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MEMORANDUM

To: Shulamith Elster
Seymour Fox
Sol Greenfield
Annette Hochstein
Art Rotman
John Woocher

b
/
From: Jim Meier /L,
Date: December 29, 1992
Re: Second Draft of Planning Guide

Enclosed is the second draft of the planning guide for Lead Communities. I would
appreciate your comments by Tuesday January 5, if at all possible.

Best wishes for a happy and healthy New Year.

» UKELES ASSOCIATES INC.



[draft: guide.05c  12-29-92]

LEAD COMMUNITIES PLANNING GUIDE

INTRODUCTION

This set of guidelines has the luxury and the challenge of preaching to the converted.
Jewish communities understand and have been engaged in planning for a long time. The lead
communities more than many others have made pioneering efforts in planning for Jewish
education and continuity. Despite that advantage, all of us are acutely aware of the limitations
in the available information and the magnitude of the task of setting out a plan that addresses the
continuing Jewish education needs of an entire community.

The purposes of these guidelines are to:

* establish a timeframe for planning process benchmarks so that the first stages of
implementation can begin in the Fall of 1993,

* offer approaches, methods, data collection instruments and other tools to use in the
planning process, and

* give some measure of uniformity to the planning process that each of the lead
communities will engage in during the next months.

Each community will need to tailor these guidelines to its own circumstances. While
these guidelines encompass the full scope of the planning process, we acknowledge and
emphasize that given the real constraints of time and resource limitations, no community can
feasibly carry out every step. Each community must strike a balance between thoroughness and
readiness to take action.

As a general principle the object is to build upon the work and the research that has
already been done in each community. It usually does not make sense to reinvent the wheel.
On the other hand, it is sometimes necessary to retrace steps in order to enlist new constituents
in a broad coalition.



I. FIRST STEPS

Rationale

First steps refer to preparations, to allow for smooth sailing once the serious work gets
underway.

Major Activity Areas
There are two major areas for attention:

1: Initial mobilization of lay leadership
2, Introducing the idea into the community

Building a "wall-to-wall coalition" is one central objective of the Lead Communities
project. A widening net of stakeholder involvement ig Jewish education is the instrument for
engaging a larger portion of the Jewish community. The mobilization of project leadership is
the pivotal starting point for achieving that objective.

The first issue is to identify core leadership to spearhead the effort, while devising a
structure that allows a broad cross-section of the community to become actively engaged in the
project. The leadership therefore must be carefully selected, and the structure must allow ample
opportunity for constituents to obtain a stake in the process. Box 1, Concentric Circles of
Leadership, suggests a framework for organizing the project.

Tasks
L. Identify key leadership, including:

. Champion

. Lay leaders and major donors
. Educators

. Rabbis

. Professionals

2. Establish the oversight Commission, composed with representation that reflects the broad
spectrum of the community. E.g., leadership from:

. Federation

. Synagogues

. Communal agencies and organizations
. Schools and programs



Box 1: Concentric Circles of Leadership

One way to organize to reconcile the dual objectives of strong and thoughtful leadership
coupled with wide involvement is to develop expanding circles of leadership. For
example:

» Steering committee, composed of 10-15 members, delegated by the Commission to
handle active operational responsibilities and decisions. The Steering Committee would
meet approximately monthly, the full Commission every 3 months.

e Commission, composed of 35-50 members, serves as a forum for priority setting,
policy development, long-range planning, coordination, and review of
task forces recommendations.

» Task Forces, to address substantive issues and make recommendations to the full
commission, and/or to monitor and evaluate projects once they begin operations. (See
below.)

» Ad Hoc Working Groups, to be set up on an ad hoc basis by individual task forces to
investigate special issues, work out program implementation details, confer with end users
to ensure receptivity to program ideas or refine details, etc.

As a rule, broad representation of diverse constituencies is desirable at every level of
organization. However, the top levels of leadership generally should contain a higher
percentage of lay representation, while larger numbers of professionals, stakeholders, and
agency staff are desirable on the task forces and ad hoc groups.




* Compile packets of background information and distribute to each of the committee
members. Box 2 contains a selection of materials that may be useful for this purpose.

Box 2: Examples of Background Materials

e A Time To Act

* Draft of CIJE letter of agreement

* Previous planning documents, particularly on Jewish education or continuity,
prepared by your community.

* Summary of most recent Jewish population study for your community.
* CIJE project descriptions
"Best Practices"

. Monitoring, Evaluation and Feedback

* Establish a detailed timetable for the project by working backward from the year one
end date, as well as forward based on the amount of time work components will require.

Working with the chairperson of the committee, establish a schedule of committee
meetings all the way through the first year of planning. Scan major Jewish and
national holidays for conflicts. (See Box 3 for an illustrative schedule of steps.)

* Prepare a tentative agenda for the first committee meeting to review with the chair.



Box 3: Illustrative Planning Framework

Phase

1. Start-up

2. Self-study
(Needs Analysis
and Profile)

3. Critical Issues

4. Mission or
Vision Statement

5. Strategies and
Priorities for
Action

6. Programs

7. Financial
Resourde
Development

8. First year
action plan

Deliverable

(1) » Form committee
* Detailed workplan
* Agree on mandate

(2) » Form committees

* Design scheme

* Profile of Jewish education; strengths and
weaknesses

* Report on findings

* Formulate issues

* Draft community mission statement

* List of recommendations for each major
client group with priority rankings and
priority sequencing

* Draft guidelines

* Define program priority areas and new
initiatives

* Issue call for program proposals

* Fundraising plan (e.g., potential donors,
strategies, targets, timetable)

* Draft budget with resource objectives
* Compile summaries of program options
* Prepare first year implementation plan

Committee Meeting Subject

la. Major issues in Jewish  Education
1b. Review of workplan
1c. Develop "charge" to committees

2a. Design of needs survey
2b. Presentation of profile
2c. Discussion of findings

3. Resolve strategic issues; make
choices

4. Approve mission/vision statement(s)

5. Recommendations on priorities

6. Define program priorities

7. Approve and agree on assignments
for carrying out plan.

8a. Set resource objectives ($)
8b. Select programs for next year

8c. Approve overall implementation
plan




3. Devise task force structure

It is helpful to organize task forces to address substantive issues and make
recommendations to the full commission. Once pilot operations begin, the role of these
committees can be modified to monitor and evaluate projects they have initiated.

There are several ways of organizing task forces. Here are some samples:

e Population groups, e.g.:
1 - 5: early childhood
6 - 13: elementary school age
14 - 18: high school/post bar/bat-mitzvah

* Delivery system, e.g.:
. Day schools
. Supplementary schools
. Informal programs

* Functional, the classic "Board of Directors" model, e.g.:
Programs
- Pilot projects
- Best practices
Fundraising
Coalition building and marketing/networking
Monitoring and evaluation
. Educator’s survey
Five year planning

* Programmatic, e.g.:
Personnel
Israel experience
Synagogue programs

Issues to consider in deciding on the most effective approach for organizing include:

. Bridge building: Likelihood of fostering collaboration, of enlisting membership
in each committee that is representative of multiple constituencies.

. Energizing: Whether topic areas are likely to generate excitement among potential
committee participants and stakeholders.

. Priorities: Do the topics represent articulated, or likely, priority areas of the
community or the commission.



The time and commitment of top lay leaders to serve as chairs, and the depth of capable
professionals to service the task forces are factors to consider in deciding on the number of
committees.



II. SELF-STUDY

Rationale

Good information is the foundation of good decision making. In real life, however, we
are often required to take action based on incomplete or imperfect knowledge. In planning a
community-wide initiative on Jewish education, this is especially true. The self-study -- learning
more about the needs, resources, dynamics, and aspirations of the community -- therefore should
be an iterative process.

The first phase is oriented toward the first year action plan, what can be learned that will
inform decisions and plans for the 1993-94 year. A by-product of the first phase self study is
a clearer definition of what is not known that impacts on the critical choices. Delineation of the
gaps in information will help frame the second phase of the self-study, a more thorough
investigation which will then proceed over the next year and a half to two years.

The basic purpose of the self-study is to provide a baseline for Commission deliberations
and establishment of program priorities. It should provide a common foundation of information
for Commission members, level the playing field about assumptions (without which participants
in the debate are driven to present opinions and perceptions with the force of fact), enlighten
even the most knowledgeable insider, and identity the critical issues and choices the Commission
needs to address. It also:

* Identifies unserved and underserved needs for Jewish education, as perceived by groups
within the community.

* Helps identify critical issues, or choices that will need to be addressed.

* Provides a common base of information to enlighten decisions on critical issues.

-
¢ Clarify”areas of agreement in moving toward establishing a standard of achievement
that is acceptable within the community.

Thinking about programs and priorities later in the process should be based on the best
available information on educator needs and potential users of the programs in Jewish education.

(
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Elements of Self-Study
A self study of Jewish education in a lead community will have several elements:
(1) A needs analysis

(2) A profile of the Jewish education enterprise in the community, including information
on (see box 6):

+ Student participation

¢ Personnel characteristics
* Program resources

* Financial resources

Needs Analysis

A needs analysis identifies unserved and underserved needs for Jewish education, as
perceived by groups within the community.

Educators” Survey: The critical importance of personnel in Jewish education dictates that
an educators’ survey be an early and major component of the needs analysis. Quality information
about this fundamental human resource is invaluable, first for identifying priorities for improving
the profession, and later for assessing the impact of community initiatives. Box 4 contains ideas
for areas to cover in a survey of Jewish education personnel.

The object from the beginning should be the development of an ongoing database about
personnel. Given the scope of desired information on the human Jewish education infrastructure,
the educator’s survey will surely become increasingly sophisticated in subsequent years.

Make sure to involve educators in the design of the survey. Involving people from the
field will improve the quality of the data elements selected, help avoid time and resource
consuming efforts to obtain unavailable information, help pave the way when it comes time to
collect data, and help mobilize educators to support the overall objectives of the commission.

Summarizing, the initial thinking about the educator’s survey should take several factors
into account:

* Categories of Information: What information is desired (see Box 4).
* Immediate vs. future round data: Consider ease of availability together with the

urgency of need in establishing information sequencing. (See also Box 5, on
"Targeting.")



* Database: Allow for growth, in number of information fields as well as in number of
records.

e Involve educators.

e Select staff or consultants: In selecting staff, or contracting with a consultant,
thoroughly review expectations and workplans.

In view of the importance, complexity, and ongoing nature of this aspect of the lead
community effort, it may be advisable to convene a special task force (if such a task force was
not built into the organizing framework) to oversee this phase of work.

Box 4: Educators’ Survey: Suggested Categories for Inventory

* Demographic profile (e.g., sex, age, marital status, address)
 Affiliation preference

* Formal education background (e.g., degrees, Jewish and secular licensure, progress
toward National Board licensure)

* In-service staff development (particularly, courses and workshops taken in the
community)

* Jewish education experience (e.g., years of experience, present and recent positions,
full-time and part-time; camp, other summer and other part-time jobs)

* Secular education positions
* Salary history, in Jewish education
* Inventory of formal and informal expertise (e.g., Judaic/Hebrew; age level
specializations; teacher training, resource room management, special education; organizing,
supervisory or administrative skills). Classifiable as:

Areas of knowledge

Skills

Special talents

* Attitudinal questions (e.g., Jewish education career intentions; job satisfaction and
priority concerns)
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Client Groups: With respect to other potential client groups, two important issues should
be articulated and addressed up-front:

1. Which sub-groups should be studied?

2. What is the appropriate definition of need?

Targeting: “While it would be nice, in theory, to understand the complete quilt of needs
for Jewish education in the community, in practice this is not realistic in the time available for

taking action. The first step, therefore is to select the key groups, in addition to Jewish education
professions, to be the focus of research during the first round.
E

At a minimum, the needs analysis should address the following categories unless they
previously have been studied.

* Early childhood

* Ages 5-13

# P_ost Bar/Bat Mitzvah

Given limited resources, it may make sense to fine tune the targeting still further b
y geung y
looking at specific age groups in particular program areas, for example, Israel programs for teens.

Box 5: Targeting

Several criteria can be applied in making decisions about what information or which
groups to target in the needs analysis.

* Present knowledge: How much is already known about the topic or the needs
of the group? Has the issue or group previously been studied? Are there
significant open questions about what the needs are or how they should be
addressed?

* Priority: How high a priority is the topic or sub-group with respect to Jewish
education? Are the needs of this group for Jewish education a major issue or
concern in the community?

* Feasibility: What resources of time, effort, money are needed to answer the
open questions?

11



Measures of Need: There are three conceptual ways of considering need:

a. "Market:" Demand by a defined set of people.

b. "Standard:" An objective measure of how much people require, or, from the
community perspective, what is needed to realize a set of aspirations.

c. "Receptivity:" What people might respond to, i.e. "buy", but cannot articulate
because it is not within their past experience.

In designing the needs analysis, you must decide which measure or measures will be most
useful for each subgroup. The criteria for targeting will be helpful in narrowing the measures
as well. See also Box 6.

Box 6: Selecting the Measure of Need

Here are some other considerations to bear in mind in deciding how to measure need:

* Market measures are most appropriate when the institutions of the community are
relatively powerless to design incentives or exercise leverage to influence individual
choices, other than by improving the programs that are offered.

* Conversely, standards will be appropriate when community institutions are in a
position to offer incentives or exercise leverage, and haV%ear and definable stake in the
outcomes of the service area. The caliber and training of professionals is a case in point.

* It is a major undertaking, and perhaps impossible at this time, to define objective
standards of how much Jewish education one should have. Similar individuals will vary
dramatically in their self-perception of their own need for Jewish education.

* In a needs analysis it is virtually impossible to "measure" receptivity, for ~ example to
a charismatic champion. It is possible to examine programs that have been successful
elsewhere to expand the vision of decision matters, particularly when it comes time to
elicit or develop program strategies. In the context of the needs analysis, it is useful to
ponder more ambitious alternatives when the expressed needs aspire to a low level.

12



Measures of Resources: Potential "needs" should be compared to available resources to
identify areas of unmet need or "gaps". At the most basic level, a profile of educational
resources should include

data on the numbers of programs, by type, their capacities and actual enrollments
data on numbers and characteristics of personnel

utilization of space

levels of funding, and

anticipated changes (including resources in the pipeline, such as new programs
being planned or anticipated cutbacks).

Measures of Quality: Ideally, a profile of resources should also incorporate assessments
of their quality. For example, while a community may appear to have enough supplementary
school programs, the more crucial issue is how good are they?

The quality of programs is generally measured by assessment of levels of achievement,
or measures of performance. The task in Jewish education is substantially more difficult because
of the paucity of satisfactory tests of knowledge or achievement, and the complexity of defining
a set of generally acceptable standards. For these reasons, in the short run at least it makes sense
to rely on "surrogate" measures of performance. For example, attendance and longevity/dropout
statistics can be enlightening as indicators of changes in student performance.

If enrollment or attendance is low, or dropoff at age 13 is high, is it because the
prospective students are not out there or because the programs are poorly designed or run?
Information on the quality and effectiveness of programs is important for identifying strengths
and weaknesses of the existing system, for developing strategies for improvement, and ultimately
for establishing a baseline against which the impact of future efforts can be measured.

Regardless, the difficult in measuring quality diciates that in this area especially several
iterations of study are necessary. Given the imperative to get underway quickly, we would
encourage you to rely on existing information on quality and effectiveness, to the extent possible.
Findings and gaps uncovered in one round define the task for the next round.

Generally speaking, three types of measures can be used: (1) input, (2) output or
performance, and (3) outcomes. See Box 7 for examples of measures to consider. If you find
an absence of information on effectiveness - that, in itself, may suggest that critical issues for the
community will be: How should programs be evaluated and against what criteria? What are
the characteristics of an excellent educational program? Should there be a process for setting
community standards and "accrediting" programs? Should there be an effort to develop
community-wide performance indicators and what should they be?



Box 7: Illustrative Measures of Quality and Effectiveness

* Measures of inputs are generally the easiest to obtain. Examples include: per capita
expenditures for various age cohorts and programs, teacher/student ratios, average teacher
salaries, per cent of teachers with advanced degrees, lay involvement, number of teachers
participating in in-service training, etc. Comparisons can be made to provide perspective
on where the community stands in relation to other communities and the nation on key
indicators.

* Examples of output or performance measures include per cent of eligible population
participating in formal and informal Jewish education by age group, levels of student and
parent satisfaction, drop out rates pre and post bar(bat) mitzvah, performance on tests of
Jewish knowledge, etc. Methods of collecting this information include sample surveys,
questionnaires to program directors, focus groups (for satisfaction), self-studies by schools,
alumni surveys, data collected by a central body such as the Board of Jewish Education or
Federation, and information collected in recent Jewish population studies.

* Outcomes are the most difficult to measure. It is useful to articulate what these might
be, even if the data is not available, because it will be helpful in developing the mission
statement later on as well as for suggesting lines of future research. Examples of outcome
measures would be self-definition and commitment to Jewish identity, values and
practices; evidence of transmission of Jewishness to the next generation; affiliation with
synagogues, communal organizations, support of Israel and Jewish institutions, etc.

Benchmarks/Tasks

1. Design Needs Analysis
a. Focus: Select the primary groups to study.
b. Measures: Decide on the perspective for measuring the need of each group.

c. Develop Concept Scheme: Layout decisions on design for discussion with
commission.

2. Collect information: on present participation levels. (See Box 8.)
3. Estimate of community need/demand.
4. Gaps [3 minus 2]: A comparison of the market demand for the present programs will

give an estimate of the unmet needs: who are the "unserved" or "underserved" groups
in the community from the point of view of adult Jewish education?

14



Box 8: Methods

Defining Potential Markets: Four types of information can be used to identify potential
user groups:

* Available demographic studies and data: enrollment trends, statistics on personnel
involved in Jewish education and communal affairs (e.g., full-time, part-time, turnover,
longevity ...), enrollment trends in local day and supplemental school programs (as a
predictor of future personnel demands).

e Other national and local studies, commission and planning reports: such as the report of
the Commission on Jewish Education in North America, local reports of task forces on
Jewish continuity, and strategic planning reports that give insights on trends or external
forces that will impact on needs. Experience in other cities can be analyzed for possible
relevance. Opportunities for program modification or expansion will be identified where
substantial unmet needs are documented and where new revenue opportunities appear to
exist.

* Discussion or Focus groups: with selected consumer groups (such as day and
supplementary school educators, synagogue lay leaders, students) to gain insights on
access barriers as well as desires.

* Questionnaires: attitude surveys of selected sectors of the Jewish community: e.g.
about student career interests; motivations for participating in specific program; views of
institutional or program strengths or weaknesses; perceptions of their own needs or desires
for Jewish education; and past and anticipated involvement in Jewish affairs.

Identify a variety of submarkets. Attempt to estimate the size of each submarket, the -
extent of the need and the competition.

Profile

1. Develop profile of present Jewish education personnel by drawing on the data from
the educator’s survey.

e Size of key groups of personnel (e.g., day school principals, day school
teachers, supplementary, early childhood, camps counselors, JCC program staff,
other informal education personnel) by institution/program

» Skills, expertise and background

15



2. Develop demographic profile of Jewish education needs in the community.

* Jewish population characteristics: cohort sizes (e.g., early childhood, school age
lay leaders, adult education learners, college-age youth, other special groups, like
mixed married couples)

3. Analyze program capacities and participation rates (formal and informal programs, by
institution/program)

* Develop a profile of the institutional resources, programs and services presently
available in the community. Estimate the capacity of these programs if they are
not being fully utilized. (See Box 9 for information to include in a profile.)

Box 9: Elements of an Institution or Program Profile

e Students:
. Enrollment and graduation trends
. Age range

* Educators:
. Numbers of full- and part-time
. areas of expertise.

* Program components:
. Subjects
. Degree(s) offered
. Activity duration
. Methods
. Support resources (e.g. library, training) and services

* Finances
. Cost per unit of service
. Revenue and expenditure trends

16



Deliverables

The end product of the needs analysis and profile is a report that describes for each
targeted group:

a. The size of the total potential market.

b. The size of the likely market, "ripest" for Jewish education.

c. The characteristics of the parts of that market ripest for Jewish education.
d. Profile of resources including strengths, weaknesses and major gaps

e. The factors influencing participation.

f. The most appropriate methods for meeting the needs of this group.

g. Who should provide the Jewish education.

17



III. CRITICAL ISSUES

Rationale

In charting future directions, any community faces a number of important policy choices:
L.e., critical issues. Early discussions of the planning committee are the first step in identifying
the critical issues. The needs assessment and the in depth analysis of program operations through
the profile will provide the information needed to sort out and clarify the fundamental decisions.

Deliverables:
. Explicit assumptions
. Formulation of critical issues
. Document summarizing consensus of committee on each critical issue

Benchmarks and Methods

1. Assumptions: In designing the best possible system for coordinating and supporting
Jewish education, there will be several fundamental "givens" (e.g., that the school in a
congregation is the primary educational vehicle for supplementary education). These
assumptions should be made explicit to ensure agreement by the commission.
Assumptions on which there is not consensus may well become "issues" which the
committee must address. See Box 10 for sample assumptions.

Box 10: Sample Assumptions

1. The primary instrument of supplementary education is the school within a
congregation.
2. The delivery system needs to offer an opportunity for balance (creative tension)

between community-wide interests and the interests and perspectives of the
religious movements (Reform, Conservative, Reconstructionist and Orthodox).

3 Some type of central entity or entities will be needed to support Jewish education
in the community.

18



2. Critical Issues: The important choices faced by the community in defining the purposes,
overall content, and priorities in Jewish education. The planning committee will attempt
to reach agreement on what the important questions regarding future investment in Jewish
education throughout the community.

It may be useful to classify issues in cascading categories that proceed from more
philosophic (i.e., mission) toward more operational (i.e., programmatic or organizational). (See
Box 11 for types of issues.)

Box 11: Classification of Issues

1. Mission-level issues -- i.e. choices relating to the vision, philosophy and the role of
the community in initiating or supporting the emerging needs.

& Policy issues -- i.e. choices relating to the broad policies relevant to carrying out
the community’s mission. Some of these choices relate to professional
development (e.g. the balance between in-service and pre-service training for pre-
school teachers); recruitment (e.g. the balance between new entrants into the field,
continuing education, and re-training people from other fields).

. Standards and Program Issues -- choices relating to the content and level of
programming in Jewish education.

4. Resource and organization Issues -- i.e. choices relating to the internal capacity of
the community to support mission and policies (e.g. the financial resources, agency
roles, possible coordinative and integrative mechanisms).

19



IV. MISSION OR VISION STATEMENT
Rationale

The heart of a strategic plan is a mission (or vision) statement, which should project a clear view
of the aspirations of the community. The mission statement should project a the self-image of
the community in relation to Jewish education. A good mission statement not only suggests what
the community wants to accomplish but what it does not seek to accomplish; at the broadest
level, it identifies whom it seeks to serve and how.

Deliverable

A one paragraph to one page Mission Statement

Benchmarks and Methods

Because of its importance, and the difficulty of crafting a good one, the mission statement needs
to be the product of substantial analysis and discussion; it should be prepared in the middle of
the planning process, not at the beginning.

It should represent the resolution of mission-level critical issues and frame a broad response to
the needs assessment. Some parts of the mission statement are not likely to be very
controversial; others might be extremely controversial. It is helpful to identify the major options
in relation to each critical issue as a framework for the key discussion at which the mission
statement gets formulated (see illustration in Box 12 below):

Box 12: Illustrative Mission/Options Chart

CRITICAL ISSUES

OPTION A

OPTION B

OPTION C

1.0 Community
posture on an Israel
experience for
young people

Community
responsibility to
insure that every
young person has an
Israel experience

Joint community-
congregation-family
responsibility to
insure that every
young person has an

Community
responsibility to
insure that xx% of
young people have
an Israel experience

etc

opportunity Israel experience opportunity
opportunity
Critical Issue 2.0; Option 2.0A Option 2.0B Option 2.0C




V. SETTING STRATEGIES AND PRIORITIES

Rationale

The purpose of this part of the planning process is to insure that scarce Jewish communal
resources available to Federation and other communal entities for Jewish education are directed
to the community’s needs and mission. This is accomplished by: selecting effective strategies or
policies; setting appropriate priorities.

The policies in the Plan represent resolutions of the critical issues identified above.
Resolution of an issue need not strictly adhere to the alternatives that were considered when the
issue was defined. It may combine elements of several choices or be an alternative not
previously thought of.

Establishing priorities for any community is extremely difficult because of the multiplicity
of constituencies and their differing values. A particular educational service may be very
important to one group and unimportant to another. The challenge is to develop an approach in
which all important views are heard, and then strategies and priorities are developed to insure
that the community does not scatter its limited resources,

"Priorities" are seen as judgments about relative importance that inform, not only dollar
allocation decisions in the budgeting process, but also decisions about use of non-fiscal resources
(such as government relations), and resource development (such as foundation and endowment
development).

Deliverables
* List of policy recommendations for the improvement of Jewish education

* Recommended priority rank and desirable sequence for each recommendation

* List of criteria used to select and rank policy recommendations.

Benchmarks and Methods

Good methods of priority analysis inform and support human judgment, but do not try to supplant
it; formulas or mechanical weighing or scoring methods are typically not useful.

Options are the items that are ranked in priority-setting. In other words, an "option" is something

that is a potential recipient or user of a commission resource. An options structure is an
organized, systematic listing of all the possible options. The decision as to what to list as an
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option is an absolutely crucial one; for once that decision is made, it defines what gets ranked
in priority-setting.

A good structure for priority-setting should help decision makers connect broad concerns with
specific services or programs -- both those that exist as well as those program or services that
do not, but that reflect community concerns.

There are three sources of criteria relevant to setting priorities among options:

u Criteria that are suggested by analyses of community needs. Other things being
equal, one would tend to give priority to settings where the total needs are very
large (e.g. supplementary schools) or where the gap between existing and needed
services is the largest (e.g. in-service education).

1 Criteria that derive from the Mission Statement

= Criteria that derive from continental experience in planning for Jewish education

Sample criteria for the selection of effective strategies (policies) and priorities are
illustrated in Box 13.

Box 13: Sample Criteria for Selecting Strategies and Priorities

. Support professionalization of principals and teachers -- including incentives for
higher levels of education.

. Encourage deeper communal involvement and support of Jewish education.
. Maximize effective utilization of resources (minimize duplication).
. Maximize the opportunity to integrate formal and informal educational techniques

(e.g., family shabbatonim; camping + study programs; Israel study programs).
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VI. DESIGNING PROGRAMS/PILOT PROJECTS

Expanded, modified, and new programs of course are the most tangible part of the effort
to improve Jewish education throughout the community. In the context of a lead community,
they are important not just for the promise they hold to improve the enterprise, but also because
they can serve as visible demonstrations that help attract larger circles of adherents.

The recent history of Jewish education, as with many other enterprises, contains too many
instances of programs being thrown at problems out of a sense of frustration or crisis. Here we
hope to shift the emphasis toward the tried, proven and planned. "Best Practices," a CIJE
project that is documenting successful programs throughout the continent and organizing them
in a variety of categories, should be immensely helpful here. "Best Practice" programs are being
classified in six groupings:

* Supplementary schools

* Early childhood Jewish education
» JCGCs

* Israel experience

* Day schools

e Jewish camping

We envision programs being launched in two stages: first a few pilot projects to energize
the project; and a subsequent series of programs reflecting the vision and priorities of the
commission, which may also be phased to reflect funding flows or other factors.

Pilot Projects

A community may wish to launch a small number of pilot programs early in the process
to gain visibility for its lead community project, to mobilize the community and create a sense
of excitement, and to test ideas about which it has a reasonably high level of confidence of
success. Programs selected as pilot should be ones which are likely to be consistent with long
term directions, or likely to show reasonably dramatic results in a short period of time. Box 14
contains sample criteria for use in selecting pilot projects.

Selecting pilot projects that address high priority infrastructure needs -- namely personnel

and community mobilization -- is another way of helping to ensure the viability of the effort.
Sample pilot programs are listed in Box 15.
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Box 14: Sample Criteria for Pilot Project Selection

. Improves professional status of teachers, principals, and informal educators
¢ Promises short-term success and visibility
. Maximizes the opportunity to replicate good results from other communities (e.g.,

via "Best Practices").

¥ Promotes multi-agency programming and cooperation
. Maximizes parental involvement
. Strengthens congregations

Box 15: Sample Ideas for Pilot Projects

Personnel

* In-service training for educational leadership -- school principals and JCC program.
directors.

* In-service training for 2 teachers and 2 informal educators from each institution.

e Summer seminar in Israel for selected educators

Community Mobilization

* Leadership training program for congregational and agency board members.

* A series of public forums on "best practices" and/or the community vision.
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Commission Programs

A coherent set of programs should evolve from the commission process, reflecting the
vision, strategies, priorities, and recommendations of the commission. A refined set of criteria
for program selection should also naturally evolve from those deliberations.

Program Selection: There are several methods for eliciting and selecting program ideas,
and working out program implementation details:

* Request for proposal (RFP) process
* Delegate responsibility for specific recommendations to agencies
* Empower task forces as part of commission deliberations.

Box 16 offers suggestions for developing program recommendations which, with some
modifications, apply to each of the above selection approaches.

Box 16: Steps in Developing Program Recommendations
. Brainstorm program ideas

. Adapt commission criteria for evaluating ideas

. Compare with other communities

- Test assumptions: define questions and obtain answers
. Confer with users

L Detail program needs, operations and implementation
. Estimate costs

. Set priorities and phasing among program ideas

. Present priorities and justification to Commission

25



VII. FINANCIAL RESOURCE DEVELOPMENT
Develop a short-term and a long-term strategy for obtaining funding to support
Commission initiatives. Obvious potential categories include:

* Annual campaign allocations for local services (either increased amounts or
reallocations)

» Creation or expansion of a fund for Jewish education

e Major donors

* Foundations (Jewish oriented, and possibly secular ones also)

Naturally, primary attention will focus on obtaining resources for start-up efforts.

We recommend that fundraising for this effort proceed in a planful way, much like the
annual campaign:

1. Package most attractive program ideas

. Select the most engaging program ideas to showcase
. Package or repackage programs to be most appealing

2. Identify potential funders in different categories, e.g.:
. Major donors
. Medium/large donors
. Family foundations
. Community foundations
. National foundations

3. Match programs to funder interests

4. Identify person/team to make first contact. Consider enlisting Commission members
for this role.

5. Follow-up, as appropriate.
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VIII. PREPARE FIRST YEAR ACTION PLAN

HEY 0w

Program/Task
Responsibility

Cost and funding
Timetable

Performance Management
Program Evaluation
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LLEAD COMMUNITIES PLLANNING GUIDE

INTRODUCTION

This set of guidelines has the luxury and the challenge of preaching to the converted.
Jewish communities understand and have been engaged in planning for & long time, The lead
communities more than many others have made pioneering efforts in planning for Jewish
education and continuity. Despite that advantage, all of us are acutely aware of the limitations
in the available information and the magnitude of the task of setting out a plan that addresses the

M.chaiuhfa of-the Lead Communihieg pre

The purposes of these guidelines are to;

'“-I | .'""'W ity e i e

+ offer approaches, methods, datu collection instruments and other tools to use in the
planning process, and

 give some measure of uniformity to the planning process that each of the lead
communities will cngage in arumpahmRaTEiT

ot tovrvel
Bach community willaneed (o tailor these guidelines to its own circumstances. SRR

As a general principle the ohject is to bulld upon the work and the research that has

already been done in each community. RS S

On the other hand, it is sometimes necessary to retrace steps in order to enlist new constituents

in a broad coalition. .\Jaﬂl Use. '\"\ose.. as {m}&-op depm-'}vr-
foe e \each. Communitias Pf“d'\sfc
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I. FIRST STEPS

Ratlonale

First steps reter to preparations, to allow for smooth sailing once the serious work gets
underway.

Major Actlvity Areas
There are two major arcas for attention:

1, Initial mobilization of g leadership C\Qy and. P""'p"““"“%a)

2, Introducing the iden Into the community .
ob all education actors (ar o i 1A\ he commumd
'
Building a "wall-to-wall cuaiition“«k“w the Lead Com unities

project, A widening net of stakeholder involvement iftJewish education im"msﬁ}'ﬁ-men{sfor
engaging a larger portion of the Jewish community. The mobilization of pesejsese leadership Is

@, #m pivotal w for achieving that objective,
elemen and recrvih Leacd Grmmunitied

The first issue is to ldentify,core leadership to spearhead the,eftort, while devising a
structure thut ullows a broad cross-sectlon of the community to become actively engaged in the
project. The leadership therefore must be carefully selected, and the siructure must allow ample
opportunity for constituents to obtain a stake in the process, Box 1, Concentric Circles of
Leadership, suggests axframework for organizing the project.

Pvasilal&
Tasks

ano{ 'MCH;;{‘
8 Identify key leadership, including;

A Champion ) s ¥ woreh Operoprate 7
. Lay leaders and major donors
. Educators

. Rabbls ;
. Professionals ; Yoo o ek
hamch Commuicivg mt.‘}id,fﬁﬁ. lﬁ?l:frgmf %Ai:‘

2. Establish the,commetmia Commission, composed with representation that

reflects the broad
. A
spectrum of the community. E.g., leadership from:

\ . Federation 4, GComnmvaal nc‘fnc.fﬂ Om.*
bix s onvite ‘ | or G~ A A TNOA S olf-\ﬂrvj
w !mé-h ed.veaton.,

A Tor el e&vm‘\‘w‘nn.o 5"—'4“.“30

< schools ]

"SYAaqoquel P

-
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Box 1: Concentric Circles of Leadership

AR EES -

One way to organize to reconcile the dual objectives of strong and thoughtful leadership
coupled with wide involvement is to develop expanding circles of leadership. For

example:
« Steering committee, composed of 10-15 members, delegated by the Commission to

handle active operational responsibilities and decisions, The Steering Committee would
meet approximately monthly, the full Commission every 3 months.

o Commisslon, composed of 35-50 members, serves as a forum for priority seiting,
policy development, long-range planning, coordination, and review of
task forces recommendations,

» Task Forces, to address substantive issues and muke recommendations to the full
commission, and/or to monitor and evaluate projects once they begin operations. (S

below.)

s Ad_Hog Wortking Groups, to be set up on an ad hoe basls by individual task forees to
investigate special issues, work out program implementation details, confer with end users
to ensure receplivity to program ideas or refine details, etc,

- " . —— e e
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TEL NO. Jan 18,83 13:

« Compile packets of background information and distribute to each of the committe¢
members, Box 2 contains a sclection of materials that may be useful for this purpose.

“oy

e —

Box 2: Examples of Background Materials

* A Time To Act
* Previous planning documents, particularly on Jewish education or continuity,

prcparcd by yopr community. ;
¢ Ofrer ornco anck do cuments relating to dhe C’mmvm'\‘gjj edventional] pysien
* Summary of most recent Jewish population study for your community.

* CIJE project descriptions
« "Best Practices"

. Monﬂo:mg, Evaluation and Feedback

v Establ:sh & deta ilcd timetable for the project by working buckward from the ycar one
end date, as well as forward based on the amount of time work componeénts will require,

Working with the chairperson of the committe, establish a schedule of committee
meetings all the way through the first year of planning, Scan major Jewish and
national holldays for conflicts. (Sec Box 3 for an illustrative schedule of steps.)

* Prepare a tentative agenda for the first committee meeting to review with the chair,
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Box 3: Illustrative Planning Framework

i

* by

N

2. Self-study
(Necds Analysls
and Profile)

3, Critlcal lssues

4, MIssion or
Vislon Statement

5, Strategles and
Priorities for
Actlon

6. Programs

7. linancisl
Resource
Developmen

8. FirsL y#hr
actiopg®lan

L mmm | e = b ——

See r’d«/

Dellverable

(1) * Form committee
+ Detalled workplan
* Agree on mandate

(2) * Form committees

* Design scheme

+ Profile of Jewish education; strengihs cnd

gaknesses
» K@yt on findings

+ Formulate [SWes

= sl communit ission"gatement

* List of reg@mmendations for eactfgajor
cllent grglp with priority rankings an
priorigfsequencing

« Wian guidelines

Define program prlority areas and new
initlatives
¢ Issue call for program proposals

¢ Fundraising plan (e.g., polentiul donors,
Strategles, targels, timetabie)

* DraR budgel with resource objectives
* Complle summarles of prugrum optlons
* Prepare {Inyt yeur lmplementation plan

s ———

Comun ea Meellng 2 W0 (Eay

la, Mujor issues IngéWish  Educatlon
b, Review of wéikplan
lc. Developgharge” to commiltees

2a g8%sign of needs survey
o Prescnlation of profile
2¢. Discussion of findings

3. Resolve strategic ssues; mnke
cholces .

4, Approve mission/vision statement(s)

5. Recommendatlong on priorities

SRl fine program priorities

7. Approve alhggree on 68signments
for carrying out g

Ba. Set resource objeci R (S)
8b, Select programs for next y3

8¢. Approve overall implementat
plan

10

e /
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Rox 3: Mustrative Framawork

Ebasa
1. Sturt up

2. Start self-study
longuing)

Critioal lssuss
Mivelon or Vislon Statemant

B. Stratagles and Prioritios
for Actlon

4. Programs

7. Finan¢lal Resource
Davalapmant

8. Firet Year Actlon
Plan

221388 Poge 11

Qellvetable Committes Maating Sublect b
(1) Ferm sommiasion 1. 408 he Lead Communities W Lo

* Digouss the ides &. Main thrusts iaa

¢ Dytailed workplan - personnal

* Agres on mandate - eommunity mobilizatien
(2) Form commitiees b. Key methode and projects

- beast practices
- dealing with goals
« Monlteting avaluation
feedbaek projscta
0, Struoturast CIJE and Leed
Communlty Cemmiselon

2, Review of workplan

3. Dovelop oharge 1
cormmitteos

¥ Danlgn scheme + Design eduoator's survey
* Suryey of aducaters In ¥ Presantation of profile
the sommunity o Discussion of findings

* Prollle of Jewigh
aducation: strengths and
woeaknases

* Report on findinge

* Formulate lasues 3, Reaglya strategic Inaues; meke
dholoes

* Draft community mission statement 4. Approva mission/vislon
gtetement

* Llet of recommapdations for sach . B, Racomenandationg on

T o m mu“o-\na-h .

major area (pergonnellwit ptm &ioﬁtll

priority rankinge and priority

Ysquencing

* Draft guldelinas 0. Define program priorities

¥ Doflna program prority ereas
and new Inltlatives

* Fundralsing plan le.g., 7. Approve and agres on

potentlal danora, atratagles, assignmanta for parrying

targete, timstable) out plan.

* Dralt budget with resource Ba, Select programa for

oblectives next yeaar

* Prepare litet yoor : &b, Approve everall
Implamaentation plan Implamentation plen

Bq. 9ot resourons objectives (§)

Gorw,
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3. DeviseRask force structure

It Is MgJpful o organize task forces to address substagfive issues and make
recommendations\to the full commission. Once pilot operationgfbegin, the role of these
commitiees can be Ygodified to monitor and evaluate projects theyglave initiated.

There are severy] ways of organizing task forces. Heredfire some samples:

» Population groufs, e.g.:
« 1« 5: earl\ childhood
. 6 - 13; elenkntary school age .
« 14 - 18: high¥gchool/post bar/bat-mitzygh

* Delivery system, e.g.:
. Day schools
» Supplementary sch¥pls
. Informal programs

* Functional, the classic "Board §f DirgCtors" model, e.g.:
. Programs
- Pilot projects
- Best practl¢es
. Fundraising
. Coalition building and gfarkctifg/networking
. Monitoring and evalugffon

. Educator’s survey
~, Five year planning

* Programmatic, e.g.;
. Personnel

. Israel experien
. Synagogue prgRrams

Issues to consider ingleciding on the most effective appiygch for organizing include:

° Bridge hugtling: Likelihood of fostering collaborat®q, of enlisting membership
in gach ofmmittee that is representative of multiple ¢&ystituencies,

. Energiffing: Whether topic areas are likely to generate excRgment among potential
comgtlittee participants and stakeholders,

o iorities: Do the toplcs represent articulated, or likely, prfgrity areas of the
ommunity or the ¢commission.

See Q""\'\[Pt —>
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It is helpful to organize task forces to address substantive
issues and make recommendations to the full commission. Onte
pllot operations begin, the role of these committeea can be
modified to monitor and evaluate projects thay hava initiated.

3. Devise task force structure

There are several ways of organizing task forces. Here are
soma pamples!

A
* Main thrusta of the recommandations of the C mé{\sion
on Jewish Fducation in North America
% Personnel

*  Community mobilization

*  Research/self=-study

RN Teree! £\rPlH‘ﬂu(c_. g&\
% Delivery systems, e.g.:

%* Day schools
* Supplementary schools
* Programs in informal settings

* Functional, the classic "Board of Directors" model,
@.¢g.:

* Pilot projects

% Best practices

*  On the goale of Jewish education

* Monitoring and avaluation

" Fundraising

* Coaliticn building and marketing/networking

* Educator's survey

-

Five year planning

Issues to consider in deciding on the most effective ap~
proach for organizing includet

* Bridge building: Likelihood of foatering collaboration,
of enlisting membership in gach committeéee that is represen-
tative of multiple constiuencies.

* Energizing: Whether topic areas are likely to generate
among potential ocommittee participants and stakeholders,

* Priorities: Do the topiecs repraesent articulated, or
likely, priority areas of the Lead Community Project. '

The time and commitment of top lay leaders to Bserveée as
chailrs, and the depth of capable profeseionalas to service the
task forcesg are factors to consjder in deciding on the number of
comnittees,

=y
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Fax 9722610051 _ o L

Facsimile Transmission = . S

| To:____pr. shulamith Eleter Date:|__gapuery 20, 192

-' From: | Aﬁnatté Hochstain No. ngaé: P ‘% v UOR TN

| FaxNumber: . _ . - s

Y ——— W v ———— |
1

Il. [

~ Dear shulaﬁith, _
This is the sacond installment of the self-study. I am waiting - -
for you to set up the conference calliwith Jack/Jim. There is .+ -
.~ some urgency to this as we would like the guide to go to the. -
~communitiss 1in early February. & AL T, A

. Best regards,
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Mandel Instituie 279 o1

For the Advanced Study and Developiment ol Jewish Education

January 20, 1983

"'imr:ﬂﬁadk'vkales

yﬂkﬂﬁhﬂ*ﬁﬂﬁﬁﬁi&taa :

| Dear Jeux and Jim,

I hava atfempted to illustrats by amending a significant part of
~ the planning guide how one would move from a ganeral planning.
doglinent for Jewish education to one that is specifically
Lta"htid”atutha content, the geals, the priorities of the lead

|nm:h:_§nn.5;j;;.ﬁn projact. I hopa that tha thrust of change is glear, .
and think that it would be useful if you would take it from thera
and 'do the same thing for the remaining parts of the document -«
| from Ralient groups® and "institutions! {n the nseds analysis, to
g Shtiunalet (page 28) apd bhe slusslos stabebueabt. ¥ou b Lipd
Bomé. of the CIJE's documents, and before that the Ccommission
| documents, useful for this change. In partleular, the document on
' Mlesd communities at work" and the Coemnmission report may be ..
'helpful : . . '
i : | : :
I am, of coursse, available for any further clarification and hopa
that this is useful. We would love to have the document in the
| hands of the conmunity by the end of thas month or early in
1. G ! )
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II. SELF-STUDY

Ratidgale

Gowg information is the foundation of good decision making. real life, however, we
are often reciyred to take action based on incomplete or imperfect jflowledge. In planning 8
community-widWynitiative on Jewish education, this is especially try#. The self-study -- learning - -
~.more about the nedgs, resources, dynamics, and aspirations of the ommunity - thercfore should ¥

be an :tcrative proces

The first phase is Oglented toward the first year acti#n plan, what can be learned that will
inform decisions and plans My the 1993-94 year, A byfbroduct of the first phase self study is
a clearer definition of what Is Mg known that impactsgh the critical choices.. Delineation of the
" 'gaps in information will help Mgme the second #hese of the self-study, a more thoroug,h
investigation which will then proce®y over the ngft year and a half to two years.

The basic purpgse of the self-stug is 4 provide a baseline for Commission deliberations

and establishment of program priorities, It3@ould provide a common foundation of information -

for Commission members, level the playx § tRd about assumptions (without which participants
in the debate are driven to present opigfons anWperceptions with the force of fact), enlighten-

even the most knowledgeable insider, sfid identify Wg critical issues and choices the Commission

needa to address. It also:

¢ Identifies unserved andg@nderserved needs for Je¥gsh cducation, as perceived by groups
within the community

i
1
|

_* Helps identify cgfical issues, or choices that will nee(ygo be addressed.
~* Provides 2 ¢3 mon base of information to enlighten decifgns on critical issues.

+ Clarify gffas of agreement in moving toward establishing a stigdard of achievement
that is agPptable within the community, :

Thindfng about programs and priorities later in the process should be U8ged on the best
avallable gilormation on educator needs and potential users of the programs in JewRgh education,

See G'BOLOL'-A 6)(13&0 ——
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'II. THE SELF-STUDY
Rationala

Good information is the foundation of good decision making. Yet

"very little research on Jewish education is being carried
out in North America. There is a paucity of data about the
basic issuee aAnd almost no evaluation has been made to
aggsess the quality and impact of programs. Because of this,
decigions are taken without the benefit of clear avidence of
need, and mejor resources are invested without sufficient
monitoring. We do not know what peopls want to learn and we
saldom know what works in Jewish education. We do noct even
know much about what students know at different stages in
their education. Thare are not enough standardized
achievement testm. There is not sufficiently eccurate
information on the number of teachars . tba syatem, their
‘qualifications and their salaries.”

A Time to Aﬁt, p. 44

. Creating reliable knowledge for dacision making about a
. community’e educational system is an exciting and long-term

endeavour. Lead communities can offer leadership in this area

. too, developing means, methods and experience for an ongoing.

. procass of self-study. That process would yield over time the

guantitative and gqualitative data raguired by leadership to know

what exiets in the community’s Jewish education system, how good
it is, what people in the community want, what more is needad and

what works better. Hopefully, the tools developed in lead .
- communities will bel disseminated for othar communities to adopt‘

and adapt.

' The initial purpose of the self-atudy:ia to provide commission.
' members with an increasingly solid foundation of information, to .~
‘enlighten aven the most knowledgable insider, and to identify the
‘eritical issues and choices the commission may choose to addrees.
‘It will also help move the community towards eaestablishing

standards of achievement that the community aspirsess to.
5 | .

The self-study procsss is an ongoing one and one that cannot be
completed within the first year of the project. It is proposaed

that during tha first year of the project the self- -study include
- the following 3 alamanta*

1. A profile of the Jewish aducation enterprise in the

canmunity, including the following:

Participation (absclute and partlcipatian rates) ;

T
* Inventory of programs, institutiona, organizations;
* Program resources;

®

Financial resources.
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- I8 A needs analysis -- to focus during tha first year on
perEonnel-ralated lssuas.

3o A research design for ysars 2-8, in the course of which
further in-depth studies might be undertaksn and data collection
copplated. This phase might include qualitative elements such as
achigvenaent measures (what do supplementary school students
Ynow) . : ;

(M mariat stuff here)
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3 ',\. Needs Analysis : l;\A Haa 0 Lo , ltzjd"cg thia MM
k , ‘Anerdn e j J: !

I A nceds analysis identiﬁes unserved and underserved needs for Jewish educat{on, e )

: ; Su ,;The critical xmportance of personnel in Jewish education gintemuiianh -

T an educators surv%?,b%ian early and maJcr component of the needs analysis, Quality information

sbout this fundamental human resource is invaluable, first for identifying priorities-for improving

" “the profession, and later for assessing the impact of community initiatives. Box 4 contains idees
?u...bla. far areas to cover in a survey of Jewish edugation perscnnel, A-feuo sveh C’"‘PNNM‘" cl %
e baen, Yndert oYer At aosh 3 4% mrv-a, a.a penda\a.. QR“I‘NPM
Hm SP!E'iG‘t" M : l"' AML) , 3

ook tls Cen-l-m[t’q m he, ‘-ad mevdite pnjcé
&4

“

I
1

ﬁ
axcien i ey h ermeatadiin QML He |
Yy
dseveriMas hyoer ake su%’t_os;;woive ¢ cators n\tﬁu?emgn ofKﬁek"\' survey 'Invo{g:ng p‘é l'la:.a?r’om M"Mj "Li“
field will improve the quality of the data elements selected, help avoid time qnd resource
consuming efforts to obtain unavailable information, help pave the way when it comes time to l
coilcct data, and help mobilize educators to support the overall objecuves of the commxssion :

[

‘Into account:

Summarizing, the umlal thinking about the educator’s survey shouid mke scve:al factors !
' |
] |

» Categories of Information: What information is desired (see Box 4). t

P pa .i : p— ; oy I s ;

| . _ -
* The purpaSe.,- of dhne Svrvt%
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|._Li

k. be se.
-h-‘f’ Allow for growth, in number of information fields as well as in number of
records. ; :

L]

» Involve educators. et 3C v ' |
| oo ol Fhe Survey. Select wssarcher 4o iniore M

+  Select %ﬁh selecting staff, or contracting with ;

thomugh!y revzew,&xpecm ons and workplans. 'fﬂeﬂger—

cIn view of the importance, compiemty, and ongoing aature of this aspect of the lead
cnmmumty effort, it may be advisable to convene a special task force (if such a task force was

not bulit into the orgamzmg framework) to oversee this phasc of work.

|
i

Box 4 Edueators’ Survey: h Catagories for Imentory‘?“”*f'\*\“‘!* °““§5}
.. Demographic proﬂlc (e.g., sex, age, marital status, address) '

. kfmisﬁonpﬁ-n o rn . _
' | Coveses
: ,.mcducaﬁon background (e o degreeg Jewish and secular lice nsurci veses

Ano &v‘ageo‘}!, S, SCVL, qﬁOl[e\rC( :
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MEMORANDUM

To: Arthur Rotman L
Shulamith Elster
Annette Hochstein 9,}&
Sol Greenfield )

From: Jim Meier/; ‘y}k
Date: October 5, 1992 &'} X\%
}‘\)J

Re: Preliminary Outline for LLC Planning Manualy(‘@

Attached is a draft outline for the planning manualyor Lead Cogfunities. 1 look
forward to your comments and reactions. at \(S‘Q
v%’y P
% \gr( >
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[draft 10-4-92]
Lead Communities Planning Guide
Preliminary Outline of Contents

1. Analysis of needs
A. Current community demographics:

1. Population characteristics: cohort sizes

2. Jewish educators, by category (e.g. day echool principale, day school teachers,
supplementary, early childhood ...)

3. Other Jewish cducation targct group sizcs (¢.g., lay leaders, adult education
learners, communal serviee professionals, college-age youth, other special groups)

B. Present program capacities and participation rates

1. Participation rates (formal and informal programs)
2. Program capacities (dircctory of resources, enrollment capacities)

. Institutions
. Programs

3. Estimate of community need/demand
4, Gaps [B3 - B2]

Il Assessment of strengths and weaknesses (What works, what doesn’t work)
A. Areas for assessment

1. Institutions and programs

2. Students (levels of attainment)

3. Personnel development

4. Lay involvement and leadership

5. Information (system capabilities)

6. Coordination and collaboration within system
7. Uses of technology

B. Exploratory comparisons (Programs and performance in other places)

IIl. Strategic issues (confronting and resolving critical choices)

A. Identify strategic choices
B. Resolve strategic choices
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C. Develop community-wide mission or vision statement(s)

IV. Establishing strategies and priorities

A. Formulate strategics
B. Establish priorities

1. Population groups
2. Programs
3. Enabling functions/resources

V. Designing programs (to address priorities)
A. lnitiate program ideas or strategies/preliminary proposals

1, Leadership (lay and professional)
2. Institutions and human resources (including collaboration)

3. Programs (including Israel trips, personnel)
4, Planning and evaluation
5. Financial resources

B. Select program priorities/phasing

VI. Prepare implementation strategy: multi-year framework, first year action program

A. Program/Task

B. Responsibility

C. Cost and funding

D. Timetable

E. Performance Management

F. Program Evaluation
VII. Next Steps: Implementing the plan
A. First-year action plan oversight

B. Mid-course modifications
C. Prepare second-year action plan

APPENDICES

P4
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General format for each section

Section heading

Rationale: What the section is about, why it is important, how it relates to the planning
process.

Deliverables: Important junctures, or deliverables, and when they must be completed to keep the
project on schedule.

Benchmarks: Critical requirements and optional steps/iasks to achieve the benchmarks for the

phase.

Methods: "How" to do the task.

| Comment Box

For elaborative comments, suggestive hints, or enhancement options,

[ e e

Point person(s): Recommendations on who should oversee task, and who needs to be
involved or have input.

Time guidelines: Approximate minimum/maximum time to set aside to carry out task.

Examples:

PaS



LAUNCH OF LEAD COMMITTEES: WORKPLAN

[Revised 11/9/92]

TASK RESPONSIBILITY KEY MILESTONES ISSUES/COMMENTS
P e T e e T e T A e R R T e e e
LETTER OF
UNDERSTANDING
= Draft #1 UAI (Ukeles)
» Draft #2 UAI (Ukeles) 1011 & 1072 Link to Local Event
® Negotiation Elster & Ukeles 10/15
= Fipal Rotman as necded November
= Signing Rotman & CIJE Lay Leaders December
PLANNING GUIDELINES
® Draft #1 UAI (Meier)
= Draft #2 UAI (Meier) 10/15
® Review with community UAI (Meier) 11/4 Workshop with Planning Directors
plaoncrs 11/18
® Final 11/23 & 1124
11730 ‘
PRESENTATION TO
COMMISSIONS
® GA FForum & Event Rotman 1112 & 11/13 Community-specific events to introduce Project to
® Local cvents Rotman & CUJE Lay Leaders various publics; Link to Signing
CHE STAFF COORDIATE
m Execulive staff Rotman Wkly mtgs (Rotman, Elster, Greenficld & Ukcles)
® Program Directors Rotman & Elster
BEST PRACTICES Need to finalize timetable for deliverables and design
® Design (inform & access) Elster, Hollz & Ukeles methods to inform communitics and creatc points of
= [nform Elster & Holtz access '
u Acoess Elster & Holtz

Page 1 of 3



TASK

COMMUNICATION & PR
m [dentify Publics

= Communications Plan

= [mplement

RESPONSIBILITY

Elster
?
?

KEY MILESTONES.

ISSUES/COMMENTS

Usc of outside consultan/firm; Assignment of
responsibility; Coordination (if any) between Local
PR in each community and overall CIJE plan

COMMUNITY
CONSULTANTION
("TALENT BANK")
Concept Document
Assign Responsibility
Manage System
Locate [ndividuals
Inform Communities
Access

Meier

Rotman
7

?
?
7

November
early November

Design links to Best Practices

CONTINENTAL/COM
PLANNING PROCESS

u Nat’l Foundations
® [Local Foundations &
individuals

m Meet with Planoers Ukceles & Elster 11/23 & 11/24

® Meet with community lay Rotman & CUE Lay Leaders January For all: agenda, invites, location, dates
leaders ("the Scminar™)

m Communily planning process | Elster & Ukeles ongoing

LLIASION TO NATL Elster ongoing Link to community consultation (talent bank); who
RESOURCES pays for what

= |HJL

®m Organizations

= [epominations

® Senior Advisors Dccember

FINANCIAL RESOURCES Naperstek ongoing Process for linking local needs definition to

foundation interests; funding flow; CUE as recipient;
and CIJE as broker

Page 2 of 3




TASK RESPONSIBILITY KEY MILESTONES ISSUES/COMMENTS
““m

. MONITORING, EVAL & - Rotman ongoing

FEEDBACK

m Introduce field researchers to | Elster & Rotman late Sept, early Oct Include bascline portrait

community

® Dev feedback loop Gamoran & Goldring October

m Scl terms for first report Gamoran & Goldring October

Page 3 of 3 '



” [draft 10-21-92]
Lead Communities Planning Guide
Preliminary Outline of Contents

L. Analysis of needs
A. Profile of current community demographics:

1. General population characteristics: cohort sizes

2. Other Jewish education sub-group sizes (e.g., early childhood, supplementary
school, day school, lay leaders, adult education learners, communal service
professionals, college-age youth, other special groups)

B. Profile of present Jewish education personnel

1. Size of key groups of personnel (e.g., day school principals, day school
teachers, supplementary, early childhood ...) by institution/program
2. Skills, expertise and background

C. Program capacities and participation rates (formal and informal programs, by
institution/program)

D. Estimate of community need/demand (in categories of A2 & B1)
E. Gaps [D -C]

II. Assessment of strengths and weaknesses (What works, what doesn’t work)
A. Areas for assessment

1. Students and programs (e.g. levels of attainment)
2. Personnel

* by program: quality, assets and limitations

* professional development programs and opportunities
3. Community support

* Lay involvement and leadership

* Coordination and collaboration within system

* Funding: Amounts and participation rates

* Participation of stakeholders
4. Other system and planning issues (e.g.:)

* Fundraising and allocations

* Information (system capabilities)

* Uses of technology

B. Exploratory comparisons (Programs and performance in other places)



IIL. Strategic issues (confronting and resolving critical choices)

A. Identify strategic choices
B. Resolve strategic choices
C. Develop community-wide mission or vision statement(s)

IV. Establishing strategies and priorities

A. Formulate strategies

B. Establish priorities
1. Population groups/program areas
2. Personnel
3. Community support

V. Designing programs (to address priorities)

A. Initiate program ideas or strategies/preliminary proposals

1. Leadership (lay and professional) and community support (e.g.:)
* coalition building
* recruitment (of leadership and community involvement)

2. Programs for personnel

3. Programs (e.g.: Israel trips, innovation)

4. Planning and evaluation

5. Financial resources

B. Select program priorities/phasing

VL. Prepare implementation strategy: multi-year framework, first year action program

Program/Task
Responsibility

Cost and funding
Timetable

Performance Management
Program Evaluation

MmUY 0w

VIL. Next Steps: Implementing the plan
A. First-year action plan oversight

B. Mid-course modifications
C. Prepare second-year action plan

APPENDICES



General format for each section
Section heading

Rationale: What the section is about, why it is important, how it relates to the planning
process.

Deliverables: Important junctures, or deliverables, and when they must be completed to keep the
project on schedule.

Benchmarks: Critical requirements and optional steps/tasks to achieve the benchmarks for the
phase.

Methods: "How" to do the task.

Comment Box

For elaborative comments, suggestive hints, or enhancement options.

Point person(s): Recommendations on who should oversee task, and who needs to be
involved or have input.

Time guidelines: Approximate minimum/maximum time to set aside to carry out task.

Examples:



COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

Mailing Address:
163 Third Avenue #128, New York, NY 10003
Phone: (212) 532-1961 » Fax: (212) 213-4078

Honorary Chair
Max M. Fisher

Chair
Morton L. Mandel

Vice Chairs

Charles H. Goodman
Neil Greenbaurn
Matthew J. Maryles
Lester Pollack

Executive Director MEMO TO: Lead Community Planning Directors
Arthur Rotman
Chief Education Officer FROM: Henry L. Zucker, Executive Dlrector..)#\y
Dr. Shulamith R. Elster ;
DATE: February 15, 1993
SUBJECT: Planning Guide

Enclosed are several copies of a draft of a planning guide
which we hope will be of help to you as you move ahead with
planning for the Lead Community project in your community.
This is one of several documents the CIJE has prepared to
support the work in your community as you initiate the Lead
Community process. This is intended as a guide from which
you can draw as it is useful to you. It offers approaches,
methods, data collection instruments and other tools to use
in the planning process while providing some potential for
uniformity in the planning process within each Lead Community.

Please use this document to the extent that it is helpful to
you. We hope that your feedback and reactions to it as a
planning tool can help us to build on this basic document in
future versions.
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Date: Mon, 1 MAR 93 10:23:28

From: EKJCEB8RERCVAX.EDINBURGH.AC.UK

Toys annette@hujivms

Subject: responses to the Planning Guide and Supplementary Schools
paper ‘
Sender: JANET "EKJC68Q@UK.AC.EDINBURGH.ERCVAX"
<EKJC68@ERCVAX.EDINBURGH.AC.UK>

February 28, 1993

Ms. Annette Hochstein

Mandel Institute of Jerusalem

Dear Annette,

I assume that by the time you read this you will be back from
your latest trip to the U.S., and I hope it Was a positive and
productive visit. This week I received copies of the Planning
Guide and the Supplementary Schools paper, and I wanted to
offer a few reactions. I think both documents are superb, and
my comments mainly address implications for the future rather -
than suggesting any revisions.

I have two minor questions about the Planning Guide: (1) What

is the "goals project" which is mentioned in several places? <

This sounds like a project with which our work should be

.‘f



coordinated. (2) On p. 6, mention is made of "CIJE project
descriptions.” Which document is being used as the project
description for the MEF project? Do you want us to prepare
something specifically for this audience?

I also have one minor comment: On p. 18-19, the terms
"outputs" and "outcomes" are hard to distinguish from one
another, although they are given very different meanings here.
-I think what is meant is "short-term" and "long-term"
outcomes, and that would probably be clearer. (A more jargony
terminology would be "proximate outcomes" and "long-range

outcomes.")

fo me, the most important contribution of the planning guide -
- aside from the fact that it proposes clear, concrete
activities which can be undertaken right away -- is that-its
approach is systemic-rather than piecemeal. As you know, I
think this is the major strength of the Lead Communities
Project, so it is important that this document reflect the
systemic approach. I worry, though, that if and when serious
educational planning takes place in the communities, it will
occur in isolated programs rather than through ties with broad
coalitions, and that the planning taking place in coalitions
will not be precise and hard-hitting enough to have
significant implications for contact between teachers and
students (or counselors and campers, etc.). Part of this
concern comes from my reading of the Supplementary School
paper from the Best Practices project, which is cutstanding in ...
recommending a systemic approach within schools, bu:z could

easily be used (or not used) on a school-by-school basis

without any wider coordination. At the same time, my limited
knowledge of activities which have occured in the communities

thus far does not give me confidence that meetings among

persons representing varied constituencies are able to move

beyond funding issues, territorial issues, and very abstract

goal issues, to attending to more concrete programmatic
issues.



.

What can CIJE do to make sure my fears are not realized, i.e.
that the Planning Guide and the work of Best Practices are
utilized in a systemic fashion throughout the community? Part
of the answer is already in the Planning Guide, in its
insistence on a broad coalition, attention to mobilization of
many groups, etc. But how can we ensure that these coalitions
contemplate significant educational change? To help me think
about this I returned to Smith and O'Day's seminal work,
"Systemic school reform." Writing about secular education,
they advise state-level initiatives to coordinate curriculum,
teacher training, and assessment, and to re—examine
responsibilities and policies at each level of the educational
7overnance structure. In Jewish education, there is no body
with the authority to initiate change as states can for
secular education. (Actually, I'm not sure states have the
strength to do what Smith and O'Day recommend, but that's -~ =- > - S TEle
another issue!) What is needed is some kind of leverage that
would encourage persons and institutions participating in
Jewish education to improve curriculum, teacher knowledge and
pedagogy, and assessment, and offer a broader range of

services, all in a coordinated fashion.

It seems to me that such leverage may be possible through a
partnership of CIJE, local federations, and national
movements. This coalition may be able to supply the resources
—— financial and intellectual -- that would facilitate the
development and implementation of ccherent'prcgrams. To the
2xtent that this group provides resources ——wand I am
including foundations when I mention federation —-- it should
be able to demand a high level of coordination of curriculum,
staff development, and assessment. Could CIJE broker a - -
partnership among experts from national movements (e.g., '~~~""" = === = == = TR W
education professors at the seminaries) and the local

educators within each movement in the lead communities?

Recognizing that ideological differences prevent community-

wide coordination of education in most areas, it makes most

sense to think about coordination within movements, and to



propose that this begin first within the lead communities and

ultimately on a national basis.

I hope I've been able to raise some useful questions, even if
my suggested responses are too simplistic. As I said above, I
think both the Planning Guide and the Supplementary Schools
paper are outstanding documents, and I hope as much care will
be taken with how they are used as was clearly reguired for

their preparation.
Best,

- Adam

e bl tais s e imiems emmmema = eIy lifise Atmes



l.':;.r OMMUNITIES
‘i.\) C OMMUNITIES
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COUNCIL FOR INITIATIVES
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PLANNING GUIDE




February, 1993

A MESSAGE FROM THE CHAIRMAN

The Council for Initiatives in Jewish Education was established as an outgrowth of the
Commission on Jewish Education in North America in November 1990.

ClLIE brings together distinguished educators, professionals, lay leaders and philanthropists of the
continental Jewish community to energize Jewish education in North America. Visions of what
should and can be achieved in the 21st century need to be repeatedly placed before our
communities’ leadership, and the wherewithal to do so obtained. The CIJE can provide a unique
blend of individual and institutional advocacy in North America. .

The Lead Communities Project is intended to demonstrate that local communities can
significantly improve the effectiveness of Jewish education through careful organizing for the
task, with a coalition of community institutions, supplemented with continental institutions and
resources.

This planning guide has been prepared to assist the lead communities in their work.

Jure X Jugudel

Morton L. Mandel
Chair
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LEAD COMMUNITIES PLANNING GUIDE

"Our goal should be to make it possible for every Jewish person, child or adult,
to be exposed to the mystery and romance of Jewish history, to the enthralling
insights and special sensitivities of Jewish thought, to the sanctity and symbolism
of Jewish existence, and to the power and profundity of Jewish faith. As a motto
and declaration of hope, we might adapt the dictum that says, 'They searched
from Dan to Beer Sheva and did not find an am ha’aretz!” ’Am ha’aretz,’ usually
understood as an ignoramus, an illiterate, may for our purposes be redefined as
one indifferent to Jewish visions and values, untouched by the drama and majesty
of Jewish history, unappreciative of the resourcefulness and resilience of the
Jewish community, and unconcerned with Jewish destiny. Education, in its
broadest sense, will enable young people to confront the secret of Jewish tenacity
and existence, the quality of Torah teaching which fascinates and attracts
irresistibly. They will then be able, even eager, to find their place in a creative
and constructive Jewish community."”

Professor Isadore Twersky
A Time to Act, p. 19

CIIE Planning Guide



"It is clear that there is a core of deeply committed Jews whose very way of life
ensures meaningful Jewish continuity from generation to generation. However,
there is a much larger segment of the Jewish population which is finding it
increasingly difficult to define its future in terms of Jewish values and behavior.
The responsibility for developing Jewish identity and instilling a commitment to
Judaism for this population now rests primarily with education.”

"Recent developments throughout the continent indicate that a climate exists today
for bringing about major improvements. However, a massive program will have
to be undertaken in order to revitalize Jewish education so that it is capable of
performing a pivotal role in the meaningful continuity of the Jewish people."

A Time to Act, pp. 15 & 16

Atlanta, Baltimore, and Milwaukee have taken on an exciting challenge and an awesome
responsibility: to dramatically improve Jewish education throughout their communities, and in
the process, to serve as beacons in this endeavor for others in North America. These "lead
communities” will provide a leadership function for others in communities throughout the
continent. Their purpose is to serve as laboratories in which to discover the educational practices
and policies that work best. They will function as the testing places for "best practices" --
exemplary or excellent programs -- in all fields of Jewish education.

INTRODUCTION

This set of guidelines has the luxury and the challenge of preaching to the converted.
Jewish communities understand and have been engaged in planning for a long time. The lead
communities more than many others have made pioneering efforts in planning for Jewish
education and continuity. Despite that advantage, all of us are acutely aware of the limitations
in the available information and the magnitude of the task of setting out a plan that addresses the
challenges of the Lead Communities Project.

The purposes of these guidelines are to:

m  offer approaches, methods, data collection instruments and other tools to use in the
planning process, and

m give some measure of uniformity to the planning process that each of the lead
communities will engage in.

Each community will, of course, need to tailor these guidelines to its own circumstances.

CIIE Planning Guide 2



As a general principle the object is to build upon the work and the research that has
already been done in each community and use those as a point of departure for the Lead
Communities Project. On the other hand, it is sometimes necessary to retrace steps in order to
enlist new constituents in a broad coalition.

CIJE will serve as a resource and clearinghouse for lead communities as they proceed
through the planning process: offering expertise, recommendations on methods or information
collection instruments, linkages to national organizations, and a means by which the communities
can share their approaches with each other.
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I. FIRST STEPS

"Fundamental to the success of the lead communities will be the commitment of
the community and its key stakeholders to this endeavor. The community must be
willing to set high educational standards, raise additional funding for education,
involve all or most of its educational institutions in the program, and thereby
become a model for the rest of the country. Because the initiative will come from
the community itself, this will be a "bottom-up" rather than a "top-down" effort."

A Time to Act, p. 68

Rationale

First steps refer to preparations, to allow for smooth sailing once the serious work gets
underway. '

Major Activity Areas
There are two major areas for attention:

1. Initial mobilization of leadership (lay, educators, rabbis and professionals)
2. Introducing the idea into the community

Building a "wall-to-wall coalition" of all key actors in the community who have a stake
in Jewish education is an important initial step of the Lead Communities Project. A widening
net of stakeholder involvement in Jewish education is one of our instruments for engaging a
larger portion of the Jewish community. The mobilization of leadership is a pivotal element for
achieving that objective.

The first isste is to identify and recruit core leadership to spearhead the lead communities
effort, while devising a structure that allows a broad cross-section of the community to become
actively engaged in the project. The leadership therefore must be carefully selected (lead
communities may want to contact CIJE staff or board members for help in recruiting key people),
and the structure must allow ample opportunity for constituents to obtain a stake in the process.
Box 1, Concentric Circles of Leadership, suggests a possible framework for organizing the
project.

Tasks
1. Identify and recruit key leadership, including:

m Chair
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Lay leaders

Major donors
Educators

Rabbis

Other professionals

2. Establish the Lead Community Commission, composed with representation that includes top
leadership from each of these groups and that reflects the broad spectrum of the community.
E.g., leadership from:

®m Federation
®  Formal educational settings
© schools
© synagogues
®  Informal educational settings
o JCGCs
© camps
® Communal agencies and organizations dealing with education

Box 1: Concentric Circles of Leadership

One way to organize to reconcile the dual objectives of strong and thoughtful leadership
coupled with wide involvement is to develop expanding circles of leadership. For
example:

» Steering committee, composed of 10-15 members, delegated by the Commission to
handle active operational responsibilities and decisions. The Steering Committee would
meet approximately monthly, the full Commission every 3 months.

* Commission, composed of 35-50 members, serves as a forum for priority setting,
policy development, long-range planning, coordination, and review of
task forces recommendations.

» Task Forces, to address substantive issues and make recommendations to the full
Commission, and/or to monitor and evaluate projects once they begin operations (see
below.)

« Ad Hoc Working Groups, to be set up on an ad hoc basis by individual task forces to
investigate special issues, work out program implementation details, confer with end users
to ensure receptivity to program ideas or refine details, etc.

m Compile packets of background information and distribute to each of the committee
members. Box 2 contains a selection of materials that may be useful for this purpose.
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Box 2: Examples of Background Materials

¢« A Time To Act

« Previous planning documents, particularly on Jewish education or continuity,
prepared by your community.

* Other studies and documents relating to the community’s educational systems.
* Summary of most recent Jewish population study for your community.
» CIJE project descriptions

© "Best Practices"

© Monitoring, Evaluation and Feedback

© Goals Project

3. Convene Commission

m Establish a detailed timetable for the project by working backward from the year one
end date, as well as forward based on the amount of time work components will require.

Working with the chairperson of the committee, establish a schedule of committee
meetings all the way through the first year of planning. Scan major Jewish and national
holidays for conflicts. (See Box 3 for an illustrative schedule of steps.)

®m Prepare a tentative agenda for the first committee meeting to review with the chair.
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Box 3: Illustrative Planning Framework

Phase

1. Start-up

2. Start Self-study
(ongoing)

3. Critical Issues

4. Mission or
Vision Statement
5. Strategies and
Priorities for
Action

6. Programs

7. Resource
Development

8. Subsequent
year action plan

Deliverable

* Form Commission
- Discuss the idea
- Detailed workplan
- Agree on mandate
» Form committees

* Design scheme

* Profile of Jewish education: strengths and
weaknesses

* Survey of educators in the community

* Report on findings

« Formulate issues

* Draft community mission statement

« List of recommendations for each major
area (personnel, community mobilization,
Israel experience) with priority rankings
and priority sequencing

= Confer with CIJE, Best Practices

* Draft guidelines

* Define program priority areas and pew
initiatives

* Issue call for program implementation
proposals

* Fundraising plan (e.g., potential donors,
strategies, targets, CIJE assistance,
timetable)

* Draft budget with resource objectives
* Compile summaries of program options
* Prepare first year implementation plan

Commission Meeting Subject
1a. Review of project key ideas, aims
and structures
1b. Review of workplan: Key
methods and projects

- Best Practices

- dealing with goals

- Monitoring evaluation feedback

project

1c. Develop charge to committees:
main thrusts:

- personnel

- community mobilization

2a. Design of needs survey
2b. Presentation of profile
2c. Discussion of findings

3. Resolve strategic issues; make
choices

4. Approve mission/vision statement

5. Recommendations on priorities

6. Define program priorities

7. Approve and agree on assignments
for carrying out plan.

8a. Select programs for next year
8b. Approve overall implementation
plan

8c. Set resources objectives ($)
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4. Devise task force structure

It is helpful to organize task forces to address substantive issues and make
recommendations to the full commission. Once pilot operations begin, the role of these
committees can be modified to monitor and evaluate projects they have initiated.

There are several ways of organizing task forces. Here are some samples:

m Main thrusts of the recommendations of the Commission on Jewish Education in
North America

© personnel

© community mobilization

© research/self-study

O Israel experience

m  Delivery settings, e.g.:
O day schools
© supplementary schools
© programs in informal settings

®  Functional, the classic "Board of Directors” model, e.g.:
pilot projects

best practices

goals/visions of Jewish education

monitoring and evaluation

fundraising

coalition building and marketing/networking
educator’s survey

five year planning

00000000

Issues to consider in deciding on the most effective approach for organizing include:

m  Energizing: Whether topic areas are likely to generate excitement among potential
committee participants and stakeholders.

m Priorities: Do the topics represent articulated, or likely, priority areas of the Lead
Communities Project.

m  Content expertise: How do staff knowledge and other resource experts relate to the
potential topics? Do any of the organizing approaches make better use of available
human resources?

m  Bridge building: Likelihood of fostering collaboration, of enlisting membership in
each committee that is representative of multiple constituencies.

CIJE Planning Guide 8



The time and commitment of top lay leaders to serve as chairs, and the depth of capable
professionals to service the task forces are factors to consider in deciding on the number of
committees.
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II. SELF-STUDY

"[An important step in mobilizing is...] to review the current state of Jewish
education in its various aspects. This will provide the basis for analyzing the
problems, considering the achievements and shortcomings, and determining where
the most promising opportunities for improvement might lie."

A Time to Act, p. 31

Rationale

Obtaining reliable information about something as complex as a community’s educational
system is an ongoing endeavor. Its payoffs are immediate, long-term, and continuous: as the
community learns more about itself, its decision making will improve. Over time, the process
will yield better and better quantitative and qualitative data about what exists in the community’s
Jewish education system, how good it is, what people in the community want, what more is
needed and what works better.

Lead communities can offer leadership in this area too, developing means, methods and
experience for an ongoing process of serious self-study. Hopefully, the tools developed in lead
communities will be disseminated for other communities to adopt and adapt. CIJE is a resource
for designing and carrying out the self-study, as well as for disseminating findings and new
products.

The initial purpose of the self-study is to provide commission members with an
increasingly solid foundation of information, to enlighten even the most knowledgeable insider,
and to identify the critical issues and choices the commission may choose to address. It will also
help move the community towards establishing standards of achievement that the community
aspires to.

The self-study process is an ongoing one; it will not be completed within the first year
of the project. It is proposed that during the first year of the project the self-study include the
following 3 elements:

1. A profile of the Jewish education enterprise in the community, including the following:

Participation (absolute numbers, rates and trends)

Inventory of personnel, programs, institutions, organizations
Program resources

Financial resources

2. A needs analysis to focus during the first year on personnel-related issues, a central part of
which will be an educator’s survey.
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3. A follow-on agenda for continuing analysis during years 2-5.

1. Profile

a. Develop demographic profile of Jewish education needs in the community.
m  Jewish population characteristics: cohort sizes (e.g., early childhood, school age lay
leaders, adult education learners, college-age youth, other special groups, like mixed

married couples)

b. Develop inventory of program capacities and participation rates (formal and informal
programs) including:

m A profile of the institutional resources, programs and services presently available in
the community.

m Present enrollments and participation rates (i.e., percent of group attending), and
recent enrollment/participation trends.

m  Estimate of the capacity of each program if it is not being fully utilized.
(See Box 4 for categories of information to describe each program area.)
c. Develop profile of present Jewish education personnel by drawing on available data. (Note:
knowledge of educator strengths and needs will be enriched as returns on the educator’s survey,
discussed below, are compiled.)
m  Size of key groups of personnel (e.g., day school principals, day school teachers,
supplementary, early childhood, camps counselors, JCC program staff, other informal
education personnel) by institution/program

®  Employment status (full-time, part-time) and years of service (e.g. in current position,
in Jewish education in community)

m  Qualifications, skills, expertise and background

m  Salary and benefit levels
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Box 4: Elements of an Institution or Program Profile

* Organizational:
© type of institution, program (e.g., day school, camp, retreat center, etc.)
© denominational affiliation

« Students:
© enrollment and graduation trends
O age range

* Educators:
© numbers of full- and part-time
O areas of expertise
© qualifications
© turnover/retention rates

* Program components:
subjects
degree(s) offered
in-service staff development
activity duration
methods
support resources (e.g. library, training) and services

000000

* Finances
© cost per unit of service
© revenue and expenditure trends
© major sources of revenue

d. Summarize community expenditure levels for major categories of services. E.g.:

Central agency

Day schools
Supplementary schools
JCC education services
Camps

2. Needs Analysis

A needs analysis identifies unserved and underserved needs for Jewish education. It will
include:

®m Educator’s survey
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® Market analysis: selected client/consumer groups
m Assessment of quality

Educators’ Survey

Given the critical importance of personnel in Jewish education and its centrality in the
Lead Communities Project, an educators’ survey should be an early and major component of the
needs analysis. While the first round presentation of the community profile of Jewish education
(see above) will compile presently available information on personnel, there are likely to be large
gaps. Quality information about this fundamental human resource is invaluable, first for
identifying priorities for improving the profession, and later for assessing the impact of
community initiatives. Box 5 contains ideas for areas to cover in a survey of Jewish education
personnel. Adapting or building upon educator surveys undertaken in recent years by other
communities is also recommended. Communities may contact CIJE for assistance in identifying
useful prototypes.

Make sure to involve experienced social scientists, and educators from formal and
informal settings in the design and implementation of the survey. Involving people from the field
will improve the quality of the data elements selected, help avoid time and resource consuming
efforts to obtain unavailable information, help pave the way when it comes time to collect data,
and help mobilize educators to support the overall objectives of the commission.

Summarizing, the initial thinking about the educator’s survey should take several factors
into account:

m  Purpose of the survey: E.g.
© to provide detailed profile of personnel characteristics
© to understand personnel strengths, weaknesses and needs (e.g. qualifications,
turnover, shortage areas)
© to establish a database for future comparisons

m  Potential uses, outcomes. E.g.:
© to identify in-services training needs
© to understand the structure of employment (is most of the work force very much
part-time, vocational, or avocational, reasonably well paid, or not)
O to identify priorities for recruitment
®m  Categories of Information: What information is desired (see Box 4)

m Database: Allow for growth, in number of information fields as well as in number
of records

®m Involve educators from formal and informal settings

m  Select survey director, or researcher with requisite expertise. In selecting staff, or
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contracting with a researcher, thoroughly review assignments, expectations and workplans

In view of the importance, complexity, and ongoing nature of this aspect of the lead
community effort, it may be advisable to convene a special task force (if such a task force was
not built into the organizing framework) to oversee this phase of work.

Box 5: Educators’ Survey: Possible Categories for Inventory (Illustrative only)

* Demographic profile (e.g., sex, age, marital status, address)

« Affiliation

Jewish education background (e.g., degrees, licensure, courses and programs)

* In-service staff development (subjects, scope and level)

.

Work history

* Jewish education work experience (e.g., years of experience, present and recent
positions, full-time and part-time weekly hours; camp, other summer and other part-time
jobs)

* Secular education positions
* Salary history, in Jewish education
* Inventory of formal and informal expertise (e.g., Judaic/Hebrew; age level

specializations; teacher training, resource room management, special education; organizing,
supervisory or administrative skills). Classifiable as:

© Areas of knowledge
© Skills
© Special talents

* Attitudinal questions (e.g., Jewish education career intentions; job satisfaction and
priority concerns)

Market Analvsis

A market analysis attempts to quantify the unmet demand among different client groups
for various Jewish education services/programs, and the potential pool of consumers who might
participate if programs were made attractive enough to them.
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Unmet demand, conceptually at least, is relatively straightforward: the difference between
those who seek to participate in a program or service, and the available openings. Quantifying
the potential pool is somewhat more complex. At the largest extreme it quantifies everyone in
the consumer group, or cohort. The portion of the group likely to participate, however, will be
affected by many factors, such as improvements in personnel and community mobilization -- the
enabling options which are central to the success of this endeavor. Therefore, the market analysis
should also seek insights on tactics to mobilize new segments of the community, and methods
to recruit new people to participate in the enterprise of Jewish education.

Client Sub-groups: Jewish education takes place in formal and informal settings from
infancy to grandparenting. There are no easy answers to the question of which (or
whether any) sub-group or stage in life is the best one to start focusing attention and
resources on. Therefore, with respect to potential client groups, two important issues
should be articulated and addressed up-front:

1. Targeting: which client sub-group should be studied first?

2. Measures of Need: what is the appropriate definition of need?

Targeting: The first step is to select the key consumer groups, in addition to Jewish
education professionals, to be the focus of research during the first round. One construct
of categories from which to select client sub-groups is:

Early childhood

Ages 5-13

Post Bar/Bat Mitzvah
College age

Parents of young children
Singles

Empty nesters

Older adults

Given limited resources, it may make sense to fine tune the targeting still further by
looking at specific age groups in particular program areas, for example, Israel programs
for teens.

CIJE Planning Guide 15



Box 6: Targeting

Several criteria can be applied in making decisions about what information or which
groups to target in the needs analysis.

* Present knowledge: How much is already known about the topic or the needs of the
group? Has the issue or group previously been studied? Are there significant open
questions about what the needs are or how they should be addressed?

= Priority: How high a priority is the topic or sub-group with respect to Jewish
education? Are the needs of this group for Jewish education a major issue or concern in
the community? -

» Scope: Is the scope of its impact (for example because of size or centrality) likely to
be large?

* Feasibility: What resources of time, effort, money are needed to answer the open
questions? For example, does available personnel have the expertise to design and carry
out the study? Are data collection instruments available in the community or elsewhere

that can be adapted?

Measures of Need: There are three conceptual ways of considering need:

a. "Market:" Actual demand by a defined set of people.

b. "Standard:" A measure of how much people require, or, from the community

perspective, what is needed to realize a set of aspirations.

c. "Receptivity:" What people might potentially respond to, i.e. "buy", but cannot

articulate because it is not within their past experience.

In designing the needs analysis, you must decide which measure or measures will be most
useful for each subgroup. The CIJE’s "Goals Project" and its "Best Practices” project may help
reveal valuable insights which will help communities define appropriate measures. The criteria

for targeting will be helpful in narrowing the measures as well (see also Box 6).
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The quality of programs is generally measured by assessment of levels of achievement,
or measures of performance. The task in Jewish education is substantially more difficult because
of the paucity of satisfactory tests of knowledge or achievement, and the complexity of defining
a set of generally acceptable standards. For these reasons, in the short run at least it makes sense
to rely on "surrogate" measures of performance. For example, attendance and longevity/dropout
statistics can be enlightening as indicators of changes in student performance. At the same time,
lead communities may spearhead efforts to develop more direct measures of student performance.
In undertaking developmental work of this sort, communities may want to draw upon the
expertise of national organizations (e.g., CAJE, CJF, CLAL, JESNA, JCCA) and national training
institutions with whom CILJE has developed partnerships.

If enrollment or attendance is low, or dropoff at age 13 is high, is it because the
prospective students are not out there, no effort is made to recruit, the programs are poorly
designed or because effort is needed to increase parental support? Information on the quality and
effectiveness of programs is important for identifying strengths and weaknesses of the existing
system, for developing strategies for improvement, and ultimately for establishing a baseline
against which the impact of future efforts can be measured.

Regardless, the difficult in measuring quality dictates that in this area especially several
iterations of study are necessary. Findings and gaps uncovered in one round define the task for
the next round, as the community’s efforts to better evaluate, collect information and conduct
surveys are implemented, and bear fruit.

Generally speaking, three types of measures can be used: (1) input, (2) output or
performance, and (3) outcomes. See Box 8 for examples of measures to consider. If you find
an absence of information on effectiveness - that, in itself, may suggest that critical issues for
the community will be: How should programs be evaluated and against what criteria? What
are the characteristics of an excellent educational program? Should there be a process for setting
community standards and "accrediting" programs? Should there be an effort to develop
community-wide performance indicators and what should they be?
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Box 8: Illustrative Measures of Quality and Effectiveness

* Measures of inputs are generally the easiest to obtain. Examples include: per capita
expenditures for various age cohorts and programs, teacher/student ratios, average teacher
salaries, per cent of teachers with advanced degrees, lay involvement, number of teachers
participating in in-service training, curriculum units developed and introduced,
increases/decreases in educator/participant contact hours, and etc. Comparisons can be
made to provide perspective on where the community stands in relation to other
communities and the nation on key indicators.

* Examples of output or performance measures include per cent of eligible population
participating in formal and informal Jewish education by age group, levels of student and
parent satisfaction, drop out rates pre and post bar(bat) mitzvah, performance on tests of
Jewish knowledge, etc. Methods of collecting this information include sample surveys,
questionnaires to program directors, focus groups (for satisfaction), self-studies by schools,
alumni surveys, data collected by a central body such as the Board of Jewish Education or
Federation, and information collected in recent Jewish population studies.

¢ Outcomes are the most difficult to measure. It is useful to articulate what these might
be, even if the data is not available, because it will be helpful in developing the mission
statement later on as well as for suggesting lines of future research. Examples of outcome
measures would be self-definition and commitment to Jewish identity, values and
practices; evidence of transmission of Jewishness to the next generation; affiliation with
synagogues, communal organizations, support of Israel and Jewish institutions, etc.

Community Mobilization: Through the very process of moving forward as a lead
community and of engaging in the market analysis, findings will surface about the
strengths and shortcomings on the awareness, involvement and commitment of various
sectors of the community about Jewish education programs and commission initiatives.
Examples of areas of potential attention include:

m Communication and collaboration between program professionals and rabbis

m  Involvement of teachers, educators in informal settings in articulating problems and
solutions

B The size (and growth) of the cadre of committed and supportive lay leaders, parents
and/or donors

m  The presence (or absence) of regular publicity/information announcements about
Jewish education programs, performances, or initiatives (e.g. columns in the local Jewish
newspapers, community program catalogues, regular flyers, etc.)
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These findings should be documented as part of the market analysis so that
recommendations can be put forward to further mobilization of the community.
Summary of Benchmarks/Tasks
1. Design Needs Analysis
a. Focus: Select the primary element, issue or program to be studied
b. Measures: Decide on the method(s) for measuring the needs (see Box 8)

c. Develop Concept Scheme: Layout decisions on design for discussion with
commission
2. Collect Information: on present participation levels

3. Estimate Community Need/Demand

4. Gaps [3 minus 2]: a comparison of the market demand for the present programs will
give an estimate of the unmet needs: who are the "unserved" or "underserved" groups
in the community from the point of view of adult Jewish education?

5. Qualitative Analysis: compile findings on problems, and limitations on program
quality or effectiveness and recommendations for improvement

6. Community Mobilization Impacts: compile findings and recommendations on
recruitment and deeper involvement of students, personnel, leadership, parents and other
stakeholders
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Box 9: Methods

Defining Potential Markets: Four types of information can be used to identify the needs
of user groups. As a rule, malleable methods should be employed because no single
method will give a full picture of participation levels, and the quantitative and qualitative
limitations in the programs available for different groups.

« Available demographic studies and data: enrollment trends, statistics on personnel
involved in Jewish education and communal affairs (e.g., full-time, part-time, turnover,
longevity ...), enrollment trends in local day and supplemental school programs (as a
predictor of future personnel demands).

« Other national and local studies, commission and planning reports: such as the report of
the Commission on Jewish Education in North America, local reports of task forces on
Jewish continuity, and strategic planning reports that give insights on trends or external
forces that will impact on needs. Experience in other cities can be analyzed for possible
relevance. Opportunities for program modification or expansion will be identified where
substantial unmet needs are documented and where new revenue opportunities appear to
exist.

« Discussion or Focus groups: with selected consumer groups (such as day and
supplementary school educators, synagogue lay leaders, students) to gain insights on
access barriers as well as desires.

« Questionnaires: attitude surveys of selected sectors of the Jewish community: e.g.
about student career interests; motivations for participating in specific program; views of
institutional or program strengths or weaknesses; perceptions of their own needs or desires
for Jewish education; and past and anticipated involvement in Jewish affairs.

Identify a variety of submarkets. Attempt to estimate the size of each submarket, the
extent of the need and the competition.

3. Follow-on Agenda

Given the magnitude, complexity and the high stakes connected to developing the Lead
Communities Project, self study should be on-going -- not a one-shot effort. Findings on one
issue inevitably will raise more sophisticated questions. Moreover, limits on time and resources,
information availability, and research capability dictate that the process be phased over a period
of several years. The lead community will need to decide which parts of the self study to begin
the first year, and which to postpone to later years.

Consequently, the objective should be to develop a design for years 2 through 5 for
further data collection, in-depth studies in personnel, refinement of community mobilization
efforts, and development of assessment instruments to better measure quality of formal and
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informal Jewish education programs (for example, achievement measures to test knowledge of
supplementary school students).
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III. CRITICAL ISSUES

"The Jews of North America live in an open society that presents an
unprecedented range of opportunities and choices. This extraordinary
environment confronts us with what is proving to be an historic dilemma: while
we cherish our freedom as individuals to explore new horizons, we recognize that
this very freedom poses a dramatic challenge to the future of the Jewish way of
life. The Jewish community must meet the challenge at a time when young people
are not sure of their roots in the past or of their identity in the future. There is
an urgent need to explore all possible ways to ensure that Jews maintain and
strengthen the commitments that are central to Judaism."

A Time to Act, p. 25-26

Rationale

In charting future directions, any community faces a number of important policy choices:
i.e., critical issues. Early discussions of the planning committee are the first step in identifying
the critical issues in personnel and community mobilization. Findings emerging through the on-
going self study, including information on educators, areas of needs in mobilizing the community,
and program strengths and weaknesses, will help sort out and clarify the fundamental decisions.

Deliverables:

m  Explicit assumptions
®  Formulation of critical issues
® Document summarizing consensus of committee on each critical issue

Benchmarks and Methods

1. Assumptions: In designing the best possible system for coordinating and supporting Jewish
education, there will be several fundamental "givens" (e.g., overcoming shortages in qualified
Jewish education personnel will require a systemic action in many areas, not just a single
program). These assumptions should be made explicit to ensure agreement by the commission.
Assumptions on which there is not consensus may well become "issues" which the committee
must address (see Box 10 for sample assumptions).
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Box 10: Sample Assumptions

1. Shortages in qualified Jewish education personnel will not be satisfactorily overcome
until a series of systemic problems in the profession are addressed (e.g., salaries, training,
career opportunities, empowerment in decision making) -- not just one element.

2. Talented young adults can be enticed to enter careers in Jewish education if major
communal leaders (lay, rabbis, educators, professionals) take an active role in the
recruitment process.

3. Significant levels of increased funding for Jewish education will not materialize if
community leaders are not included early in the planning and decision on actions.

4. Jewish education has a more powerful impact on students when formal and informal
experiences are linked.

5. The delivery system needs to offer an opportunity for balance (creative tension)
between community-wide perspectives and the perspectives of the religious movements
(Reform, Conservative, Reconstructionist and Orthodox).

2. Ciritical Issues: The most important choices on enabling options faced by the community
must be defined and resolved in order to set priorities in Jewish education. The planning
committee will attempt to reach agreement on what the important questions regarding personnel,
community mobilization, and future investment in Jewish education throughout the community.

The selection of the critical choices is as important as the commission’s decisions on their
resolution. Omission of, or "papering over," a burning issue is likely to exacerbate future discord
and confusion in the community. On the other hand, the omission may choose to table for the
present a particular issue on which it is unable to achieve resolution. By this means it
acknowledges recognition of an important problem and its intention to return to it.

Because the formulation of the critical issues is pivotal to the development of the mission
and the rest of the planning process, you are urged to confer with CIJE and tap its resources.
As with other parts of the process, CIJE will facilitate sharing experience with the other lead
communities.

In defining and organizing choices, it may be useful to classify issues in cascading
categories that proceed from more philosophic (i.e., mission) toward more operational (i.e.,
programmatic or organizational). (See Box 11 for types of issues.)
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Box 11: Classification of Issues

1 Mission-level issues -- i.e. choices relating to the vision, philosophy and the role of
the community in initiating or supporting the emerging needs.

X Policy issues -- i.e. choices relating to the broad policies relevant to carrying out
the community’s mission. Some of these choices relate to professional
development (e.g. the balance between in-service and pre-service training for pre-
school teachers); recruitment (e.g. the balance between new entrants into the field,
continuing education; re-training people from other fields); and community
mobilization (e.g., the trade-offs between early action to create a sense of
community support, versus the slower process of involvement of stakeholders in
planning to build ownership).

3. Standards and Program Issues -- choices relating to the content and level of
programming in Jewish education (e.g. what form of in-service training:
mentoring program, workshops and course offerings, personalized growth plan for
each educator, some of each, or what kind of staff development incentive plan:
completion bonus, waived fees, contractual requirement).

4, Resource and organization Issues -- i.e. choices relating to the present or, more
importantly, future capacity of the community to support mission and policies (e.g.
the financial resources, agency roles, possible coordinative and integrative
mechanisms). Stated differently, which actors, agents, or agencies will be/must be
responsive to change on its Jewish education agenda.
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IV. MISSION OR VISION STATEMENT

"Jewish education must find a way to transmit the essence of what Jewish life is
all about, so that future generations of Jews will be impelled to search for
meaning through their own rich traditions and institutions. Judaism must be
presented as a living entity which gives the Jews of today the resources to find
answers to the fundamental questions of life as readily as it did for our ancestors
through the centuries."

A Time to Act, P. 27

Rationale

The heart of a strategic plan is a mission (or vision) statement, which should project a
clear view of the aspirations of the community. The mission statement for.the lead community
should project a self-image of the community in relation to the enabling options for Jewish
education. A good mission statement not only suggests what the community wants to accomplish
but what it does not seek to accomplish; at the broadest level, it identifies whom it seeks to serve
and how.

The mission statement is the result of a process that includes deliberation by and
consultation with a broad cross section of the community - lay leaders, scholars, rabbis,
educators and communal professionals, parents and other stakeholders.

Deliverable

A concise mission statement.

Benchmarks and Methods

Because of its importance, and the difficulty of crafting a good one, the mission statement
needs to be the product of substantial analysis and discussion; it should be prepared in the middle
of the planning process, not at the beginning. The CIJE goals project may be of help to
communities as they formulate missions.

It should represent the resolution of mission-level critical issues and frame a broad
response to the needs assessment. Some parts of the mission statement are not likely to be very
controversial; others might be. It is helpful to identify the major options in relation to each
critical issue as a framework for the key discussion at which the mission statement gets
formulated (see illustration in Box 12 below):
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Box 12: Illustrative Mission/Options Chart

CRITICAL ISSUES

OPTION A

OPTION B

OPTION C

1.0 Depth or
breadth in near term
(i.e. next 1-1/2
years) new
programs for
personnel

Resources should be
targeted on one key
group of Jewish
educators, such as
senior educators in
schools and
informal settings

Programs should be
designed to impact
on all categories
more or less equally
of Jewish educators

Every Jewish
educator should
some benefit from a
new program,
however, at least
xx% of the total
new resources
should be targeted

to a single group

2.0 Priority for
leadership training

Senior leaders
should be recruited

Promising young
talent, future leaders,

Placement in
programs based on

recruitment should be recruited motivation and self
selection, on a first
come first served
basis

3.0 Community Community Joint community- Community

posture on an Israel || responsibility to congregation-family | responsibility to

experience for
young people

insure that every
young person has an
Israel experience

opportunity

responsibility to
insure that every
young person has an
Israel experience

opportunity

insure that xx% of
young people have
an Israel experience

opportunity
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V. SETTING STRATEGIES AND PRIORITIES

"... the needs of education have seemed to be less urgent, less insistent, more
diffused [than other issues]; a problem that could be dealt with at some point in
the future when more pressing problems have been solved. This is an illusion.
... we can no longer postpone addressing the needs of Jewish education, lest we
face an irreversible decline in the vitality of the Jewish people."

A Time to Act, p. 28

Rationale

The purpose of this part of the planning process is to insure that Jewish communal
resources available for Jewish education are directed to the lead community’s needs and mission.
This is accomplished by selecting effective strategies or policies, and. setting appropriate
priorities.

The policies in the plan represent resolutions of the critical issues identified above.
Resolution of an issue need not strictly adhere to the alternatives that were considered when the
issue was defined. It may combine elements of several choices or be an alternative not
previously thought of.

Establishing priorities for any community is extremely difficult: first, because of the large
number of programmatic options it would be desirable to undertake to increase community
support or to build the Jewish education profession (e.g., increase salaries, upgrade senior
educators, recruit new talent, expand training programs, open a resource center, develop a
mentoring program, etc.); and second, because of the multiplicity of constituencies, and their
differing values. A particular educational service may be very important to one group and
unimportant to another. The challenge is to develop an approach in which all important views
are heard, and then strategies and priorities are developed to insure that the community does not
scatter its limited resources.

"Priorities" are seen as judgments about relative importance that inform decisions about
use of non-fiscal resources (such as leadership and staff of community agencies), resource
development (such as foundation and endowment development), as well as dollar allocation
decisions in the budgeting process.

Deliverables
m  List of policy recommendations for the improvement of community mobilization

m Recommended priority rank and desirable sequence for each recommendation

m  List of criteria used to select and rank policy recommendations
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Benchmarks and Methods

Good methods of priority analysis inform and support human judgment, but do not try to
supplant it; formulas or mechanical weighing or scoring methods are typically not useful.

Options are the items to be ranked in setting priorities for improving personnel and
mobilizing the community. In other words, an "option" is a direction, service, or new initiative
that is a potential recipient or user of a commission resource. An options structure is an
organized, systematic listing of all the possible options. The decision as to what to list as an
option is an absolutely crucial one; for once that decision is made, it defines what gets ranked
in priority-setting.

A good structure for priority-setting should help decision makers connect broad concerns
with specific services or programs -- both those that exist as well as those program or services
that do not, but that reflect community concerns.

There are three sources of criteria relevant to setting priorities among options:

m  Criteria that are suggested by analyses of community needs in other areas. Other
things being equal, one would tend to give priority to settings where the total needs are
very large (e.g. personnel for supplementary schools) or where the gap between existing
and needed services is the largest (e.g. in-service education).

m  Criteria that derive from the community’s mission statement.

m  Criteria that derive from continental experience in planning for Jewish education.
CIJE may be able to provide assistance in this area.

Sample criteria for the selection of effective strategies (policies) and priorities are
illustrated in Box 13.
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Box 13: Sample Criteria for Selecting Strategies and Priorities

including incentives for higher levels of education.
* Broadens lay leader involvement and support of Jewish education.
» Maximizes effective utilization of resources (minimize duplication).

» Maximizes the opportunity to integrate formal and informal educational techniques
(e.g., family shabbatonim; camping + study programs; Israel study programs).

* Incorporates principles and methods that work, as documented by CIJE’s "Best
Practices" project.

* Supports professionalization of principals, teachers, and educators in informal settings --
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VL. DESIGNING PROGRAMS/PILOT PROJECTS

"Jewish education must be compelling -- emotionally, intellectually, and spiritually
-- so that Jews, young and old, will say to themselves: ’I have decided to remain
engaged, to continue to investigate and grapple with these ideas, and to choose an
appropriate way of life.” "

A Time to Act, p. 26

Expanded, modified, and new programs of course are the most tangible part of the effort
to improve Jewish education throughout the community. In the context of a lead community,
they are important not just for the promise they hold to improve the enterprise, but also because
they can serve as visible demonstrations that help attract larger circles of adherents.

The recent history of Jewish education, as with many other enterprises, contains instances
of programs hastily put together to address frustrating problems. Here we hope to shift the
emphasis toward the tried, proven and planned. "Best Practices,” a CIJE project that is
documenting successful programs throughout the continent and organizing them in a variety of
categories, should be immensely helpful here. "Best Practice" programs are being classified in
six areas:

Supplementary schools

Early childhood Jewish education
JCCs

Israel experience

Day schools

Jewish camping

The "Best Practices” project is now developing a method by which lead community
planners and educators can learn from the best practices it has document and begin to introduce
adaptations of those ideas into their own communities. This can occur through a wide range of
activities including: site visits by lead community planners to observe best practices in action;
visits by best practice practitioners to lead communities; workshops with educators in lead
communities, etc.

We envision programs being launched in two stages: first a few pilot projects to get
started; and a subsequent series of programs reflecting the vision and priorities of the
Commission.

Pilot Projects
A community may wish to launch a small number of pilot programs early in the process

to begin getting results, to test ideas about which it has a reasonably high level of confidence of
success, to gain visibility for its lead community project, and to mobilize the community and
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create a sense of excitement. Programs selected as pilot should be ones which are likely to be
consistent with long term directions, or likely to show results in a short period of time. Box 15
contains sample criteria for use in selecting pilot projects.

Selecting pilot projects that address high priority enabling options -- namely personnel and
community mobilization - is another way of helping to ensure the viability of the effort. Sample
pilot programs are listed in Box 16.

Box 15: Sample Criteria for Pilot Project Selection

* Improves the profession (teachers, principals, and informal educators)

* High visibility -- likely to reinforce community mobilization efforts (e.g. catalyze
stakeholder support)

¢ Maximizes the opportunity to replicate good results from other communities (e.g., via
"Best Practices")

* Promotes multi-agency programming and cooperation

* Draws upon the resources and expertise of national training organizations (i.e., via CIJE
partnerships)

* Can feasibly be implemented quickly
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Box 16: Sample Ideas for Pilot Projects

ersonnel

* In-service training for educational leadership -- school principals and JCC program
directors.

* In-service training for 2 teachers and 2 informal educators from each institution.

* Summer seminar in Israel for selected educators

Community Mobilization
* Leadership training program for congregational and agency board members

* A series of public forums on the Lead Community idea, "Best Practices” and/or goals
and visions for Jewish education

Commission Programs

A coherent set of programs should evolve from the commission process, reflecting the
vision, strategies, priorities, and recommendations of the Commission. A refined set of criteria
for program selection should also naturally evolve from those deliberations.

Program Selection: There are several methods for developing programs and working out
program implementation details:

m  Delegate responsibility for specific recommendations to agencies
®  Empower task forces as part of commission deliberations.

Box 17 offers suggestions for developing program recommendations which, with some
modifications, apply to each of the above selection approaches.
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Box 17: Steps in Developing Program Recommendations

« Adapt commission criteria for evaluating ideas

* Develop list of promising program ideas: review "Best Practices" materials for
promising programs, confer with CIJE, best practices sites, and/or national institutions

* Review most promising ideas for content, scope of impact, and quality

» Test assumptions: define questions and obtain answers

Review with CIJE, national experts, and local users

* Detail program needs, operations and implementation

.

Estimate costs
* Set priorities and phasing among program ideas

* Present priorities and justification to Commission
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VII. FINANCIAL RESOURCE DEVELOPMENT

"... the environment in the Jewish community is not sufficiently supportive of the
massive investment required to bring about systemic change. This affects the
priority given to Jewish education, the status of the field of Jewish education and
the level of funding that is granted."

A Time to Act, p. 41

Lead communities will need to develop a short-term and a long-term strategy for
obtaining funding to support Commission initiatives. Obvious potential categories include:

®  Annual campaign allocations for local services (either increased amounts or
reallocations)

®  Creation or expansion of a fund for Jewish education

®  Major donors

m  Foundations (Jewish oriented, and possibly secular ones also)

Naturally, early on primary attention will focus on obtaining resources for start-up efforts.
CIJE will assist lead communities by establishing and nurturing contacts between foundations
interested in specific programmatic areas, and lead communities that are developing, modifying,
or expanding their efforts in those areas.

We recommend that fundraising for this effort proceed in a planful way, much like the
annual campaign:

1. Identify potential funders in different categories, e.g.:
© Major donors
© Medium/large donors
© Family foundations
© Community foundations
© National foundations
2. Review strategies with CIJE
3. Match programs to funder interests

4. Identify person/team to make first contact. Consider enlisting Commission members
for this role.

5. Follow-up, as appropriate.
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This Guide was developed and written by Dr. James Meier of Ukeles Associates, Inc.
Dr. Jacob Ukeles, President of UAI, contributed to revisions in the document. A number of
people reviewed drafts of the Guide and offered valuable comments during its preparation.
Thanks go to: Shulamith Elster, Annette Hochstein, Mitchell Jaffe, Virginia Levi, Arthur
Rotman, and Jonathan Woocher.
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