re•ultihg from prior •tudies , interest s, 
comm~al priorities) . . . . . . ,:, .. 

. . . ' :;1:' 

, .... 

i · 
, i .. ·. 

... .. . .. . .. 
.... : 

.. . ., " . . . . · · \ · :- ['[ * ·the Educational Sel f Study 

: _;/ .. Most bommunitie• have r Loent social and demographic studi os . 
t :::; Some ~ave begun to deall with the iaaue :ot J ewish continuity 

·:· ,and h•v• t ask--torce rep~' rt• on these. Teacher studies exist 
:. !i ·in 80JD8 001'\Ul\Ulli tie•• 

• I.': , , . . . ··. . ,' 
•.i 

. .. ., All ot th••• will be in uta into the self-study. However the •tudy i tself will focus specifically on Jewish Ed 
·!' : .• 

' I • 

:. : : · .Qualitative and quantit t!ve a• •••a:ment of where tha 
.! • commuhity ie at 

: :! l 
• t 1t ; 

; :-:; 1 • ,;.,~· pat tioip,ation z:ate I 
. ,. , .. . . :. · .. -- e .g. a•••seing the ef1ucators i n the commun i ty 
' : .; :i ·-- . how well are sp1ecitic program• doing 

' 1 ·, •• Aa•••~ment ·ot needs and: of target groups (clients) 
· ' ·;!. _.;. wh~t content and 1e7e1 are taught/a~hieved 

- ... ·· ... ,. . ~ere. will be a link bt;tween the MEFP (moni toring , 
. ! ·1: • av·~lufltion, feedback P?jOject) and tha ••lf study. Some of 

.J . . · . .. . .. - tha daf i nition ot the study and 1ome ot the data-collection 
·· · ·j ::-.:.. wi'll be undertaken wit •· the help/ by the MEFP field 

•• : ,t , r•••archer • 
.. 
' 

:. :·:i 

'. .- :N. ·.JAad townunitiea -· year• two to f ive] · . ' 

' • . 
. ! 
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. LD-D COKMtJlfITX:BS l· AT .. ~ : : 

; A. Hochstein ahd' · s ·• Fox 
' t ' 
; : l ' 

A. ~ . I ·~RODUCTIOlf ' 

t' . l./'::I 

.· : 

. :· : 
• i :· 

; , , 'l'h• ¢ommisaion on Jewish Education 'in North America completed ·its. 
:work w'ith five -recommendations. The :establisnment Of· Lead . , 

·· : o~~uri~tiee ·is 9ne of .tpose Jie~onuqend~ticins, l:>ut it is also the · ·. 
means · Qr the plac~ where the Other -recommendations will be _played .. _ 

'. out'. :and impl..emente~. ·+ndeed, . a le~d· eolllliumity will -demon•tt'ate· · .. 
· - :, : , · · · local ly:, how· to:-· · · 

: .. . . . . : ,i .: 
1 , 1. , Bui°ld the· profeaaion ·of Jewish · edueation .. and -th'er•by-- ·· 
··: -: •drJreaa·. the . shorlag,a of qual if;ied pet".onnal; . :_: ; 
Ii ' • • ', • 

: .. 
j :- 2/ . Mob.il i~e c~~~,u~i ty . aiµppo~t t.~ the· _o ause of J'awiah 
: · .. e~µcati:6~:;' : · -,.. 

l ;. 3 . , oev•lo·p a . research capat>il11:Y ~hi~h-·will provi~i the · ' 
l .Jtriowledg~· needed· to inform · decHsiona :,nd guide deveiopment. 
; ~ I~: Lead·. Communlti•a this w111 · be uhdertaken . throug~ , the 

.. 
. . ~ .. :: . ·. · ·( ; mon.itoring; · evaluation &1'd :feedb~ok ·p~oject;- · · , 

~ • • ' I • ,: • • : ' ' · .. 
:._ ~: . ! . : :- . 

' ' . . . . .... . 
•.• .... .. 

' . 
: i 

. ! I:, 
.. 
I 

.: : ~ 

i. . 4. Establish ·an impl~mentatl.on ··meohaniam. at the ·iocal · 
: ·[ 1evel, -parallel to the CQuncil. for :Init1ati:ves. in J :ew1&h·: 
:· ;;B~~ca'ti"o,i:, · to be a _9atalyet ·for ·the. . i_mplementation Of these 
· ·; recommen'datione1 · · · . : 

' .. 
\ ;~.': The. ' f ifth reQommandation; is, _of course, the 1 lead 
; ;coJ!l~uni ty 1 ts elf·, to function :as .a. '. loc~l l~boratory. · tor 
'. :J.ewiah education. : · . , 

. . 
i 
! .-

: ·:: 
, • j • 

'.9:. . l!'Jtl ICO~I Of 'l'Jnl· .PROJJ:CT 
' ' ' : '· • ' ,• •• • • : • : i • • ' : . 

·:. : 1~ i ~ Lead community . wi'll be a:q etjt 4"re-- c.c:,mmunity ~gaged ·in a 
·, = ~a-j _ql7 development and im'.provament program of its Jewish educa-- . 

. t'io~ / 'l!hree · model 09:mmunities will :b• choaen to demon~trate. what 
· can ;happen where thar~- ts an in·tueiqn .of .. outstanding personnel 

. :. int,c;, ·, the educational ··ystem, ~here '. "the ' importance ot Jewi:sl'i 
·= · : · , . ·e~uci•ti'on is ~~cogniz•d by the oo~ntu~ity and its leadership and 
.. . : .•. w~e2re ·the neceaaary resources ar·• secu·~~d to. meet · addlition~l 
: ·:. : , needSl• · · : · · 

:! ; l_. : Th• vU.•i'on .and· programs d~va~op~d in' .riead c~mmuni ticaa will-- demon­
: · :: <. :· atr~te ·~o the . Jewish ·communJ.:ty of ~or t _h · America what Jewi sh 

.- ;· ·: ;· · adu~tion at it!I ·best cah ·achiev~ . 
• : I 

l 

c:, . c:i,-:, ? c , ooc;, 

! I 

•' 
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\ ·. . . 
. ~-<: . ·, . .. ! -_i. .. ·.. . .: ·: 
!· ! ; : i· ; : . ." . . .. . : ... ; ; . I • ' • ' 

. i ;· ; '; .. a, Th.4! Lead Cobuniiy :project will. iln~olve all· or. moat Jewfe)i··. ··. 
1'rl ii.!·· ~ucat.i on acto-rs iri: .°:~_hat co.unity. [ .It . is expected--that lay 
', .. : · 1.eadera, · eduoat-ore, rabbis and heads· of :~ educational institutions · 
... · · pf all ideological -~~au and point& oti ; v'iew will participate in·;.: 

... ·· ~ -e pl~ihg group oti t he proj ect,· to shape it; guide it and: take · 
. ! . ~,r1; in· decisions. t· · 

;, ~ i ; ~. : i ; ;• : . 

i-j ;,; :. : 3. The L-.ad Commun·i,ty :project will d1eal with the major aduca- . 
' · .. • ,· ;· . tional araa·s -- tho•a · in- vhieh most pe;opl~ are i nvolved at some .. : { <; .. :: · point in their ·11teti'rii•: . 
• • t • 

! ! . -: '·:. 
; ' 

.. supplemcµit•ry schools 
Day Sohooiii : · . . 
Jee ~ : - a ; . , .. 

\ ~ :;: '.· .;, .. · Israel pr~ram• ' : 
; ! :: : ; j ; Early Chi,~90(1 programs • , .. . 
J.:. : . : ·:. : . . . -~ . : ; . . . ( .. . 
·· · ... · . · In ac;tdl tion to . thas• area•, other t ~.elda of 
:· i :·· : -epeolfic coamunit·ie~:·'!-~11: also be infl.uded, 
_1 •• , ;l: :.- ~ght ·0a parti cularly i~~erasted in: : 

I • • 

. •. · : i .. ~ . 
·:· i :-; \ ; 

. .. . . . . . 

.: . 

• Adult · laar~lng 
Fuily ~ucation 
summ~ camping 
campus programs 

- eto. ... · 

!: ' 

. : . . . 
' I 

i nterest to the 
·e . g . a communi ty 

: .. . : . . . : . 4. Most or all: inatituttons of .a given area will ·be invol v~d in · 
tha program . (e.g. moat or all supplemen~aey schools) • 

. . 
; ~ I • 

;. .. l, 
I ~ t 

.... 

5·. .. A large proport-i'on · of the commu~i ty 1 11 Jewieh population . ' 
will be involved. 

. ·-. 
·' :· . 

. . ' 
VISIOW 

f '. ·:L;.- :· ~-Lead community wilt ~ ¢haraoterized by. fts ongoing interest in · · : · : . the · .goals of the proj.act- . Educational, 1--rabbinic and i.ay leaders . 
·· · w:1.ll p~ojeot a vision :·'°o.f what the conµnunity hope& to aohieva · 
· · .·· :- · aev~al ye•r• hence, . where it wants to f>e · in terma of tbe Jewish · 

,kpowledge and behavior; of it• members], , .young and adult . Thi• 
t; .. : · ·Vi•ion could include·· ele\ents auch as: ··j , 

.: ; ·;; - :· adolescents ·· have . a· :command of spoken Hebrew; = 

·_:_· :_, :· .: ! . ·,. - : . intermadrrliage deorea11eei, ~ i '! 
"" · many au ts ·study:class o "ew eh texts; 
- . educators az::e qualf tied and engaged: tn ongoing training; 
.: aupplementary a·0h09l: attendance haa l ncreaeed dramatically; 

;- '. ·: : ~ . ~ locally produced ·.:rewiah history ou:x:rioulum i s changing the 
~ .·: .w"y the · aUbj eot ia · ad~r,ssed ,in tormalr ·education; 

. , ·. : . . . ~ ·. the looal Jewi•h p~.,·~- ia e~ucating 1r1ttough the high level ot 
~ .. · , , . it.• coverage . of -key is•ue~ · ·· : · · 

' . ' . ; ~ : ; :: 
•. : 

•' 
: ; 1 

·:: 
"j . 

I• 

2 

i ; 
I 
I 
:·-: 

. 
I·, 
I -· --- - - ----· 
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" ; : :· • : : '. _: . . . . . : .·. : : . ! ·! : . . .. _· i . . . . . . , . . .. : . : . 
. :i :·_. J · ':1,'he·_vision,·· the goal~; the- content o'f l .Jawi;sh· education· will be ; 

~ • • 4 • : ._,.ddresaed at two level s· · · , : · ' : . ! : . ! : ' . . .. . . . ' • . . . .! i • • 
! ~ I • , • I . 
~: ~ ... : -i : . 
: · :. : ; ~ ! i · ·r . 

;; ~ ·:.( , ; i. .. At-.. the-.comm~al level the leaders~ip wil1 devEllop a~q artic-
l; ~ ulat-.:.·.a .notion of ·where it wants· -to be,! ·what {t wan~• to·. achieve. 
::t ·.i~ .. . . - :;·· ·· ' j 

i; ~ :=: : : . i. At ·the level of individual ·1nstit~tions· br groups ot inati- . 
:. ~ ·· . tutio~s of simi_lar views (e.g., all R~form school•), educators, : r ~ . ; : . ! *'~~bifJ, ·3:ay leaders and. parents . will a'.r.t.iau'i~t· the educational_ ; 
i ~ :[ !- . . g_ oala,-. · _ , .il : i · 

••. l 
J • • : 
1 -~ r .! ; I, ~t ie~· ·antic-ipated• th~t:-these- act:~yiti·~ yill ; create much debat~ 
.: ' : and t•tment in the community; that th,y will; ·foe~• the work ot 
'.: t .. · the Lead Communities on .core issues fac~ng the Jewj~h identity of · r ~ ·:ii _!.: ijo~:Alnerican Jewpi, and that th:ey wi1~=-- ~•maJ1d ot commtmi·ties to :• 
., . , , ·,. ~~Qe -complex 4ilemma• and. choices (e.g~ 4 · ~he :nature. and · level ~f 
·-f J /; , c;,o~it'~~t that educati.onai inst-ituti9p·a. -.~il} demand and aspire 
\i ~ :; :· · :· ~o.) •· ;:~t : the, ~ame time th,y will re•to·cf• · the ; educ_at;ional debate 
1 ~ I: ! - '. ·' f?b ~·-- :content of educatioh. ·: 1 , • 

·• : . ; ; ; : i . • . • I I • 

;· ~ .:'. 
1 

• The · In•titU'tiona of Higher Jewish Learning, jthe ·denominations, : _; :; ; 'i: ~he_· ~a~i:onai C?rgai:iizat~(?ns_ ~ill ~oin itj ·_thi• ~ftort.~. · ~Q dev~lop ·:. 
1: ~ =· 1 •• ·: ol~ernat~ye ~vJs~ons .of Jewish education~ · Fi,rs~ staps hava -already --.. 
=! •·• .!: 1 . : : 1'een taken (e.g. ,. JTS preparing i ta,+f to take thia role for 
:: ~ . ·: :-: : :. conMrvative scht>o'ls in ·tead communities). . i 
: ~ : • • • • t ! .. ' ; .,; : 

I • t 1 
• • < I : ; ' • I ·I ' . • 

:: : ·: I · • I • .. : • • 

; · ; .i I I.• . . I . 
,, r :; ! 1_ ;_ o .. · . ·.:atJILDI~a n z-»ao:rissioH o• nw~ss ·mu.OAir:tpH 

f - ~ 

. . } 

! : : : i . I, . I 
.. : : . qoJlllllunities will ' want to __ addres_s th~ shor;tag~ of q:~alified 

:/ . ;·'.·_.-_ '·· -~~~ao~~~~ for Jewi~~ edu,9atio~ in the f~llowin? ways: . 
• • ~ .• ' • • : < 

( ~ :; :. · : · ~. ~i~• 2,-_3 add.i ti~nal outstanding ~duoat<?r• to b!=)~&ter the 
:'. ~- .!_: ·: • · .s:~ren~h of ·:aducational practice in the.:1 commun~ty and to energize 
r r !' ! ; . ~hinking: about the · future. : : 
' •4 .· i . , ' . ·I • 

h ~ il ! ; · ·2,._. Create several ·new- po~itio~;- as r~~ir.e~, i n _ ord~ to meet 
11 ~ • • t.lt• oh.a.llenges. _For . ex~mpl~: a direc~o:;-.- bf. t~acher. educJtion· or 
. , : .- c.url;'i~ulum d•velopment·,. or a dir.eotor . o{ I.srael programming. 

:· • • • ·1 : I 
•. I • I • i . ' I 

:,·( :! : · : · 3;, Develop -ongoing in~service · eduoatio~ · for1 most educators in 
r: ;: :· : .-t '.he community, · ·by programmat·ic are·a -or 1,Y subject matter 
·;· : · 

1
• (:a .. g.the teaching· of >;,.is~_ory in · supplementary .school•; adul t :: ~ -~r '. e~~catJ,on in · community cente;i:-s). . . . t . : 

' . ' ! :: :: . . ,: 1 

:;_ -~ ·:.;, _: . : : 4:. · Invite training institutions'. and o~her naJional resources· to ­
!. i ·.·:: · . ; j~in ~n the effort; ang invite thp · to und~rt~1ite apeciti0 ... aa•ign• 
i: 1 ·::: -: m,ent• in lea4 co,nmu.nitie..-. (E.g. Het?rew Union College might 
,: ~· :=·: i ~·~ume r~sponeibi'li.ty for in-service ·educat~on bt a1i R•f.orm 
i: f · ·: i .- supplementary scho'ol staff . Yeshiva Un~versity would .do so tor 
i • ·;' • d~y-schoola) · · · 1 . ' :· '. :•.I : 
i , ·=' ' 
; : : • ' ~~ ; j !S. . 

. , .. . 
t I :, • '. ... . ~ . . .. .. , . 

: ! ~ . ~' . : : 
! L I. : 
f • 
•• i .. ' ; I 

. ' j • I 

a·~cruit:. hig~ly •<:>'tivat~d graduates . of d4y schools who are .. ·-
. I 

. 
3 l 

i . 
[ 

··: I 
i .. I 

- - - -

.. ,· 
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.. 
'atudenta· .at the: ~ive~sities; in -the Lead ··comllUnity ··to commit 
theaa.elve• to mu1ti-year assigrunenta ~s · e(Sucators in aupp·lemen~ 
tar:y •Ohocla and ; JCC•. ; · , . : · · 

.s •· .. ~velcp- a thoughtf.ul plan ~ to impro~e . th~ . terms ot ~ amp,loyman1; 
ot . educators in the _cqmmunity (including salary .&J·n4 benefits,· 
~i'"1' laddar, emp0.we~ent and inyolv~m~nt ·of. ·front~lin• educa-· 
tons. in th• Lead community developzuent _. pr'OCQSa •. j . 

•. : . . . : i . . . ' ! : : . 
s~_lt:~ne·oualy the .c:r~ has undertaken ~o · 4eal ~1th .conti~anta1·. 
~nit~ativae to improve the personnel situation. For ·oample it 
worka: with fo~datJ.ona ' to - expand and i mprov, the. tra'ining c:apa- · 

. bi li-ty '-tor- Jewish edueator• in . North :Ameri~a. · · . . . .. . . 

•• . ... 

' ' 
. Thi•: wi:li ~ undertak~\ •• follows: 

!: j 
• I 
! ; 

• • • : • ' . • i 

1. . _$atabliahing a !wa~~ to. wall :coal·iti~ in each t.ead ·communi-:- ·· 
ty, in~lu4ing. t~e ~-d~raticn,~ ~he co~grsgations, . day echo~l•, 
JCCs·, . :Hillel etc... i · : . . . . ·. • . · · 

.. 
I : 

' i 
. ! . 

I ' • ! 

{ ~ .2~ ::td~tity a . '. l~y "Champion". who wi1·1 -rao~ui~ a . lead~rship . · 
; ·:. .group -, that ·will driv~ ·tl;le Lead community p~·00.'~ss • . 
! i I 

I ' ; I 
! • 

t • 

I l 
. ; 
~ . 
·> : 
1_ j 
; j 

-3. · -Inc;-ease local .funding for Jewish ·ed~eation, 
' . 

I • ! . 
oevalop .a visi~n ~~r Jewish education in the c~ity • . . . . ; i . 

s. -·: ··zriv0·1ve t~a prqfet.isionals.' in a part~~rahip . t g :devel~ this = 
via~o~ · and a -plan for its implementation.-. · . · ·. . . . 

·. . . I . .. . 

., , ·. · -!sta_bliah a · local i impleme)ltation mechanism with :. a profes-

.aional· head. .- ; i : . , . ; 
I 

. 4. 

r 

I • 

! · .. 
I ! ; . , 7. -·Encourage an o~cjoi~g 

Jawilih ···eduea'tion. '1 l 
public ·d~.scussion of and a~voc;ac.y tor· · . ! 

• j 
l • 

i : . ! !. 
. 'i . , ~ 
: .c 

; i 

•, 
\ 
' 't • 

i ~ 

'·· l The CIJE , ·thrcugh :its I ataf:t, -con•ul tants and proj.acts will ·. 
i ·: tac1·ll~ate. implamentatio)\ ot programs .. an,d . will . ensUJ;'• contin·ental 
i : input-= in-to the Lead communities . The C·IJE will make the · 

··tol_l~inq available: · 
•• 4 

I ! 

' . 
I : 

: .. '. ! 
. . ! ; 1. . ·Beat ·Practicu I ! l ; I . : . , . . 

i i A pr~j•ct ·to create ·a.n 1inventory of ·goo~ Jewi s-b ed·U.Cationa1 . 
1 • practice wac launched, ~· project w.ill. offor. Lead: .. Communitiea ·· 
l .if • • , • • - • ,• I ' • : , ' ' . • , : . 

I • 
,, l . ' . 
' ! i 

I 
4 

:J 
• I 

. I 
! 

• I ., 

. ·.·i 
i 

· 1 .• . 
. i 

i 

·I 
·i . ; 
. ~ 

. .. 

. ' .. 

·, 
.. ) 

. . ... 

. i . 

~. : I 

• I 

. . : j 
i 
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·. ,=·. : ,,:; • .. / ~xampl•• of educational· practice in ·Jt~y aettiriga, 19-etbod•, and 
: .-• ' • 1t,op1os, -and will assist the communiti6's in "importing, " ·"trana-
. :i ; : 1-ating," "re-inventi~g• be•t practices ;tor ~eir l ocal aettings. 

' , •. I ;- I 
. I.. . . I 

:,: · · -~he Best Practices . i p itiativa has aeyaral interrelated diman-
'sions. In the f i rst ,year (1991/92) the . project deal• with best 
practices in the following areas : 

I 
I . ' r. 

I .j I I • ,. 

•. : : I , ... , • ~. 
L : I, • • : ':, ·, .: 
• :• : :. ; I 

:,,. I : • ~ •• 
f • ! I • o l ~ 

I • : 1 ; : I I • f ' 
I : ; ; .: ; ; • 

; , , , 
: ' I I 

• I :., 
.. I 

•.· : 

,It . . 
. : ,. I 

.. ! -... 
I ! ~ 

•I ,• • • • I 
I 

' I I I O ' a 

• • : t ; ;. • .. : ; .. 
.. ! ;: : . . ·: : J 

I,: I • ; : ft 

. ' . . ' • ' 
• • I ": 

,1 • • I .: : . . . 
; ;, ; : . : ( ; 

. . .. . . ; ' .. 

I 

-- Suppl~men~ary schools , 
-- Earlyi chi~dhood programa,

1
· 

-- Jewish community centers
1 -· Day sohoola 

: 
' : 

I ~- -I•rael Experience programs ·, 
I : 

works in the following way: ! ! 
a. Firat a group ot experts ~n each spacitic araa is 
recr:uited to· w9r.k -in an area (a.g. l, JCCa). Th••• . axp~s are 
brought ~ogether · to ·da!in• ¥hat chµactariz•• beat practice• 
in their area, · c-e.g., a go~ supplem*Zltary s chool haa effec-
tive metho~s for _'. the teachir g of : ~e~~·w). . 

b, The experts then•• • ~ out exis ting example& of good 
programs i n the. field, ~hey unde~take site .visits to pro­
grams ·and report about thes, in writing • 

I j . I . 
As lead commµnities b~9in ~o wor~, experts from the .above 

. team will b e brought into the l 'ead community to of-f.er 
guidance about •pacif i c new ideas ; and programa, · aa well aa 
to help i mport a best pracrice into that commW'lity • 

: i . 
r : . ~' 

.... : I : ; I I 
: : : : . 2~ Monitoring Evalu.ation Feedback l . 

. ·· .. : · I j 
,.: : · · · Th• CIJ!· ·has established an ev~luation ·projeot . Its purpo•e is 
i ". 

.. :: : :: .~ea-told: i '. . 
. ; . ; ~ : ·: . ~-· a. to oarry out 'ongoing ! monitoring ot progress in Lead 
·· ·:: "·; ~ COJl:mlunit i••, · in ,order to a~sist cqmmunlty l eaders, planners 

,; •
1 

• and educators in their wor)c . A researcher will be commia-
r= · · : ' sioned for each ~ad community anq · w.111 col lect . and analyze 

1
• data and offer it to pract~tioners · tor their con•idaration • 
. :: ; . ·., ~ The purpose ot thi• prooeaa , i• to improve and oorract imp le-
.:; 1 • : · :- ·· • mentation in each. _Lead Comm1;1nity. ] 

. . •. 

. ' 

. ' .. -. .. : ~. ·. 

•' . 
, • I •. . . . . . . 

• ,. t, 
I' . : 

I : 
b. to evaluate progress i n Lead ·communitie• assessing, 
aa time goea on, the i mpaot and etteotiveness of each 
program,' and its •uitabi l 1i ty tot' replication elsewhere. 
Evaluation will be conducted by · a : variety of method•. Data 
will be collected by the lo'.cal researcher. Analysis will be 
tha' reeponaibility ot the ~aad ot, the evaluation team with 
two purpo••• in· ~ind: 1) To evaluate . the ettectiveness ot 
individual programs and of :the Lead .Communities themselves 
as ~odels for change, and~) To bpgin to oreat~ indicators 
(e.g., level ot partioipat~on in Israel programs; achieve-

I 
I 

~ 

I •. 
1 • 
l . 

I • 
t 

' . 
I • 
I 

t. 

t 
I• 

I 

I • 
I. 

I• 
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. . . . ... . . . I :·, ; I • 

·· · ,? ment· in Hebr,w reading) and· .a ·da,tabase that could serve ·•• 
·' . ' thG basis ~ Olj • an ongoing &98888~ent . Of the state Of Jewish 

i 
L. ; • 

.. 

, .. 
I 

• • • :: f 

I : 
I '1 

. . -· • ' I . -
• I 

I
• : r i . ! . .... •,, 

~. 

I 
t • •• 

! I 

... 

t 

-. . . . ·, 
I • I I 

' • . , : F ... 
. . ,' 
I : 

I ·, -~ . . .... 

• I 

,• 
I ; :r-

l~ • • 

; ~. - . 

•' 
... 

:· •. 
I I •• 

' " . t : i .,. 

' .. 
.. 
j 

. . 
: . 

I 
I • 1 

I : 

I 

• ! ' 
• I ,. •. 

. : 
• i ~. 

~ I . ' 
. : : 

: 
I 

. ,. 

' ' ' 

education in ~orth America. Thia ,wdrk will contribute in the 
long term tio Ith• publication of a periodic "state ot Jewish 
eduoation"." it-eport · as suggested ·by ,the commissi on . · ·. 

! I . . 

c . 'l'h• f:• , dback-loop : f indi~gs ot monitoring and 
evaluation

1 
aptiv~tie, · will be cqntinuously channeled to 

local and qr~E planning a0tiviti•~ in order to attect them 
and act as 

1
an ongoing oorraoti~a. In thia manner there will 

be a rapid , e~chang• of knowledge :Ud mutual influence be­
tween prao~i~e and planning. Pin<M.ng•. from the field will 
require on~o~ng adapta~ion ·ot pl•ns. These changed plans 
will in turn/ ·atfect implementation and so on. 

During the ~irst year the field researchers will be 
principall~ eoncerned with three ,queations: 

(a) What ~ri'. the vi~ions ~or ~~nge in J ewish education 
held by 1n~~r• of the communiti••? How do the .vi•iona vary 
among d i ff•rant :individuals or s~gmants of the coJIUllunity? 
How vague or speci~ic are these. visions? 

. . 
(~) What ~a the extent of community mobili sati on for Jewish 
aduoa~ion?.~o is involved, and who is not? How broad ia the 
coalition·tsUpporting the CIJE'• etforts? .How d.eep.-. i• 
participat~on within · tha various agencies? For example, 
beyond a ••~11 core of leaders , is there grass-roots 
involve.me~tl ·in .the .co~munity? ,. To what exten~ is the 
community , mbbilized financially as well as in human 
reaource's?: : I 
(c) What . ;ie the nature ot th:~ proLessional li.fe ot 
~ducators iin this community? Under what conditions de 
teaohers and principals work? For example , what are their 
salariea and benetita? Are school faculties cohesive, or 
fragmante4? I ·Do principals have· off ices? What are the 
physical· ccpr1dit·ions ot classrooms? I• there admini•trative 
support to~ innoviition among teachers? 

' 
The t irst i q\l••ti'on. 1• eaaenti,a1 for establishing that 
apaoitio goa~s exist tor improving .Jewish education, and tor 
d~aclosing ""1hat .. theae goals are . . The second and third 
queationa conoern : the "enabling options" decided upon in A 
Time to Ac~, the areas of improve~ent which are easential to 
the succ ess of ~ead communities : mobilizing community 
support, and building a profession of Jewish education. 

I 

I I 
: l 

I· ,3. Prof eaei'on~l ,services :· 
. : I 

1 ' 

. 
,:· .. 
f 

i 

I I 

- I 

I 
I 

I • I 

: :·: : 
! . ! . I 

! I 

I 

The CIJE will oft,er professional services to Lead Communities, 
':including: , I 

a. Educauional consultants to h'elp introduce best prac-
tices . I: 

I 

I: 
6 
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-1- b. Fi!3ld researchers · for mo~itoring, evaluation and teed­
back. 

l o~ Planning assistance as required. 

Assistance in· mobilizing the community. : . d. 

4. J Funding facilitation 
I I • 

The CIJE will establish and nurture eontacta between foundations 
interested in specific programmatic area• and Lead communities 
th~t are developing and experimenting with suab progrus (e.g., 
the . CRB Foundatiopa and youth trips to Iarael; MAF and personnel 
training; Blaust•in and reaearch). 

' . 
' I 

~. '. Link• with p~rveyora or supporters of programs 
l 

Tho CIJE will develop partnerships between national organizations .(*-., JCCA, CU.L, JESNA, CAJE), traini~g institutions and Lead 
C unit~•- These purveyors will undertake specific asaignment• 
to meet epeoific needs within Lead Communities. · : 

• r • 
• I .. ' 
I l a. llUlfCBiifG THI LIAI) OOMMlJlttTY -- Y!lll on 

Du~ing its first year (1992/93 ) the project will include the 
foilowing: 
. i 
1. Negotiate an agreement with the CIJE that includea: 

a . Detail of mutual obligations; 

b . Proceaa iaauea ~· working relations within the communi­
ty and between the community, the CIJE and other organiza­
tions 

o. Funding iasuea; 

d. Other. 

2. Establish a local planning group, with a proteaaional ataff, 
with wall-to-wall representation. 

3. Gearing-up activities, e.g., prepare a 1-year plan, under­
ta~e a selt-study (see 6 below), prep~re a 5-year plan. 

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

I 

· ! --~ Preliminary implementation ot pilot projeota that result 
from prior atudies, interests, communal priorities. 
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I 0 6. ·· ondertake an ,aduoational self-study, ~s part ot the planning 
~otivities: ! ' 

~~~t communities have ·raoantly completed ~ocial an~ dQographic 
studies. Some· have begun to deal with the ~••u• ·of Jewi•h conti­
nuity and have taskf orce report• on these. liTeaohers atudies exiat 
in some communities. All of these will be inputs into the self-

: •tudy. However, t;he study itself will be ;designed to deal with 
the important i••u•• of Jewish education !in that community. It 
wi ll include aoma of the following elements: 

a. Assessment ot need& and of targe~ groups (client•) • 
b. Rates of participation. . • 
c. Prel iminary asae••ment of the educators in the 
community (e.g. , their educational ba9kgrounds) • 

• I 

The ••lf-atudy will be linked with the w~rk ot the monitoring, ' 
-evaluation and feedback project. 

:some of the d•finiti9n. ot th• :1tudy and some ot tbe data collec- · 
tion will be und~rt~k~n wit h the h e lp ot that project•• fiald 
ruearoher. 
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LEAD COMMUNITIES AT WORK 

A. I NTROD UCTIO N 

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 a research 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. 

(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 
improvemetlt program of its Jewish education. Three model communities ~ chose~ 
to demonstra~e what can happen where there Is an infusion of outstanding personnel into 
the educational system, where the imponance of Jewish education is recognized by the 
community and its leadership and where the necessary resources are secured ta meet 
additional needs. 

1 



LEAD COMMUNITIES AT WORK 

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: 
• Supplementary Schools 
• Day Schools 
• JCCs 
• Israel programs 
• 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 
• Family education 
• Summer camping 
• Campus programs 
• Etc ... 

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

5. A large proportion of the community's Jewish population would be involv_ed. 

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: 

• adolescents have a command of spoken Hebrew; 
• incem,arriage decreases; 
• many adulcs study classic Jewish texts; 
• educators are qualified and engaged in ongoing rraining; 
• supplementary school attendance has increased dramatically; 

2 



LEAD COMMUNfT/ES AT WORK 

• a locally 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 ils coverage of key issues. 

The vision, the goals, the content of Jewish education would be addressed at rwo 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 ¢"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., ITS 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 furure. 

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

3. 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). 

3 



LEAD COMMUNITIES AT WORK 

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. H ebrew Union College might 
assume responsibility for in-service education of all Reform supplementary school staff. 
Yeshiva University would do so for Orthodox day-schools.) 

5. 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 
supplemeri{)ary schools and JCCs. 

6. 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 from-line educators in the Lead Community development process.) 

Simultaneously the CIJE bas 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. DEVE LOPING 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 ... 

2. Developing a special relationship to rabbis and synagogues. 

3. Identify a lay "Champion" who will recruit a leadership group that will drive the Lead 

Community process. 

4. Increase local funding for Jewish education. 

5. Develop a vision for Je,vish education in the community. 

6. Involve the professionals in a partnership to develop this vision and a plan for irs impiemen­
tation. 

7. Establish a local implementation mechanism witb. a professional head. 

8. Encourage an ongoing public discussion of and advocacy for Jewish education. 
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LEAD COMMUNITIES AT WORK 

F. THE ROLE OF THE CIJE I N ESTABLISHING LEAD COM­
MUNITIE S 

Tbe CIJE, through its staff, consultants and projects will facilitate implementation of 
programs and will ensure continental input into the Lead Communities. The CUE 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 v.ill assist the communities in "imponing," "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 E-cpen·ence 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 expens 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, expens 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 i.mpon a best practice imo that community. 

2. MONITORING EVALUATION FEEDBACK 

The CIJE h2S 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 cornmis 
sioned for e2.c!:i Lead CoI!lIIlunity and will collect and analyze data and offer it to 
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LEAD COMMUNITIES AT WORK 

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

c. 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 witbin 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? \Vhat 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 2.Ild third questions concern 
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the "enabling options" decidekpon in A Time to Ace , the areas of improvement which 
are essential to the success of Lc2d communities: mobilizing community support, and 
building a profession of Jewish education. 

3. PROFESSIONAL SERVICES 

The CUE 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. 

c. Planning assistance as required. 

d. Assistance in mobilizing the community. 

4. FUNDINGFACIUTATION 

The CUE 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). 

5. LINKS WITH PURVEYORS OR SUPPORTERS OF PROGRAlvfS 

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 a 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. 

\Vhat would this local mechanism (the local planning group) do? 

a It would convene all the aeters; 

b. It would 12.unch an ongoing planning process; and 

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

2. 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 ~s and at the various levels: 

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

In addition, dealing with the content might involve having a "dream department" or .::,b_lues­
lcying 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. 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 CUE and otber organizations 

c. Funding issues; 

d. Other. 

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

sentation. 

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

prepare a 5-year plan. 

\ 4. Locate and hire several outstanding educators from outside the community to begin work 

}i ~ >( · the following year (1993/94 ). 

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

coramunal priorities. 

6. Undertake an educational self-s~dy, as part of the planning activities: 

8 
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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. 

9 



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, bow to: 

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

2. Mobilize community support to the cause of J ewish education; 

3. Develop a research 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 J ewish 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. -

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

B. THE SCOPE OF THE PROJE CT 

1. A Lead Community will be an entire community engaged in a major development and 
improveme:at program of its Jewish education 
to demonstrare what can happen wl!ere there is an iilll.13ion of outstanding personnel into 
the educational system, where the importance of J ewisb education is recognized by the 
community and itS leadership and where the necessary resources are secured to meet 
additional needs. 

1 



LEAD COMMUNITIES AT WORK 

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: 
• Supplementary Schools 

• Day Schools 

• JCCs 
• Israel programs 

• 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 
• Family education 

• Summer camping 

• Campus programs 

• Etc ... 

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

5. A large 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: 

• adolescents have a command of spoken Hebrew; 

e imem1arriage decreases; 

• many adults study classic Jewish te..rcs; 

• educators are qualified and engaged in ongoing training; 

• supplementary school rutendance has increased dramatically; 
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• a localiy produced Jewish history curriculum is changing the way the subject is addressed 
inf onnal. 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 rwo 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 0e 
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., ITS preparing itself to take this role for Conservative schools in 
Lead Communities). 

D. BUILDING THE PROFESSIO N OF JEWISH EDUCATION 

Communities may want to address the sbonage 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
rmng. 

3. Develop ongoing in-service education for most educat0rs in the community, by program­
matic area or by subject matter ( e.g.the teaching of hist0ry in supplementary schools; adult 
education in community centers). 
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4. Invite training instimtions 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.) 

5. 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. 

6. 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 from-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 Conununity, including the Federation, 
the congregations, day schools, JCCs, Hillel etc ... 

2. Developing a special relationship to rabbis and synagogues. 

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

4. Increase local funding for Jewish education. 

5. Develop a vision for Jewish education in the community. 

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

7. Establish a local implementation mechanism with a professional bead. 

8. 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 CUE 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 E.xperience 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 bas 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 co programs and repon 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 CUE bas 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 cornmis 
sioned for ea.ch Le2d Com.'llunity 2nd will collect and analyze data and offer it to 
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practitioners for their consideration. The purpose of this process is to improve and 
correct implementation in each T.....ead 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) T o 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. 

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

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? H ow 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? Aie school faculties cohesive, or fragmented? Do principals have of­
fices? \Vbat are the physical conditions of classrooms? Is there adminisrr2tive suppor! 
for innovation among teachers? 

The first question is esseotial for establishing that specific goals exist for improving J ewish 
education. and for disclosing wh2t these go2!s 2re. The second and third questions concern 
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the "enabling options" decided upon inA Time to Act , the areas of improvement which 
are essential to the success of uzd communities: mobilizing community support, and 
building a profession of J ewish education. 

3. PROFESSIONAL SERVICES 

The CUE 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. 

c. Planning assistance as required. 

d. Assistance in mobilizing the community. 

4. FUNDING FACILITATION 

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

5. LINKS WITH PURVEYORS OR SUPPORTERS OF PROGRAMS 

The CIJE ~ 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 s~imilar to that of the CDE. 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. 

\Vhat would this local mechanism (the local planning group) do? 

a It would convene all the actors; 

b. It would launch an ongoing planning process; and 

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

2. 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: 

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

In addition, dealing with the content might involve having a "dream department" or «b_lues­
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. Negotiate an agreement with the CUE including: 

a. Detail of mutual obligations; 

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

c. Funding issues; 

d. Other. 

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

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

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

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

6. Undertake an educational self-s.udy, as part of tte 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 
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