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'l'O : 
FaOM; 
RE : 
DA'l'E: 

~HIJtlE I J,:) , 

Ar· t ~r., t me.1'1 
Shul.:lmj t.l, F.1 ~t.P.J 

Bal t.imora / Lei.:.t.e· 
Octobt';r ) !i , ::. 9 9,. 

Undcrot.:indir ,~ 

Mar~hal l T.cvi11 c,:, l l~d ~ 11q\.1 ire .i.f the-
~i th the.> poi;;ti;,onom<::m until December 
Lotter o f Under~tc'\ndi.ng hy the Exe,:n.\l· :i v,· 
of Directors of Lhe Ag~ocic:,tod. 

CJ~l.r: v,vu.lu l.it! :::c\U5fiod 
of r b i,if icat j ,,n ,-,t- 1 .. ltL: 
Cv11uu.i. L Lt::! e1.wJ t h e Dva1.-d 

Wh.il1: the diSC\.\St::ior'l of thA community'~ rc l-.1U o nohip with l.11c; 

e !JC: Wr\S oris:.r,"'11 y r.;chPd'.tl ed pre· GA, die bus i ne~:; ,.,.,-. l1e1J1<.1 u vw 
j ncludes ~ ma.:ior diso\.ie~i~-:,n o f- (!,JF d\.HHI and othei· rm,.tt..cr::; ·,,hi.ch 
may distract. from t~1e j Jnpor ta nee or the Le,::d Communitit::s Pro:i cct . 

Tt was the r8convnendat i o n of D-:n:rell and DiJ J Re-rrn:;t.o in tha l it. 
be po stpone<l ~o as to eive Jt proper at..t.e1 rt..ion and t <> maximize 
Ll1t-.j . .L· obj l i ty t.o educa t.~ and involve tt ,µ : eadcrshi.p. 

Marsha ll a ~.3ured m~ t.h?tt -t.h(; key lead communit.ios l eadE:::i.·fihip wi ll 
Lt: l..iriefed prc·-GJ\. and that they ( Coplan, Hofb~ri',el' , Hirschhorn, 
Km:.::) arE:l awarl;) of the cornmi tmentiJ the cc,nununi ty wil l und~rlake 
as uu-l:J .i.ned i n our di:::cu:.seions c,f th~ letter c,f under~tancting . 

Fo llowing my c0nversation with you I <.:dl]ed M~rshal l ~o relay 
your agreement to this r~vised timetabl~ tor Bal timvrH . 

cc : Juck Ukeles 



COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

LEAD COMMUNITIES PROJECT • Mailing Address · 163 Third Avenue #128 · New York, NY 10003 
tel: (212) 532-1961 · fax: (212) 213-4078 

To: 

From: 

Date: 

Re: 

MEMORANDUM 

Darrell Friedman 

Art Rotman 

October 21, 1992 

Letter of Understanding 

Enclosed is a draft of the Letter of Understanding covering the mutual expectations of 
CUE and Baltimore for participation in the Lead Communities Project. The draft 
incorporates suggestions made at the meeting in Baltimore with Shulamith Elster and Jack 
Ukeles. 

Please note that on page one we have left room for you to insert a rationale statement that 
is specific to your community. We want you to be comfortable with this document, so 
feel free to edit it as needed. 

If there are minor changes that you would like to make, please mark up the draft and send 
it back to me by fax. 

If you have significant concerns with the document, I am available to come to Baltimore 
in early November to djscuss the Letter of Understanding in more depth. Let me know 
as soon as possible, so that we can coordinate calendars. 

If there are no substantive changes, then you should proceed with your own professional 
and lay review process. We would like to hold a formal signing ceremony in Baltimore 
before the end of the calendar year. 



COUNCIL FOR INITIATIVES 
lN JEWISH EDUCATION 

LEAD COMMUNITIES PROJECT · Mailing Address · 163 Third Avenue #128 · New York, NY 10003 
tel: (212) 532-1961 · fax: (212) 213-4078 

October 21, 1992 

LETTER OF UNDERSTANDING 

Dear Mr. Friedman; 

I am writing to confirm that the Jewish community of Baltimore and the Council for Initiatives 
in Jewish Education (CDE) have agreed to participate in a joint local-continental collaboration 
for excellence in Jewish education, called the Lead Communities Project. 

The Commission on Jewish Education in North America (COJENA) found that the best way to 
generate positive change at the continental scale is to mobilize the commitment and energy of 
local communities to Jewish continuity, and recommended the creation of lead communities. 

The lead community is expected "to function as a local laboratory for Jewish education; to 
determine the educational practices and policies that work best; to redesign and improve Jewish 
education through a wide array of intensive programs; to demonstrate what can happen when 
there is an infusion of outstanding personnel into the educational system, with a high level of 
community support and with the necessary funding. 111. 2 

The Jewish community of Baltimore has established a Commission on Jewish Education of~ 
ASSOCIATED. The community views the Lead Communities Project as an opportunity~ ? 
•• ....................................................... .................................... ............. t 

This letter is a summary of discussions between the Council for Initiatives on Jewish Education 
(CIJE), and the Baltimore Jewish Federation. Its purpose is to clarify our mutual expectations 
with regard to the implementation of the Lead Communities Project in Baltimore. 

1 A Time to Act (University Press of America, Lanham, Md.,1990)1 p. 17; see also pp. 67 - 69. 

2 See also Lead Communities: Program Guidelines (January, 1992) pp. 7-11. 



COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

This letter covers the three year period from Sept 1, 1992 through August 31, 1995. 

1992-93 is the Planning Year (see below) 
1993-94 is the first Action Year 
1994-95 is the second Action Year 

During 1992-93, the Jewish community of Baltimore with the advice and assistance of CIJE, will 
prepare a five year plan for improving Jewish education. The plan will include: a needs 
assessment, mission or vision statement(s), program priorities, and a strategy for financial and 
human resource development. The plan will build on the work of the Commission on Jewish 
Education of THE ASSOCIATED and incorporate appropriate elements of work already 
completed. The community by February 1, 1992 will prepare an outline of the 5 year plan 
identifying the major topics to be covered, preliminary findings, program ideas and tentative 
conclusions. 

Along with the five year plan, the community will also prepare an Action Program for 1993-94 
which will include the schedu le of the specific improvements to be undertaken; and the costs 
and revenues associated with each specific improvement effort.3 

The plan and the action program will be completed by May 31, 1992. 

During 1993-94, the community will carry out the implementation of the first year's Action 
Program and prepare an Actio n Program for 1994-95. 

During 1994-95, the community will carry out the implementation of the second year's Action 
Program and prepare an Action Program for 1995-96. 

In support of these efforts, CIJE agrees to: 

• Offer models of successful programs and experience through the Best Practices Project. 

• 

Best practices will be identified in a variety of areas, including: Supplementary 
Education, Early Childhood Education, JCC programs; Israel Experience; Day School; 
Campus Programs; Camping; & Adult Education. Information on all areas will be made 
available between October, 1992 and the end of May, 1993. The lead community will 
adapt and introduce these models in the light of local needs and interests during the 
Action Years of the project, with the advice of CUE. 

Provide technical assistance in planning and educational development. The community 
will have access to assistance from a roster of experts provided by CUE at no cost to the 
community. 

3 See Appendix A for a brief description of some of the possible areas of content of a Lead 
Communities Plan. 

2 

X 



COUNCIL FOR INITIATIVES 
.IN JEWISH EDUCATION 

• Introduce potential funders to the community -- including continental foundations 
interested in specific project areas. 

• Negotiate with foundations, organizations, and providers of programs -- training 
institutions, JCCA and JESNA -- to define the nature of their involvement and their 
contribution to Lead Communities. 

• Provide a monitoring, evaluation and feedback system to serve both the Lead Community 
and OJE. 

• Convene lead community leadership for periodic meetings on common concerns. 

The Lead Community agrees to: 

• Establish a Lead Community Committee to direct the project. The Committee will be 
made up of top community leadership representing all elements of the community -
Federation, congregations, institutions involved in formal and informal education, and the 
full spectrum of religious movements represented in the community. The Committee will 
be chaired by .............................. . 

• Provide opportunities (such as town meetings or subcommittees) for stakeholders from 
all sectors of the community to meaningfully participate in the planning process -
including consumers of Jewish education, (e.g. parents and! students), educators, board 
members and Rabbis. 

• Appoint a Lead Communities Planning Director to staff the Lead Communities Committee 
and to coordinate the work of educational and planning professional resources in the 
community on the Plan. Senior professionals in the community ( e.g. the Planning 
Director of Federation and the Director of the BIB) are expected to be fully involved in 
the process. 

• Prepare a five-year plan, and annual action programs (as described above). 

• Appoint a Lead Communities Director to direct the Action Program for 1993-94 
onward. 

• Integrate the findings of the Best Practices Program appropriate to the Lead Community. 
(as discussed above). 

• Identify and begin one or more experimental programs within the first year. 

• Build the profession of Jewish education, and thereby address the shortage of qualified 
personrnel. 

3 



COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

• Mobilize community support to the cause of Jewish education. 

• Significantly expand the communal resources committed to Jewish education. Based on 
one community 's experience in implementing the recommendations of its Commission on 
Jewish Continuity, 11significant expansion" should result in at least a 40% increase in 
communal resources for Jewish education by the third year action program. Communal 
resources include regular allocations, endowment funds, local foundation grants, and other 
sources of local funds. 

• Collaborate with CIJE on the monitoring, evaluation and feedback system, and utilize the 
results. 

• Work with CIJE to disseminate the results of their experience to other communities. 

During the summer of 1993 and the summer of 1994, the work of the preceding year will be 
reviewed by the partners. This Agreement may be terminated at the end of one of these reviews 
if it appears to either partner that the other has failed to perform in re lation to this agreement. 

CIJE 

By: --------

Title: 
Date: ---------

4 

Federation 

By: - - --------

Title: 
Date: ----- -----



COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

(ILLUSTRATNE) 

APPENDIX: TOPICS LIKELY TO BE ADDRESSED BY A LEAD COMMUNITIES PLAN 

------------------------- -----------------------------------------

How the community plans to approach major improvements in educational personnel (e.g., 
in-service education for all educators) 

What improvements are envisioned for each major setting within which Jewish education 
takes place: congregations and supplementary schools; JCC's, Israel experience; Day 
schools; and camping; higher Jewish education campuses 

How to create a more supportive climate for Jewish education 

How to approach the Jewish education of each major group in the life cycle: singles; 
families with young children; teens; the college years; empty oesters; older people 

How the community plans to encourage linkages ( e.g., between formal and informal 
educational experiences) 

5 



ALFRED I. COPLAN 
CHAIRMAN 

RICHARD M. LANSBUAGH 
FIRST VICE CHAIRMAN 

CAROLE SIBEL 
VIC!: CHAIRMAfll (ADM ) 

ALVINO KATZ 
VICE CHAIRMA'J (CP&B) 

BENJAMIN KUNTZ 
VICE CHAIRMAN (CAMP) 

BRENDA 8 LIPITZ 
VICE CHAIRMAN (WO) 

JOSEPH A COOPER 
TREASURER 

RICHARD S. DAVISON 
ASSISTANT TREASURER 

DAVID HIRSCHHORN 
SECRETARY 

ALVIN MYERBERG 
ASSISTANT SECRETARY 

DARRELL 0. FRIEDMAN 
PRESIDENT 

November 2, 1992 

Mr. Arthur Rotman, Executive Director 
Council for Initiatives in Jewish Education 
163 Third Avenue, #128 
New York, NY 10003 

Dear Art; 

This letter is in response to your letter of understanding, 
confirming baltimore•s participation with the Council for 
Initiatives in Jewish Education in the Lead Communities 
Project . We are very excited to be part of this project and 
are confident that our collaboration with CIJE will 
demonstrate that we can achieve excellence in our efforts to 
dramatically improve Jewish education in Jewish communities 
throughout North America. 

In terms of the draft document, we are suggesting the 
following amendments/ additions: 

Page 1, Paragraph 4, "The Jewish community of Baltimore has 
established a Commission on Jewish Education of THE 
ASSOCIATED. The community views the Lead Communities 
Project as an opportunity to break new ground in our 
strategic planning process for Jewish education. At a time 
when we a re beginning to shape our consensus document . we 
feel that CIJE can provide the critical assistance our 
commuptty needs. both in terms of professional expertise and 
financial resources. to move its educational agenda forward. 
At the s ame time. we believ e Baltimore can serve as a model 
of progress and performance in Jewish education for other 
North American Jewish communities." 

Page 2, Paragraph 2, "The community by February 1, 1993 will 
prepare an outline of the 5 year plan i dentifying the major 
topics to be covered, preliminary findi ngs, program ideas 
and tentative conclusions." 

Page 2 , Paragraph 4, "The plan and the action program will 
be completed by May 31, 1993." 

Page 3, fifth point, "The Lead Community Committee will be 
chaired by LeRoy Hoffberger." 

Page 4, second point, "Commit our best efforts to 
significantly expand. the communal resources committed to 
Jewish education. Based on one community's experience in 

ASSOCIATED KRIEGER BUILOING 101 WEST MOUNT ROYAL AVENUE BALTIMORE. MARYLAND 21201-5781 PHONE 301n27·4828 Fl'X 3011752·1177 



implementing the recommendations of its Commission on Jewish 
Continuity, significant expansion should result in a target 
of at least a 40% increase in communal resources for Jewish 
education by the third year action program. We fully 
endorse and underscore the definition of c ommunal resources 
to include the total dollars from which we would allocate 
funds, including regular allocations , local and non- local 
foundation grants, endowment funds raised through our Fund 
for Jewish Education , and other sources of funds. 

If the above changes meet with your approval, we are ready 
to proceed with the formal signing of the Letter of 
Understanding . We look forward to hearing from you with a 
final draft . 

With best regards. 

Sincerely, 

Darrell D. Fr iedman 
President 

/tw 

ART.ROTMAN.NK . TW 
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Honorary Choir 
Mox M. Fisher 

Choir 
Morton L. Mandel 

Vice Choirs 
Charles H. Goodmon 
Neil Greenbaum 
Matthew J. Maryles 
Lester Pollock 

Executive Director 
Arthur Rotman 

Chief Education Officer 
Dr. Shulomith R. Elster 

November 17, 1992 

Mr. Darrell D. Friedman 
President 

COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

Moiling Address: 
163 Third Avenue # 128, New York, NY 10003 
Phone: (212) 532-1961 • Fax: (212) 2 13-4078 

THE ASSOCIATED: Jewish Community 
Federation of Baltimore 
101 W. Mt. Royal Avenue 
Baltimore, MD 21201 

Dear Darrell: 

Thank you for your memorandum of November 2nd regarding the 
Letter of Understanding. We at CIJE are delighted at the response of 
the Baltimore community as reflected in your memo and at the GA last 
week. I have asked Jack Ukeles to work with Marshall Levin to move 
us towards closure on the document. He wil l be hearing from Jack 
this week. 

It was good to see you last week and I am looking forward to working 
with you on the Lead Communities Project. 

Sincerely, 

Art Rotman 
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Atlanta Jewish Federation 
1753 Peachtree ~ood. Northeast/Atlanta. Georgia 30309/404·873-1661 /FAX 404-874-7043 

TO: 

FROM: 

DATE: 

MEMORANDUM 

Art Rotman 

St eve Gelfand 

November 18, 1992 

Sorry that we didn 1 t have a chance to 
discuss the letter o f understanding . 
able co spend s ome time discus sing it 
Tuesday. 

meet at the GA to 
Hopefully we will be 
on Monday night o~ 

Marshall Levin, Howard Ne istei n, and I t a lked during the .GA 
about Jewish education planning in our communities, CIJE, and 
agenda items which we would f i nd useful a t t he meeting next 
week. I'm not c ertain what your plans are, but we woul d l ike 
you to cons i der the f oll owing : 

1 . Roles and l i nes o f communication - Bach o rganization in 
the system-- CIJE, Ukeles Associates, Federations- ~and 
individuals associ ated with these organizations have 
different responsi bilit i es within the lead communiti t ies 
project . What are they? Who talks to whom about what? 

2 . Resource devel opment - CI JE ha s s ignificant financial 
expectations of t he communities. What process will CIJE use 
to help us acces s external resources? How can this be 
incorporated i nto the l etters of understand ing? 

3 . Consul tants - Each c ommunity has a "line of credit" f or 
consultation. What are the specifics? 

4 . Year 1 planning - We wou ld l i ke to develop mutual goals 
and objecti ve s for the first year , and to agree on a process 
to achieve them. 

Looking forward to seeing you i n a few days. 

PRESIDENT-Gerold D. Horowitz • FIRST VIC E PRESIDENT-Dovid N. Minkin 
VICE PRESIDENTS-Ja ck N. Halpern,$. Stephen Selig Ill 

TREASURER- Marl< Lichtenstein • ASSISTANT TREASURERS- Elliott Cohen, Jody Franco 
SECRETARY- Lorry Joseph . ASSISTANT SECRETARIES- Candy A Be rman. Ann L. Davis 

CAMPAIGN CHAIRMAN-Arnold B. Rubenstein, M .D. • EXECUTIVE DIRECTOR-David !. Sarnat 




