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I. Bow Will CIJE Be 
~ <. ~A>,!-< I~ ~I~~ ~d~~ 

agen~ ~twee t e sel cted d 
i 1-•z it; a.- 1 national organi2ations, foundations, and key 
resources in Jewish Education. It i s staffed by an Executive 
Director, a Chief Education Officer and a Planning Director. 
The Chief Education Officer and Planning Director serve as a 
team that will consult and work wi th "Lead Comnmnities" as 
they proceed in developing their strategic plans to benefit 
Jewish Education. In addition, CIJE employs three field 
researchers that will document the process of change in each 
colIImunity and to report progress back to local leadership as 
well as national sponsors. One of the three fiel d researchers 
will be deployed in each of the "Lead Communities" . 

II . Component& of the "Letter of Agreement" 

A. The "Lead Community" Project is a collaborative effort 
-----~b~e~t~w~e~e~n ___ aationa1 eE9aaiBation. and 3 local communities. 

,-- It is premised on the assumption that the best way to 
<$'}"f:: maxillLize improvement in Jewish Education continentally 

is to demonstrate succes9 at t he local leve~ ey me,.ms of; 
a Q,;:oad baaed eoactuunal pla1tain9 11y$tem. 

B. CIJE 's agreement with the "Lead Communities" is for three 
years. The first year will be dedicated to planning with 
the outcome consisting of: 

1. A five year plan for Jewish Education. The content 
of each plan ehould include mission or vision 
statements, a needs assessment, an articulation of 
program priorities and a strategy for developing 
hUJil.an and financial resources for Jewish Education . 

2. A minim~ of one program ini tiati vey... '1b ~ \J ~"'~,..,,._ 

,....., 'H-( :s11r.1-..3 oe ''1'f3>-
3. An implementation plan for the year 1993/ 94. 

C. CIJE's Responsibilities 

L CIJE will bring to each community the results of its 
"Beet Practices" project which is a syst ematic 
effort to collect what is worki.ng well around the 
country in the field of Jewish Education . It will 
be organized by program area. 

CIJE will provide a roster of experts and will f_:Y 
for their work with and in Milwaukee as needed -~...el ,.,..,,~..._, 

· I t i ----~7 
~STl"fl/fTrJ ot vn l- t, ~ -T 3- ~, ~ n 9- i>,dh ~ 
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3. Cl JE is not a Foundation. However, CIJE will 
introduce "Lead Comm.uni ties n to national foundations 
that have expressed an interest in Jewish Education 
and help advocate for grant funds to support program 
initiatives. 

4. CIJE will coordinate the assistance from national 
organizations and training institutions to "Lead 
Communities" as needed. 

5. CIJE will fund the field researcher component of the 
project to monitor the process of change and report 
back progress to communities approximately three 
t.imes a year. 

D. Responsibilities of Milwaukee As A "Lead Community" 

Page 3 

~s~~ C..o..,...,,rr~ ~ 
1. Bach "Lead Community" will ~p a missio~ 

.+op &-. ..,_.;v~ ,:.,._7 ~ a!P-U-s.'~ ~I 7' cl ir~ c., + ~ Pl--<i)<:.c 7 
• 1..,(lc.-c,1.,3 ~ '' t.-t,/{ 'f') .._,// II ~'*//J"lo,.. '6 ; 

2. Each community will develop a planning system that ._1> 5-,..17'9!. 

draws input from a br oad base of education :;-n'J, .. 11. 
0

1 
stakeholders, ·f-e. g, ag~aciea, sohoole, sy»agogues )--. •v, -.r 
The planning eyetem should allow for meaningful J...~ ~P.,l 
partici pation by all segu1ents including teachers and '1~,:> 
parents aeli every .eli:g.;ons Eleermi oetio{b ::s .... 

3 . Each community will identify and/or hire a lead 
staff person to assist in the design and deve lopment 
of the planning process and to manage the project. 

4. Each "Lead Community" will utilize the "Best 
Practices~ project. 

5 . 

6. 

7. 

8. 

Each community will develop one pilot pro ject in 
1993 to demonstrate that progr ess is being made. 

s ' 'b .... ,·p , &.-p,..,-,../1 
Each community will olt.imatoJ.;t expand resources 
available to Jewish Education. These resources may 
evolve from private foundations , endowment 
development, Campaign allocation or a ny combination 
of the above. 

Each "Lead Community" a grees to monitor and evaluate 
its progress utilizing the field research team. 

Each ~Lead Community" will work with CIJE 
discseminate information t hat is learned i n 
planning process to other communities around 
country. 

to 
the 
the 



To: 

From: 

Date: 

Re: · 

bee: 

MEMORANDUM 

Annette Hochstein 

Jack Ukeles~{ 

October 5, 199?. 

Lead Communities Letter of Understanding 

Shulamith Elster 

I am writing to continue our discussion about the l..,etter of Unders tanding on Lead 
CommunHics . I had hoped to have a tclcconfcrcncc before Art left-for Europe, but_ 
wo were not nble to get it together, because of cho.gim nnd ir~dividunl scfo~dulcs. 

As I understand it, you and Seymour have two major concerns: 

1) that the draft letter does not npproprintely convey the iden thnt the Lead 
Comnrnnities Project is about systemic change, i1 sounds like just onother 
commission. 

2) thnt the document needs lo include much more of the specific content of the 
und Communities Project ns envisioned in "A Time to Act" and subsequent 
materials. 

We may have a disagreement about the nature and purpose of this document; we 
may also disagree about how to generate change. . 

I believe that we need to do jt , not talk nbout it. The Letter of Understanding 
represents talk, not deeds; tho Jonger we spend processing the L e tter of 
Understanding, the more frustrated ~vcryone will get. Our initinl vis its to tho three 
communities where we talked through the draft document (but didn ' t give them 
anything in writing) reveals that: 

l) the communities have n broad understanding of 1he Lead Communi1ies 
concept. 



2) they now know what CUE brings to the collnboration and what is expected 
of the communitie~s. 

3) They want to get on with it. 

The only way to develop a commitment to systemic change is to work with the 
communities in a careful year-long educational process. That should be our goal 
for this year's work -- their plan should be a concrete expression of the maximum 
that is achievable. 

l understand your anxiety given all that you and Seymour have invested in this. 
But I look for a little more confidence that Art, Shulamith and I share your basic 
vision and know what we are doing. -

The real risk to this project is not the langunge of the letter of understanding, but 
the effort to broker continental resources. When one of the CIJE "fund-raisers '~ 
pl·ojected a l 0% increase in local resources to Jewish education as an acceptable 
lead communities outcome, 1 was truly surprised. If CIJE .had a solid plan to 
assemble a ten million dollar war chest, we would be in o fot better shnpe to pursue 
the agenda I believe that we share. 



COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

LEAD COMMUNITIES PROJECT . Mailing Address 163 T,hird Avenue #128 · New York, NY 1 CXXJ3 
tel: (212) 532-1961 · fax: (212) 213-4078 

To: 

From: 

Date: 

Re: 

MEM OR ANDUM 

Richard Meyer 

Art Rotman 

October 21, 1992 

Letter of Understanding 

Enclosed is a draft of the Letter of Understanding covering the mutual expectations of CIJE and 
Milwaukee for participation in the Lead Communities Project. The draft incorporates suggestions 
made at the meeting in Milwaukee 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 Milwaukee in 
early November to discuss the Letter of Understanding in more depth. Let me know as soon as 
possible, so that we can coordinate calendars. 

IT 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 Milwaukee before the end 
of the calendar year. 



LEAD COMMUNITIES PROJECT . Mailing Address 

COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

163 Third. Avenue #128 · New York, NY 10003 
tel: (212) 532-1961 · fax: (212} 213-4078 

October 21, 1992 

LETTER OF UNDERSTANDING 

Dear Mr. Meyer; 

I am writing to confirm that the Jewish community of Milwaukee and the Council for Initiatives 
in Jewish Educatfon (CIJE) 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 11to 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. "7

· 
8 

The Jewish community of Milwaukee has established a Milwaukee Association for Jewish 
Education. The community views the Lead Communities Project as an opportunity to 

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

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

8 See also Lead Communities: Program Guidelines (January, 1992) pp. 7-11. 
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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 Milwaukee 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 Milwaukee Association 
for Jewish Education 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 schedule of the specific improvements to be undertaken; and the costs 
and revenues associated with each specific improvement effort.9 

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 Action 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 -0f 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 adv ice of CIJE. 

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

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

2 
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• 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 CIJE. 

• 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 Cornmfttee 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 BJE) 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 
personnel. 

3 
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• 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, "significant 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 OJE 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 relation to this agreement. . 

OJE 

By:--------­

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

4 

Federation 

By:------- - --­

Title: 
Date: -------- ---
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COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

(ILLUSTRATIVE) 

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; ICC'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 nesters; older people 

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

5 



TO: 

FROM: 

DATE : 

RE: 

MILWAUKEE IEWISH FEDERATION 
1902 1 992 

reco11ru::1n11 90 reurs of 1erl'lce to 
lfll' }/!Y./f/, CQ/1/I/IUlll/1' 

Art Rotman 

Richard Meyer 

November 4 , 1992 

MEMORANDUM 

{J (}° /.) I-/ o t:.t4STL!7;y 

.::r l( ~ t."U"S 

S . £LflcR_ 
s ~ .... ,lioo 

Milwaukee ' s Participation in the "Lead Communities" 
Project 

I am pleased to inform you that our Federation Board of Directors 
has approved Milwaukee's particpation in the CIJE's "Lead 
Community" Project. As a condition for our participation, we are 
requesting some changes in the language of the "Letter of 
Understanding" that was forwarded to us on October 21 . I have 
attached a copy of the proposed changes with the most significant 
being a revision of the second paragraph on page 4. 

Our leadership i s committed to the success of the "Lead Community" 
Project. However, it would be unrealistic for our community to 
commit to significantly expand communal resources committed to 
Jewish education at this time . We ask that you be sensitive to 
the decline in our Campaign achievement over the last two years and 
to acknowledge our already high proportion of resources allocated 
to Jewish education. We therefore request that the paragraph on 
page 4 to be revised as follows: 

"Work to maintain and expand the aggregate communal resources 
devoted to Jewish education - While it is recognized that 
Milwaukee already allocates a higher percentage of its annual 
Campaign to Jewish education than most other communities , the 
Commission on Jewish Education and the Milwaukee Jewish 
Community wil l seek to obtain those financial resources needed 
to meet the goals of the project through endowment funds, 
local foundation grants and other sources of local funds . " 

We await hearing from you further on. this revision or any of the 
other l anguage changes in the attached document . We l ook forward 
to working with you on this exciting new venture . 

BN/RM/nm 

1360 N. Prospect Avenue Milwaukee, Wisconsin 53202-3094 414-271-8338 

Betsy L. Green 
President 

Richard H. Meyer 
Executive Vice President 

FAX 414-271-7081 



COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

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

October 21, 1992 

LETTER OF U N DERSTANDING 

Dear Mr. Meyer; 

I am writing to confirm that the Jewish community of Milwaukee and the Council fo r Initiatives 
in Jewish Education (CIJE) have agreed to participate in a joint local-continenta l 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 
loca l 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 leve l of 
community support and with the necessary funding. 11 7

· 8 

~'>"' £.duco..-\-\~ \O.~\.c-~ 
The Jewish community of Milwaukee has established a Milwattleee J¼seici3tion £eir Jewish 
1*i.1seti0e. T he community views the Lead Communities Project as an opportun ity to 

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

--t9 C ( e.a....\t. ~ V\~\Of\ o.~ 

.fm~ ('\ \ \"-JQ..D\:c.c)~ ~ ~ ~'~""'u-.!)~~ -<'« ~ \0\0\o'~ > ¼~o.,c--. ~ 
b<oo.d OClS.t O C: Sv~r~ ~ ~ \ ~OC'\ ~ , -ic \cn~ z~~ ~~"'~ . 
\~f~e.~ ...\+e. O\Jero.\\. q \..)()..\s~ o .C w~ ,~ o ~ ~e.<<e.O.ft<x\ -4o to.c, \di·A.k.> ne.J \" ' \-1u.-\\-Jc.5. 

\ ("\ a.<ea..> ~ 0. (ia(C:.';O jew , -::.h c.or,.\-,"...: \ '-j C!.CC'\(..t{<"\':, -

7 A Time 10 Act (University Press of America, Lanham, Md.,1990), p. 17; see also pp. 67 - 69. 

8 See also Lead Communities: Program Guidelines (January, l 992) pp. 7-11. 



COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

This letter covers the three year period from ~ept 1, 199 through August 31, 1995. 
r ~ . _ r, ~ 

~ eo-\.oti<tr .>.'1 (. "'l_) -~ C a">" I , ~ 
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 Milwaukee 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 Milwin:rkee ~oeiation 
for Jewish Edue&tion and incorporate appropriate elements of work already completed. The 
community by February 1, 1992 will prepa~ an outline of the 5 year plan identifying the major 
topics to be covered, preliminary fi nding~program ideas ~,.e ~enuuir:e Oilil@lni ioss 

Along with the five year plan, the communi ty will also prepare an Action Program for 1993-94 
which will include the schedule of the specific improvements to be undertaken; and the costs 
and revenues associated with each specific improvement effort.9 

The plao and the action program will be completed by May 31, ~ fq~.5 

During 1993-94, the community will carry out the implementation of the first year's Action 
Program and prepare an Action 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, CUE agrees to: 

• Offer models of successful programs and experience through the Best Practices Project. 
Best practices will be iden tified in a variety of areas, including: Supplementary 
Education, Earl y Childhood Education, JCC programs; Israel Experience; Day School; 
Campus Programs; Camping; & Adult Education. Information on all areas will be made 
availabetween Oct<¥)er, 1992 and the end of May, 1993. The lead community will &::ins \dU' ,.._ 

~ ,~C\rld J::-'1~=--- tm'lblffiL-t these models in the light of local needs and interests during the 
l<"\~~ Action Years of the project, with the advice of CIJE. 

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

9 See Appendix A for a brief description of some of the possible areas of content of a Lead 
Communities Plan. 
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~·~·-·wm·rm·r·····:nwrnmrrn crnz 
• Introduce potential funders to the community -- including continental foundations 

interested in specific project areas. 

• Negotiate with foundations, organizations, and providers of programs -- trammg 
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 CIJE. -.. r .,A./:' 
Convene lead community leadership for periodic meetings on common concerns. { · ~ 

\____../ 

The Lead Community agrees to: 

Cnmcnl.S,.S\°'"' ~ ::siu.u.5-n£d•~OC"'I c~\~IOC\ 
• Establish a £e&a 'e &Illy Ci @II;,,., : to direct the project. Tbe~i:ttee 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 tQl..).~-~·kaoa.oo.~~ G,e.\l~ e,_.....,____,_, s·, .-.., 

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. .J ..,_,. 

? 

- ..,-n.\~ \O..°'~ 
aP°- \" C.OfY"\ In I ~°><Cf("'\ ~ ~ ~~ £.d.va,_~t'\ 

Appoint a Lead Communities Planning Q1-,1+tjf¥1e,t>,ef'l'tO'"'rl!. o staff the b@aeH].eRJmueitie& GemRliUse • 

• 
• 

• 

• 
• 

and to coordinate the work of educational and planning professional resources in the 
community on the Plan. Senior professionals in the community (e.g. tMe :Pl01:u~i1Jg 
~ireetm of Fedcratibli cilid'"tht Direeter sf tA«: 2~) are expected to be ftillsr iwraluli:IOI in 
the process. ~a-\\tlt. ~1-l~ 

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

~~ Appoint a Lead Communities ~etor to direct1 the Action Program for 1993-94 
onward. (-Wh,ch O"\c:l~ be. +'--e-.sa~ ~~ ~ f'l4C\o,~ Cooco\NJ..'w:,,< 

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. 

~c:f<:l~ ~ ~ ,\d\~ o(...~c.., 
Bttild tl.e profession of Jewish education, and thereby address the shortage of 
qualified personnel. 

3 
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Mobilize community support to the cause of Jewish education . 

Signif ntly expan the communal re urces committe to Jewish education . 
one community' experience in implementing he recommendatio 
Co ission on ewish Continuity "significant ex nsion " should resu in at east 
a 0 % increase 10 communal reso rces for Jewish ducation by the thir: year ction 

ogram. Co unal resources nclude regular !locations, endowm t fun s, lo,cal 
oundation ants, and other s urces of local f nds. 

Collaborate with Cl.JE on the monitoring, evaluation and feedback system, and utilize the 
resu lts. 

Work wi th 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 Agreemtnt 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 relation to this agreement. 

CIJE 

By:--------­

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

> 

Federation 

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

Title: 
Date: _________ _ 

4 



COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

(ILLUSTRATIVE) 

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

How the community plans to approach major improvements i111 educational personnel (e.g., 
in-service education for all educators) 

What improvements are envisioned fo r each major setting with in which Jewish education 
takes place: congregations and supplementary schools; .ICC'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 tbe life cycle: singles; 
families with young children; teens; the college years; empty nesters; older people 

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

5 
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November 17, 1992 

Mr. Richard H. Meyer 
Executive Director 
Milwaukee Jewish Federation, Inc. 
1360 N. Prospect Avenue 
Milwaukee, WI 53202 

Dear Rick: 

Mailing Address: 
163 Third Avenue lfl28. New York. NY 1(0)3 
Phone: (212) 532-1961 • Fax: (212) 213-4078 

Thank you for your memorandum of November 2nd regarding the 
Letter of Understanding. We at CIJE are delighted at the response of 
the Milwaukee community as reflected in your memo and at the GA 
last week. I have asked Jack Ukeles to work with Howard Neistein to 
move us towards closure on the document. He will 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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Council for Initiatives 
-in 

Jewish Education 

Oatesent limesent No. ot Pages {ind. cover): I .3 
From.: To: Alan D. Hoffmann 

O<gaoization: 

CIJE/Israel Office 
Phone Number. 

011972 2 617 418 
Fax Number. 

011972 2 619 951 
Commeots; 

Ginny Levi 

Phooe Number. 

216- 391 - 1852 
F~Number.: 

216-391- 5430 

If there are any problems receiving 

this transmission, please caU: 

216-391-1852 

'----J'-----------·---------------------- -~ 
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TO: 

.FROM: 

DATE : 

RE: 

MILWAUICEE JEWISH FEDERATION 
1902 1992 

ret·ox n1:;:ru: 9() _\ C' Ur> "' ,ffltc ~ ' " 
rl:e Jewrsh cr,,,:nr:.11111 ,. 

Art Rotman 

Richard Meyer 

November 4, 1992 

MEMORANDUM 

r. n . /J I I~, . ..,....,.,,) 
, ,11 n~ n .. •-· 

.:r.· ti~ ,·u:s 
S . £LS~ 
::; (nµ,,d, acJ 

Milwaukee's Participati on in the "Lead Communities" 
Project 

I am pleased to infor m you that our Federation Board of Directors 
has approved Mi lwaukee's particpation in the CIJE' s ·0 Lead 
Community" Project. As a condition for our participation, we are 
requesting some changes in the language of the "Letter of 
Understanding" that was forwarded to us on October 21 . I have 
attached a copy of the proposed c hanges with the most significant 
being a revision of the second paragraph on page 4 . 

Our leadership is committed to t he success of the "Lead Community" 
Project. However , it would be unrealistic for our community to 
commit to significantly expand comIUunal resources committed to 
Jewish education at this time . We ask that you be sensitive to 
the decline in our Campaign achievement over the last. two years and 
to acknowledge our already high proportion of resources allocated 
t o Jewish education. We therefore request that the paragraph on 
page 4 t o be revised as follows: 

"Work to maintain and expand the aggregate communal resources 
devoted to Jewish education - While it is recognized t hat 
Milwaukee already allocates a higher percentage of its annual 
Campaign to Jewish education than most other communities, the 
Commission on Jewish Education and the Milwaukee Jewish 
Community will seek to obtain those financi al resources needed 
to m~et the goals of the project through endowment funds, 
local foundation grants and other sources of local funds.n 

We await hearing from you further on this revision or any of the 
other language changes in the attached document. We look forward 
to working with you on this exciting new venture. 

HN/ RM/nm 

1360 N. Prospect Avenue Milwaukee, Wisconsin 53202-3094 414 -271- 8338 

Betsy L. Green 
President 

Richard H. Meyer 
Executive Vice President 

FAX 414-271-7081 



FE 8 2 1 '94 16: 03 TO CIJEISRAEL PAGE. 003 

COUNCIL FOR INITIATIVES 
IN J EWISH EDUCATION 

LEAD COMMUNITIES PROJECT · Mailing Address · 163 Third Avenue #128 · New York, NY 10003 
tel: (212) 532·, 961 · fax: (212) 213-4078 

October 21, 1992 

LETTER OF UNDERSTANDING 

Dear Mr. Meyer; 

I am writing to confirm that the Jewish community of Milw.iukee and the Council for Initiatives 
in Jewish Education (CUE) have agreed to participate in a joint loc.il-c.:ontinental 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 locnl 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 inttmsive programs: to demonstrate what can happen when 
there is an infusion of t)utstanding personnel into the educational system, with a high level of 
community support and with the necessary funding.'17

· 
6 

The Jewish community of Milwaukee has established a Mih-.io1::1kee 1'\:ssoeiation fer JeW1sh 
E0~1satien, The community views the Lead Communities Project as an opportunity to 

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

--t!) C ,~ .. k_ ~ \/ \ ~ \0 i'\ C\.("'.Gl 

-+m~ ('(\, \~c.,:.;~,c)~ ~ Sb< ~\~~ u~~~ -\oc ~ '"°'d>, ¼ ~a.,~ a.., 

b<cO.O- t>ClS<.. 0 C ~v~rcc-\ ~ ~C'~'C.\~~ ~ ,-to \fT\~~I~ ~~'!~~~~ \-' ·c.s;. 
,~f<e-1e..::. ~ O'-le~\,q \..)Q..\s~ ei'.. w~ ,s- o~.J;'~<<~a~ -k fu.e,\, ~lr<.... neu.: \rq ,e:-h" 

\ (\ O.(C£1.'S, ~ ~dd(C.'-:1:> -:5e.c..; -~"' ~ \ ('\.J '"':, Q..00.~"~-

1 A Time 10 Act (University Press of America, Lanham, Md .. 1990), p. 17; see also pp. 67 - 69. 

8 See also Lead Communities: Program Guidelines (January, 1992) pp. 7-11. 
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This letter covers the three year period from <se~thr<.rng~ August 31, 1995. 
~c~~;).'1 (~)-~c 

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 Milwaukee with the advice and assistance of CUE, 
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 Mil~ 21t:1kce A~e,eiatioo 
fer Jewi5h Edtte~on and incorporate apprupriate e lements of work already completed. The 
community by February l, 1992 will prepare_. t1n outline of the 5 year plan identifying the major 
topics to be covered, preliminary finding~~ogram ideas o@f'J@ t@:AliUi11e IH~RQkii$iaes 

Along with the five year plan, the community will also prepa~e an Action Program for 1993-94 
which will include the schedule of the specific improvements to be undertaken.; and the costs 
and revenues associated with each specific improvement effort.!> 

Toe plan and the action program ·will he completed by May 31, ~ Jq4\~ 

During 1993-94, the community will carry out the implementation of the first year 's Action 

Program and prepare an Action Program for 1994-95. 

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

In support of these efforts, CIJE agrees to:c 

• 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; lsrael Experience; Day School; 
C,mpus Programs; Camping~ & Adult Euuc,1t,on. Information on all areas will be made 
avail~ between Oct~er, I 992 and the end of May, 1993. The lead community will ~';>\de./• 

~ct<id ~e~ iltt,o'"=i~ these models in the light of local needs and interests during the 
\~\~ Action Years of the project, with the advic~ of CIJE. 

• Provide technical assistance in planning and educatic.mal development. The community 
will have access to assistance from a roster o f experts provided by CIJE at no cost to the 
community. 

~ See Appendix A for a brief description of som1: of 1he pt)S.<;ible areas of content of a Lead 
Communities Plan. 

2 
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Introduce p(?tential funders to the community -· including continental foundations 
interested in specific project ar~a$. 

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 co serve both the Lead Community 
and CIJE. . ___ 

f -~ ,\ ) 
Convene lead community leadership for periodic meetings on common concerns. ~ _ 

t ... , __ ,,,, 
Toe Lead Community agrees to: 

. Cb-,,""~'«"\~ ~"':'<cd~~ . c~'~""C\ . 
• Establish a Eeee '2 & OJ C111111 : : to direct the project. Toe~tec will be 

• 

• 

• 
• 

• 

made up of top community leadership representing all elements of the community -­
federation, congregations, institutions involved iTJ formal and informal education> and the · 
full spectrum of religious movements represented in the community. The '7ommittse will 
be chaired by i ~.~tnQ.OQ.~r(.. G.t,ll~ c..----. ,s·1.~ 

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. pments and students), educators, board 
members and Rabbis. -~ ~~ 

- _,d_\~- '°'~~ 
""'- \'°' c.o{T'"l,t"\1~-.~ °"::siec..u~~ ~~-I" 

Appoint a Lead Communities Planning Bw+..irei'!'rc"forto-,r,~o staff the LeaEH:-eemtmities C:eRlmi.;;ee 
and to coordinate the work of educational and planning professional resources in the 
community on the Plan. Seni<)r professional~ in the community (~g. ~e PIQnaigg 
.Direeto. of f:edctudotr amt the Direc..teir of tAe BJE) are expected to be iidHy ~nsroh12'1 in 
the process. ()c,\\,,t. ~u~ 

Prepare a five-year plan, and annua! a<;tion programs (as described above) . 

~,~ 
Appoint a Lead Com~unities ~ee,e, to direct1 the A<;tion Progr~m for 1993-94 
onward. ('tu"'h,ci\ O"<l.~ tac.+k~ ~~ ~ 'P~c-.("hC-C:, Coe,.'"t),N:>-~ 

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. 

C\~~~to,lo,~~~ 
• BMtd .,~lte profession of Jewish education, and thereby address the shortag~ of 

qualified personnel. 

3 
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1n1aaa111 II 

Tho Lend Community niirces to: 

• 

• 

• 

• 
• 
II 

• 
• 

• 
• 

• 

Eslahlish a Commi~illu 011 Jcwi~h E<lucMk,n to di rect the pmj,ict .. T ho Commi~sion will 
he made up of l(1p «.:ommunlty leaucnship ,cp.resenting all clc1m:nt~ of the community -­
Federation, congrcialill11i,., in~1hutions invulvuu i11 formol umJ informal cduc11tion, ond tho 
full spectrum of religious 1TJ(.lv1;111cJ1\s represented in 1hc cmnm~nily, The Commii:adon 
will be: chaired hy Louise S tein nnd June Gcllmun. 

Provide opportunities (such as town meetings {)r ~ubcommittcc!.) for stokclwldcr · from 
,ill scclcm; of lhe community to meaningfully participutc in the ph11111ing ,,ro<:ei.s •· 
including consumers of Jewish education, (e.g., pmenls ond stlldcnts), etluc:ttors, honrd 
members and Rcthhis. 

Appoint s1nff to the Commission on Jewish 13<luClltion to coorditu1lc the work of 
cducali<mat and plnnning prc,fcssional resource.-; In the community <>II 1hc Phm. Senior 
professionals in the oommunity aru expected to be active pRrlicipnnts. 

Prepare a five-year plan, and annual action programs (ns described c1bovc) . 

Appoint l\lnff to function as Lead Communities Coordinntor to direct th<! Action Progrnm 
for 1993-94 onward. (Which may be the st1me person ns the Plstnnlng u )ordlm1tor.) 

Jnte~rnte the findings ()f the Hcst Pr1tclices Progrnm appropriate to the hmd community 
(ns discussed ubovc). 

Identify Hnu hcgin one or more experimental program~ within the nr~t year . 

Address the building of U1e profe.c;~lon of Jewish education, anti thereby nddrcs.~ the 
shortnge of qualified personnel. 

Mobilize e<>mmunily support to the Cllu~e of fowi i;h c<luc;ition . 

Commit ils best efforts to slgnlflcanlly cxpflnd the commtuwl re~ourcc~ dcdlcnte<l to 
Jewish education. Whi le it i$ recogniztd that Milwm1kcc nlrcady nllon1lt;S n higher 
percentage of its Hnnuc1J C.1mpnign to Jewish educ,1tion thRn most other communities, and 
lrns one of the highest rntcs of per cnpila expenliiturc for Jewish education In North 
Am~rica, the community wlll work to obtain tht1sc rcsourcei; needed to meet th\: guulti of 
the project. Based un one community's experience in implementiui the rec()mmundnlions 
of its C-0mmission on Jewish Continuity, "significant expansion" should result jn a target 
of a 40% increm;;e in communal rcsour<.:es for Jewish educntion hy 1hc fall of 1996. The 
u~flnilion of commminl resources used here Includes regular .illocation~. locnl :md non­
l<>Cill foundation grunt~. endowment funds, ,mu other sources of funds. 

Coilahornte wilh ClJE on the monitoring, cvnluHtion ~nu feedback. system, nnd utilize the 
resulls. 

3 
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Mobilize- community support to the cause of Jewish education . 

Signifi ntly expan the communal re urces c:t)mmitte to Jewish education . 
one community' experience in implementing he recommendatio 
Co ission on ewish Continuity "significant ex nsion" should resu in at east 
a 0% increase n communal reso recs for Jewish ducation by the thir: year ction 

rogram. Co munal resources nclude regular llocations, endowm t fun s, local 
oundation ants, and other s urces of local f nds. 

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

Work with CHE to <lisseminme the results of their experience to other comm unities . 

During the summer of 1993 and the summer of 1994, tht! 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 relation to this agreement. 

CIJE 

By:---- ----­

T itle: 
Date: ---------

> 

Federation 

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

Title: 
Dare: --- - - -----

4 
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(ILLUSTRATIVE) 

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 a 11 educators) 

What improvements an: 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 nesters; older people 

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

5 
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MEMORANDUM 

To: 

From: 

Henry Zucker 

JacobB.U~ ~ 
Date: January 20, 1993 

Re: CIJE Letwr of Understanding 

cc: Ginny Levi 

As per our conver&atlon1 I am sonding you a copy of the most recent Letter of 
Understanding between Council for Initiatives in Jewish Iklueation (CIJE) and the 
lead communities. All three Letters are virtually identical except for one passage 
in Milwaukee's Letter. 1 am transmitting the Baltimore Letter and the one page 
from Milwaukee that differs. 

,- UJCF.f,F.S ASSOCIATF.S lNC. 
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LEAO COMMUN11'1ES PROJECT • Malling Ad<.fress · 165 Third Avenue #120 · New York, NV 10003 
, tet (21~) r,..,a.1gei , 1&><: (212) 213-.078 

January 14. 1993 

LETTER OF UNDERSTANDING 

The Jewlsh community of Baltltnore and the Council for lnltitltlves in Jewi1>h Education (CJJE) 
have aerccd to pllrticipate in a joint local-continental collaborntion for excellenc~ in Jcwi:sh 
education, called the Lead Communities Project. 

The Commission on Jewish Education in North America (COJENA) found that the best wny to 
generate positive change at the contim:ntal scale is to mobilize the commltment nnd energy l>f 

local communities to Jewish continuity, and recommem.led the creation of lead cornmunitic». 

111e lead community is expected "to function as a local laborutory for Jewi~h education; to 
determine the education~) practices and policies that work best; tu redesign and lmprnvo Jewish 
educ.allon through a wide array of intenslvt programs; to demon~tratc wbst can happen when 
there is an infusion of outstanding personnel into the educational system. with a high level of 
community support and wilh the necessary tunding. "i. 

2 

The Jewish community of Baltimore: ha5 established a Commission on Jewish Education of THE 
ASSOQATP~. The community views the Lead U>rnmunitJes Project as an opportunity u, break 
new ground in our strategic planning process for Jewish education. At a time when we are 
beginning to ~hape our consensus documen~ we feel that CIJE cftn provide the critical assistance 
our community needs, both in terms of professional expertise zmd financial resources. to move 
it~ educational agenc.la forward. At the same lime, we hellevc Baltimore cun servu as a model 
of progrcs~ and performance in Jewish education for other North Amt:rican Jewlsh communities. 

This letter is n summary of discus.~ions between tht, Council for Initiative~ on Jewish Education 
(CUE), and the Baltimore Jewish Pcdcnition. Its purpose is to clarify our mutual expectations 
with regard tu the implementation of the Lead Communities Project in Baltimore. 

This letter covers th~ period to August 31, 1995. 

The Jewish community of Baltimore with the advice and assistance of CIJE, will prepare, u five 
year plan for improving Jewish cdu~-ltion. The plan wlll include: a needs assessment, mi~,ion 
or vision statemcnt(s), progrum priorities, and a strategy for fimmcinl nnd human rtmeurce 
development. The plan will build on Lhe work of the C<,mmi$$iOn on Jewish Education of THE 

1 A Time to Ac1 (University Press of America> Lanham, Md.,1990), p. 17; see also pp. 67 - 69. 

2 s~ ttlso Lcad Communitlc.c;: Program Guide.lines (January, l 992) pp. 7-11. 
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ASSOCJATED ai>d incorp(lrnte appn>priat.e elements of work already oompleled, The 
community, by Muy 1, l '993; will prepare an out!Jnc of the 5 year plan identifying th~ mttior 
topics to be covered, preliminary findings. and program ideas. 

The community will also prepare au A c:tion .Program for 1993-94 which will include the gched:ule 
of the specific improvements to be undertaken; and the cosL~ nnd revenue& associated with each 
improvement effort. 

During 1993-94, the community will carry out the implementation of the first year•s Actlon 
Program and prepare an Action Program for 1994-9-'. 

During 1994-95, U1e community will carry out the implementation of the ~econd year's Action 
Program and prepare an Action Program for 1995-96. 

In support of these efforts> CIJB agree~ to: 

• Off er models of succ:es$ful progrnms ~nd experience through the Bc.._t Practices Proj ect. 
Best practices will be identified in a variety of areas, including: Supplementary 
Education; Early Cliiluhood Education; JC.,"C proirnms; Israel E-xpcricnce: Day Scbool: 
Campus Programs; Camping; and Adult F.ducation. Information on all areas will be made 
uvai!ablc between now antl the summer of 1993. Tht! lead community will consider 
adapting c:1nd introducing these models in the light ot· local needs and interests during the 
Action Years of the project., with the advice of CJJE. 

• Provide technic:11 assistance in planning and educational development, ut no cost to the 
community. 

• Work to focu11 cont.ioental re.sources for Jewish educat ion on the len<l communities. 
Specifically, the ClJE will introduc~ potential funden,; to the community -- including 
continental foundations interested in specific project areas. 

• Negotiate with foundations, organizations, and providers of progrf\ms -- training 
institutions. JCCA and JBSNA ... to define the nature of ,heir involvemenl pnd their 
con tribution to Lead Communities. 

• Provide a monitoring. evaluation nnd feedback system to SCNc both the Lead C.ommunity 
and CJJE. 

• Convene }cad community leadership for periodic meetings on common conc~rns. 

2 
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• Establi1>h H Lead Cornmunit)' O>mmiU.eo to direol the project. 11,e Cnmmittee will he 
made up of top community leadership representing all clements of the communky -­
Federation, congregtstion~, i.ustilutions involved in formal and informal education, nnd the 
full spectrum uf religious movem~nt:s represented in the community. The Committee will 
be (',haired hy LeRoy Hoffberger. 

• Provide opponunities (such as town meetings or subcommittees) for ~rakcholdersi from 
all sectors of the community io meaningfully panicipate In the phtnniug pr~cc.~~ -­
including consumers of Jewisll educution. (e.g., parents and stuutmts), educators, board 
members and Rabbis. 

• Appoint st.aff to the Lead Communities Committee lo coordinate the work of educational 
and planning professional resources in the community on the Plan. Senior profe.~sionals 
in the community are exp1:c,1ed to be fut1y involved in the process. 

• Prepare a five-year plan, nnd annual action programs (11r. desc-.ribed above). 

• Appoint staff to function as Lead Communities Director to direct the Aclion Progr({m for 
1993-94 onward. 

• Integrate the finding~ of the Best Practices Program appropriate to the wd Community 
(as discussed above). 

• Identify and begin one or more cxperim~ntal progrflms within the first year. 

• Address tl1e building of the profession of Jewish ed\lC(\tion, and thereby address the 
shortASt: of qualified personnd. 

• Mobilize community support to the cau~ of Jewish education. 

• Commit its best efforts to significantly expand the communal resources dedicated to 
Jewish educatjon. Ba~u on one community's experience in implementing the 
recommendations of its Commission on Jewish continuity, 11~ignificant expnnsion" should 
result in n ~arget of a 40% increase in communal resources for Jewish education hy the 
fnll of 1996. The definition of communal resources used here includes nil sources 
Including regular allocations, local and non-local foundntion granls, endowment funds 
raised through its Fund for Jewish Educntion, and other sources <lf funds. 

• C...ollaboratt with CIJE on th~ monitoring, evaluation and feedhnck system. and utlllze the 
results. 

3 
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• Work wilh CTIB to ui~minatc the results of their experienct, to other communities. 

During the summer of 1993 and the ~ummcr of 1994, the project will bt reviewed hy tht 
pu11ncrs. This Agreement may be terminateu ~t Lhc end of one of these reviews if it af)J)Otl"' to 
cHher partner lllal the mher hc1s failed to perform in relntion tn this ngrr.~mcnt. 

CIIB 

Ry:------- ­

Title: 

Date: - - ------- -
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Federation 

By: -·---------

Tjtle: 

Date: ----------




