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Not&s (rom CIJE February 4, 1~.?~: 
Planning Meeting ~t Cleveland Foderation 

Partic ipants ; · 

Shulami t h F.lster , Chairman 
Seymour Fox 
Adam GaWi t"l 't'an 
Mark Gurv.i s 
Annet t~ Hoc kstein 

r. Welcome 

Ann Klein 
Ginny Levi 
J i m Meier 
J ack TJkelcG 

A. Purpose of t his mooting i o t o sharpen our unders t andi ng 
of how a l e ad cornmunit y is goi.uy to work: !ocus on the 
c r i t ica l issuo of outcomes a nd ~xamine individual parts . 

How are we going to get ::.ystema change d in the 
communiti es? 

The cha l1 ~n~e i s how do we get t h~,e from here ! 

Hope by end of day to have: 
- e xchanged views on outcomes. 
- discussed individual responsibi lities as we 

proceed with recruitment and s~lection 
- plans for interface/integration 

From Adam Gamoran ' s paper: 

1. Need for a vision about the content of educational 
and community reforms . 

2. Ne ed to modify t he cult ure o f s chool s and other 
i nst i tutions along with the ir structures . 

3 . l mpurlance of balancing e nthusiasm a nd momentum 
with coalition- building and careful thinking about 
programs . 

4 . Need for awar eness of inher ent t ensions in a n 
i ntervention stimulated in part by ext ernal 
sources . 

II. Towards A Common Concept ion o f Le a g Communities -
Seymour Fox. 

What woul d a l ead commun i ty l ook l ike 3 to 5 years f r om now? 

I mportance o f agreement of planning group on this 
concept ion. 

I 
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Topics for consideration: 

A. Community } 
~ . \ Persnnnel 
~ ii,. Content 

enabling 
optionc; 

O. Evaluatlon 
~. Planni ng/Staffing 

A. Community 

Community mobilization for tho activity 

1. How would community behave? How wo~lcl they 
~mderctand why J?rogram Lil:.'t!cts were ohos~n? 
~gr&e to educational prlnciples from 
choi~e to implemantationx 

- vision e-1 hew 4.ne+:.;tut..i:-&n 
- thi ~ i s what we a r e doing und why -

abi)j ty to artic u lntA t hi~ 
- l e adership g:rcm p wit h a " c hampion" 
-

11wall-to- wall 11 ooalit.ion~ ideolosical 
~epr esentatjon (per hap s n ot 100%) -
Key is di v~rGity 

- increased f unding - evaluation; 
compensation; o t her - not a one- shot 
deal ; ongoi ng 

2 . Advocacy i s an important issue 
- noed loc a l CI ~E or Commission 

local and continenta~ joint planning 
and aut hority 
effecti ve governance struct ure in 
place (centralized or decentralized) 

- setting of goals - reaffirming of 
pluralistic nature of Jewish life, 
intra-denominational 
public debate on educational 
issues) "ferment" J Jewish education and 
i dentH:.y building 
place for synagogue and 
community/Federation to come together 
hCoapting" local lay leaders to the 
~ause of Jewish education. 

3 . Models: Lab and Lead Communitie s 

FEB 10 '92 13 : 36 

creating optimal c ondition s to create 
solutions to problems f acing Jewish 
education 
goal: prototype 

issues rel ated to t he eoonomic s 
of Jewish education 

Issues of replication become a detail 
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Le~d Cnmmunities~ systemic change in a eeoond 
model for less controlled-emphasis on 
far less central control for less effective 
variety of axpe.rimento 

Lab - prototype 

Lead community - how far can a community stretc h 
as a dc::tmonst.ration :;ite for imp1·ov~ment in 
specific araac of Jewish education. 

4. Mark's suggestion for langua9e in speaking 
About the project. 

1 . lever 
~- scope of funding 
3. bring pP.opls to table 
4. Cat al yst 

The expP.ot.ation i~ in the level and rate of 
change . 

B. Conb=mt. - Lead Communit y h a3 overa r c h ing mission c:2ml 
vision that cat egorized wh o l e and the parts 

1. Ask denominations: What is your product? The 
de finiti on or pr oduct of education Jewish will 
characterize projects. 

2. Other next stage elements that are common to the 
whol e communi ty: 

The mission of Jewish education f or each 
constituency is articul~ted 1 specifically. 

Scope to make a difference . What is likely to 
make a difference? 

Minimum standards with rationale f or every choi ce. 

Multiple visions . 

Explain its scope. 

3. How many elements? 

formal - informal: balance 
trips to Israel 
age span/ coupling 
What percentage have to be involved? 

4 . Standards: 

LC must have ongoing educat i on f or professional 
staff/continuous. 

PAGE. 04 
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What standards exist for in- service/on-going 
education? 

5 . Consid~r what CIJ'E needc to work with the LC/ 

0 we had bP-tt.er be state of the art:' 
Translat.in9 an idea from one place t.o o.nother. 
~reat ideas hnvA to be articulated/undcrGtood 
Do they reaJly understand the idea? 
How are we going to introduce this idea? 
Relationship botwaen this and in-service/ 

investment of time, effort and energy. 

6. Ration~le for our choice& - W¢ decided not to do 
this - but, t.o do this because ---

BP peoplP- forcing community to undertake process 
~f d~fining out.~orn~c; 

Need a checklist to include: Where is the 
rationale? Here are the outcomes? 

farts in relationship to whol e 

2 + 2 = 5 
Day school and Israel program= more than sum of 
th(! pa:rts issue of system change . 

Why are the combination of four elements greater 
than four? 

7. Best practices applied through explicit learning and 
reinventir1g pro<.;C!ss = 

Realities of absorbing interventions . 

8 . Year fo~ program design. 

9. CIJE needs to pr~pare a menu of ~ 'CQ.g. 
- Issue of getting institutions to work together 
- What will it take to make it successful? 

Intracommunity planning -
Are we working with most of the people in some 
ways? 

10. Scope: 

Questions raised at SPA 
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critical points in life span of Jewish 
11 receptivity. 11 

Foundation need to be encouraged for college 
experiment. 

c. content 

Best Practices -
Barry Holtz: 

1 . initial cycles 
a . supplementary 
b. JCCA - entry point to informal ed . 
c. Israel 
d . Pre~Sohool /Early Ch ildhood 
e. Day School 

Hope t o compl ete fiva a r eas by t he end of this year. 

2. Probable next rounds after these: 
a . College 
b. Camping 

\I /I 

3. I f you were setting up the best school in X, what 
would you i nclude? 

4 . J U! Best practices v. best institutions. 
How are you goi n9 to get this into comrnuniti~ 

s. Barry prepared a check list as guide to writing up 
the supplementary schools. 

6 . Document produced wi ll be somewhere between a 
portr ait and a report: 
Use : Best Practices ;,rojeot as a we dge to get 
f unding for res earch/ethnoh r aphic s tudi e s . 

7. Materials for LC may include Barry's guide for 
l ooklng at Best ~ractices in the Supplamentary 
School. 

~~-
c. Fox 

JU: · documents will not carry themselves; issue of 
confidence in t he examples -

Personnel 

1. New people . 
2. New positions career ladders 

horizontal and vertical 
emphasis on spe:cial ed/ early childhood 

FEB 10 '92 13 : 37 PAGE.06 
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PHUNt:: No. 

3. Thoughtful and improved conditions for staff. 
4. Ongoing eduoAti.on for etaff 

r~ - t~rgctcd gAmc p)An 
5 . I.E.P, ~ diagnostic prescriptive plan 

racruitmant stratagias 
M.A. - Judaic staff 
"fast-tracks" 

r-eo . .I.ta .l. ':t::i.::: "4 · .1.-:>Hl' I t-'ta ( 

rooruitmont poolo - grant~ for Ramah alumni for 1 years 
6. Positioning national training institutions and other national 

reAouroaa - JESN~, JCC~ 

Personnel 
National organizations 

National ~~-­
CIJE 

Local 
CIJE 

7 . lmplementation must be takQn into account 
o desire to do (rnotivatinn} 
o ability to do 
o understanding to do 

8. JU's issue: erupowerment: 
training institutions - "ennobled" 
training program - emphasis: Are new ideas being introduced? 
At what point does local community take over? 
Project -

defining content, standards, need to give front-line 
educators a stake inthe process. 

Empowerment for what? 

D. Evaluation - MEF 
(Monitori ng, Evaluation, and Feedback) 

1. MEF and its relationship to performance management . 

2 . Adam's issues: 

a. Objectives as per- A Ti me to Act 

b . To what extent is community mobilized for 
Jowish education? 

c. ls there a vision? 

d . Do they have an idea of how institutions will 
be different years from now? 

e. Incorporate quantitative indicators (number of 
participants, qualifications of personnel) . 

f . Base-line survey. 
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Mark: A manua.l may provide structure for the dialogue. 

Funder ~nd fundQr - n brokering 

outside resources 

financial r~source dev9lopmont for LC 
need list of itemo and price tags ae~uciated with 
them - ! 1 , r · 1 · 

AssignmApt : funding • fund81"ing) rokering cooruination/ 
a money meeting. ,! • · f 'f I • Z ; !, I i-, 

t alent bank - "line of credit' 
issues of cost 
nA~d to have some image of what it will cost (to CIJE 
and to LC 

CORE: Administratjve Support 

l . What is a plan? 
~- What does the plan look like? 

Role of CIJE Lead Communities Committee -

Assignment : A plan for the planning process to prepare 
for involvement of others. 



TL v--p~~~p~ 
,, Ii. 3 - z.'f 



. -J 

,c1 
-

-
. ~
 

~
 

I 

~~ 
. 
~
 

0 
.00 

...... 
J-

-
cf 

J. -
". 
~
 .. 

-
~
 

i 
. X
 

L 
·.21 

~
 

i . 

J-. 

J . 

~
 

~l 
~
 
~
 

-
':'i. 

~
 

-r-1 l 
"* 

~
 

~
 



Monitoring, Ev aluation, and Feedback Pr oject 
Ellen B. Goldring 

November, 1992 

The goal of the first year of the project is to monitor the process 
of becoming a lead community and focus on the present state of 
affairs in the communities as well as visions of change in terms of 
mobilization, professionalism and programs . 

All of the field researchers have had initial contact with the lead 
communities and one of the field researchers has moved to Atlanta. 
The second field researcher will be moving to Baltimore this month . 
The third field researcher lives in Madison, WI . , and will be 
responsible for Milwaukee. 

The first set o f visits to the lead communities is underway. All 
three of the fie ld researchers will be in the same community during 
the visits : 

Milwaukee- Nov. 15- 21 
Baltimore- Dec. 6 - 10 
Atlanta- Dec. 12-17 

Since the announcement of the three lead communities, the 
Monitoring, Evaluation, and Feedback Project is concentrating on 
four broad areas. 

I. Introducing Field Researchers to the Lead Communities 

Initial meetings in the communities 
Ongoing conversations with key people 
Learning about the communities 
Establishing a trusting and effective relationship 

II. Focusing the content 

Focus 1: The Launch and Gearing Up: 

Learning about the process of getting 
going and becoming prepared 

Reacting to being chosen as a lead community 

Developing relationships with CIJE 

Helping communities think about themselves 



Focus 2: Visions of Change: 

Community mobi l ization 

Professional i zati on of Jewish education 

Actuality--what is in place now? What is going 
on now? Who participates? How? 

What is the process of change? 

Implementation plans 

III. The methodology 

Interview protocols around the areas of : 
- p reparation 
- mobilizat ion 
- p rofessional lives of educators 
- background information 

Samp ling procedures (lists of people/functions ) 

Observations 

Collection of documents and artifacts 

IV. Issues under discussion 

Reports and feedback 

Access needed by researchers 

Communi cation 
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November 20. 1992 

Steven Gelfand 
Associttte Director 
Atli:rnta Jewish Federa tion 
1753 Peachtree Road, NE 
Athmtn. GA 30309 

Dear Steve, 

At the workshop schedul~<l for November 23rd & 2-1th, we plan to cover the followins topics: 

1. A sketch of ench of the 3 lc:uJ communities as a context for improving Jewish education 
2. Leod Communities: a concept & its implementation 
3. Introduci ng the project into the community 
4. Best practices & c.onsultation 
5. Monitoring, evaluation & feedback 
6. The year I workplan 
7. Planning 
8. Contributions of continentnl foundations, organizalions, & providers: of progrnm s 

For the community ~ketches, we suggest thut one pen:on from each community tukt! 10. 15 
m inutes to touch on the highlights of your lend community proposal, to describe steps to dflte to 
get orguni2:cd1 ond to shore some bosic facts about the community. I Am enclosing n composite 
of the information that war. collected during the proposal review process. 

Yo u might find it helpful to re-read A Tim e to Act & the "Rutionnle" of tha Lead Community 
Guidelines in preparQtion for the. meeting. 

I hope that we w ill find u few minutes to chnt ind ividually oboul the letter of understnnding. We 
do not envision ony group discussion of the letter itself. 

We look forward to a productive engagement. 

~OU~ 

Jacob B. Ukeles 
President 



Tuesday morning , November 24th : Planners Seminar/ CIJE 

I . Welcome- note of personal privi lege 
listening to reports . . . proposals ... . site visits . .. phone calls . .. 
field researchers ... Jack/ Memo of Understanding . .. reading, keeping 
in touch (Baltimore : BJE, Milwaukee : Principals Council ? of wall-to­
wall/anecdote about rabbis and hats : Atlanta/ GA Bill Shatten "ready to 
go" what do we have to do? Adding to Steve's report re:schools, conversations 
with Cheryl) 

II . Today ' s agenda: translation/ Melton publication: Ftom the Scholar to the 
Classroom .. issue is that of translation, of working with a text, an idea 
to shape it and make it into one's own. 

There is no way to properly acknowledge the contribution of an idea- most 
especially one that has the potential t o transform. In all of the introductions 
last night there was one element that was missing and that was a note ot 
gratitude and appreci ation t o Prof essor Seymour Fox and Annette Hochstein 
for the idea that br ings us around t he table t oday . 

And around the table t oday we have wonderful resources for "translating these 
ideas" . . .. while it i s t empting t o use t he met aphor of speciality teams 

(given the Redskin ' s season t hi s year) I will try to resist. 

You: the/j~1RWiffi}i1 key t o the kingdom 

the planning team/ Jack and Jim and Jon (JESNA' s resources) 

· the education team/ Bar ry 

the field r esearchers: who will reflect and provide us all 
with f eed- back about all events associat ed with this 
project including today 

seni or 
the Mandel Institute/researchers who will continue to woxk 

with Annet te on the Lead Communities Project in North America 

III. Two topics to explore i n t he f i rst segment of t he morning : 
two enabling options: elective and required courses 

building blocks . .. 

Building the profession of Jewish education 

Building community support 



What are the things that are now happening in your community that you see as 
building the profession of Jewish education? 

What are some of the things that have to happen in your community to build the 
profession.wf Jewish education? 

What are the goals? What are the specif~c objectives? 
PRIORITIZE ... . 

What would it take to achieve these? 

What are the obstacles? What would have to be done to overcome these? 

What will it take? 

IDEA STRATEGY RESOURCES 



Mobilizing community support- By recruiting top 
community leaders to the cause of Jewish education; 
raising Jewish education to the top of the communal 
agenda; creating a positive environment for effective 
Jewish education; and providing substantially 
increased funding from federations, private foundations 
and other sources. ( A Time To Act ) 

A lead community will enlist top local leadership 
representing all aspects of the community . . The most 
respected rabbis, educators, professionals, scholars 
and lay leaders will serve on community-wide steering 
committees to guide the project ... 

(Program Guidelines-Lead Communities) 

Recruiting Community Leaders 
Increased Funding for Jewish Education 
Changing the Community's Attitude toward Jewish Education 



Building a profession of Jewish education- By creating 
a North American infrastructure for recruiting and 
training increasing numbers of qualified personnel; 
expanding the faculties and facilities of training 
institutions; intensifying on- the- jon training programs; 
raising salaries and benefits of educatinnal personnel; 
developing new career track opportunities ; and increasing 
the empowerment of educators . ( A Time to Act) 

The central thesis of the Lead Communities Project is that 
the best way to generate positive change at the continental 
scale is to mobilize the commitment and energy of local 
communities to create successes that stand as testimony to 
what i s possible . (Progr am Guidelines-Lead Communities) 

Recruitment 
Developing New Sources of Personnel 
Training 
Improvement of Salaries and Benefi t s 
Car eer Track Devel opment 
Empowerment of Educators 



Recruitment 

BUILDING A PROFESSION 

New Sources Training Salaries 
Benefits 

Career 
Tracks 

Empowerment 

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



MOBILIZING COMMUNITY SUPPOIRT 

Recruiting Community Leaders Increased Funding for Jewish Education Changing the Community ' s Attitude 
------ ------------------------------------------------------------------ ----



1991 ~ederatlon Campaign• RaAUlta 
(exoludlng endowment gifts) 

TOTAL AMOUNT PER CAPITA CHANGE (%) 
AMOUNT JEWISH RAISED RANK WITHIN IN TOTAL AMT 

CITY RAISED POPULATION PER CAPITA CJF GROUPING 
Group** Rank 

BALTIMORE $21 ,507,000 94,600 $228 G1 5 

ATLANTA $11 ,602,000 67,500 $173 G1 9 
METROWEST $19,903,000 121 ,000 $164 G1 10 
BOSTON $20,267,000 200,000 $101 G1 15 

COLUMBUS $5,950,000 17,000 $360 G2 2 
MILWAUKEE $8,793,000 20,000 $314 G2 3 

PALM BEACH $12,501,000 65,000 $192 G2 9 

EAST BAY $3,700,000 35,000 $106 02 18 

OTTAWA $3,363,000 14,000 $240 G3 11 

' 

Allocatlons for Jewish Education 

TOTAL LOCAL TOTAL ALLOC ALLOC FOR 
ALLOCATION* FOR JEW ED*** JEW ED (%)*** 

ATLANTA $3,510,000 $1,096,000 33% 
BALTIMORE $14,543,000 $3,003,000 22% 
BOSTON $7,654,000 $~.099,000 28% 
COLUMBUS $1,842.000 $447,000 26% 

EAST BAY $1,263,000 $246,000 23% 
METROWEST $6,1 59,000 $1,330,000 21 % 
MILWAUKEE $3,701,000 $1,247,000 36% 
OTTAWA1ttt* 
PALM BEACH $3,239,000 $779,000 26% 

• Excluding United Way 
- CJF grouped according to city size: G1 =Large, G2=Large Intermediate, and G3=Intermediate 

*** Based on 1990 allocations. CJF data on Jewish education allocations In i 991 are not yet 
available 

**** Information for Ottawa is not avallable: Canadian cities employ different methods for 
allocation 

1909-1991 

2 % 
14% 
-3% 

-21 % 

-4% 
-4% 
17% 
20% 

-2% 

PER CAPITA 
ALLOC FOR 
JEWISH ED 

$16 
$32 
$10 
$30 

$7 
$11 
$45 

$12 





COUNCIL FOR /NIT/A TIVES IN JEWISH EDUCATION 

Lead Communities Planning Workshop 
November 23-24, 1992 

AGENDA 

Monday, November 23 

I. Welcome 

II. Workshop Introduction 

Ill. A Sketch of each Lead Community as a context for improving Jewish Education 

• Atlanta 
• Baltimore 
• Milwaukee 

IV. Lead Communities: A Concept and Its Implementation 

Tuesday, November 24 

I. Central Elements: 

• Building the Profession 
• Mobilizing Community Support 

Community "Caucuses" 

II. How CIJE Can Help 

• Best Practices and Consultation 
• The Goals Project 
• Monitoring, Evaluation, and Feedback 
• Contributions of foundations, organizations, and providers of programs 



Ill. Organizing for Change: Structure and Process 

LUNCH 

IV. Work Plan -- YEAR ONE 

• Introducing the Project into the Community 
• Assessing the Educational System 
• Preparing the 5-Year Plan 
• Projects for Immediate Implementation 

V. Working Together: CIJE and Lead Communities 

VI. Next Steps 

VII. Evaluation of the Day 
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COUNCIL FOR /NIT/A TIVES IN JEWISH EDUCATION 

Lead Communities Planning Workshop 
November 23-24, 1992 

AGENDA 

Monday, November 23 

I. Welcome 

II.. Workshop Introduction 

Ill. A Sketch of each Lead Community as a context for improving Jewish Education 

• Atlanta 
• Baltimore 
• Mi lwaukee 

IV. Lead Communities: A Concept and Its Implementation 

Tuesday, November 24 

I. Central Elements: 

• Building the Profession 
• Mobilizing Community Support 

Community "Caucuses" 

11. How CIJE Can Help /O 'rl> 

~ Best Practices and Consultation - g J-l 
• The Goals Project 
• Monitoring, Evaluation, and Feedback 
i/ Contributions of foundations, organizations, and providers of programs ,.. .s E 
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Ill. Organizing for Change: Structure and Process 

LUNCH 

IV. Work Plan -- YEAR ONE - ::s v) 

• 
• 
• 
• 

Introducing the Project into the Community 
Assessing the Educational System 
Preparing the 5-Year Plan 
Projects for Immediate Implementation _ s F 

V. Working Together: CIJE and Lead Cpmmunities A <c. 

47~¥~ 
VI. Next Steps 

VII. Evaluation of the Day 



MONDAY, NOVEMBER 23 

9:00 a.m.-12:00 p.m. 

12 :00-2:00 p. m. 

6:00-9:00 p.m. 
1 
UJA/Federation 
Carl Leff Room 
2nd floor 

11o f . s1f~ 

A Rotman, M. Mandel, A Hochstein, S. Fox 

A Rotman, M. Mandel 

Staff and Lead Communities Planners Meeting 
Pa rticipants: 
L. Azoulai 
C. Botwinick 
S. Elster 
S. Fox 
S. Gelfand 
R. Goodman 
A. Hochstein 
B. Holtz 
Nancy Kutler 
Marshal Levin 

~ D. Marom 
J . Meier 

~t-#-S H. Neistein 
A. Rotman (MON only) 

. Claire Rottenberg r..t- J. Tammivaara 
J. Ukeles 
J. Woocher 

~i,t'.....,_ S. Wygoda 

VF' ~(¼ 0 

TUESQAY, NOVEMBER24 

8:30 a.m.-4:00 p.m. Staff & Lead Communities Planners meeting continued 
JCCA Conference Room 
IS f. ~f.·H, St. 
4:30 p.m.-6:00 p.m. S. Elster, S. Fox, A. Hochstein, A. Rotman, J . Ukeles 
Mazer Study 

Post-It"' brand fax transmittal memo 7671 

l$"v From 

Co. 
e1f/< 

Dept. Phone II 

Fax I Fax11 
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LBAD COMMUNITIES 

A PARTIAL SCENARIO 
... .. 

TASK NAME 

4-6 PILOT PROJECTS 

LOCAL CIJE 

EDUCATORS' SURVEY 

BEST PRACTICES 

MONITORING, EVALUATION, FEEDBACK 

5-YEAR PLAN 

.· · I !_COMMUNICATIONS, NETWORKING 

1882 

I 

1993 1994 

F 
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LEAD COMMUNITIES-A PARTIAL SCENARIO 

4-6 PILQT PROJECTS 

PERSONNEL-IN SERVICE 
Princlp,als & JCC Execs 

2 Teachers & Informal Eds from each Institution 

1 New Hire 

Israel Summer Seminar 

Networking the 3 Communltloa 

COMMUNITY MOBILIZATION 
National Leaders Moblllze Local Leaders 

Leadership Ttalnlng 
1 • Program for all Boards 

Denominational Leadership Training 

Publlc Sessions on Vision & Best Practices 



I 

\ 

Ll!AD COMMUNITIES-A PARTIAL SCENARIO 

,., 

.. LOCALCIJE 

FORMED (AND IN FORMATION) 

\ I AiPAt:SENTATIVE 
Champion 
l-ay l,.eaders 
Eciucators 1 
Aa~llls · 

. Pr~f esslonals 
S.TAffED 
T~SKfORCES 

ln-&ervice Training 
r.,~nnlng & Self-Asse·ssment 
"ft\~ Lives of Educators 
M~:mltorlng & Evaluation 
\H~\1s to Israel 

~HQ~UCTS (EXAMPLES) 
~q"catora' Survey 
~-¥~ar Plan (Rosh Hashana or G.A.) 

·· it Prol~cta 

- -- - --- -. - ----------'----'----'-'----'-----~ ---------

~ . a 
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LEAD COMMUNITIES- A PARTIAL SCENARIO 

-

EDUCATORS'SURVEV 

PLAN 

REPRESENTATIVE TASKFORCE 

STAFF (LOCAL UNIVERSITY?) 

MOBILIZE & INVOLVE EDUCATORS 

DESIGN 

CARRYOUT 

ANALYZE 

REPORT & DISCUSS FINDINGS 



Ll;A~ P,QMMI--INITIES-A PARTIAL SCENARIO 

,,. 

~l:~r ~AACTIAF~ 

IMPLEMENTATION PI-ANNl:A 
Develop Methg~ fQr Tr~ininQ 
Develop Tranfil~1iQn M@th~'1 

6 AREAS COMPl-f=Tl:P 
PROJECTPRES~NTl:P 

FIRST 2 AREAS Sl:1-1:C.Tt=~ 
CONSULTANTa $1=1-t=QTI:~ ¥s TRAINJ:D 
WORK WITH SU~Pl-1:MFNTARY ~~HQOL 
PRINCIPALS 

Joint Plannlna ~f lm~l~m~nt~tiAn 

NETWORK WITH F~fU-V ~t111-~HAAA TEACHERS 
Joint Pl~nninq ~t lm~l~m,~ntf\tiAn 

PLAN ROUND 2 

____ ] 
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LEAD COMMUNITIES-A PARTIAL seENARIO 

-· 
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IMPLEMENTATION OF THE RECOMMENDATIONS 

BUILDING THE PROFESSION I 
! 
I 

In-service training launched 
Educators' survey completed - taskforces 

dealing with implications 
Best practices 
Networking-various 
2 new hires 
1 new position 
Educators participation 

COMMUNITY MOBILIZATION 

Champion recruited l 
Leadership training 

I 

I 

New leaders I 

Goals discussed 
Educators discussed 
Networking with cije leaders 
Networking between communities 

ISRAEL AS A RESOURCE . 

Plans for "every youth" 
Educators summer seminar . 

RESEARCH 

Monitoring, evaluation, feedback 
DAta base-assessment 
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LEAD COMMUNITIES-A PARTIAL SCENARIO 

4-6 PILQT PROJECTS 

PERSONNEL-IN SERVICE 
Principals & JCC Execs 

2 Teachers & Inform.al Eds from each Institution 

1 New Hire 

Israel Summer Seminar 

Networking the 3 Communities 

COMMUNITY MOBILIZATION 
National Leaders Moblllze Local Leaders 

Leadership Training 

, , Program for all Boards 

Denominational Leadership Training 

Public Sessions on Vision & Best Practices 
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EDUCATORS' SURVEY 

BEST PRACTICES 

MONITORING, EVALUATION, FEEDBACK 

5-YEAR PLAN 
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EDUCATORS'SURVEY 

PLAN 

REPRESENTATIVE TASKFORCE 

STAFF (LOCAL UNIVERSITY?) 

MOBILIZE & INVOLVE EDUCATORS 

DESIGN 

CARRYOUT 
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In-service training launched 
Educators' survey completed - taskforces 

dealing with implications 
Best practices 
Networking-various 
2 new hires 
1 new position 
Educators participation 

COMMUNITY MOBILIZATIOIMJ 

Champion recruited 
Leadership training 
New leaders 
Goals discussed 
Educators discussed 
Networking with cije leaders 
Networking between communities 

ISRAEL AS A RESOURCE 

Plans for "every youth" 
Educators summer seminar . 

RESEARCH 

Monitoring, evaluation, feedback 
1

' DAta base-assessment 

' 



LAU REN AZOULAI (Atlanta) 
CHAIM BOTWINICK (Baltimore) 
SHULAMITH ELSTER 
SEYMOUR FOX 
STEVE GELFAND (Atlanta) 
ROBERTA GOODMAN 
ANNETTE HOCHSTEIN 
BARRY HOLTZ 
NANCY KUTLER (Baltimore) 
VIRGINIA LEVI 
MITCHELL LEVIN (Baltimore) 
DANIEL MAROM 
JIM MEIER 
HOWARD NEISTEIN (Milwaukee) 
ART ROTMAN 
CLAIRE ROTTENBERG 
JULIE TAMMIVAARA 
JACK UKELES 
JON W~HER 
SHMUEL WYGODA 

COUNCIL FOR INITIATIVES TN 
JEWISH EDUCATION 

Monday, November 23, 1992 
6 :00-9:00 p.m. 
The Carl Leff Room 

Jo Ann Schaffer will arrive 
before 5: 00 p.m. to set up t he 
room. 

Phone : 532-1961 

MON. 
TUES. 

Meier Rottenberg Hochstein Levin Rotman Gelfand Ukeles Azoulai Wygoda Levi 
Meier Rottenberg Hochstein Levin Holtz Gelfand Ukeles Azoulai Wygoda Levi 

TUES. 
MON. 

Tammivaara Kutler Woocher Fox Neistein Elster Botwinick Goodaman Marom 
Tammivaara Kutler Woocher Fox Neistein Elster Botwinick Holtz Goodman Marom 

Post-It"' brand fax transmittal memo 7671 
From 

Co. 

Dept. 
Phone # S- ,,,2-/f.("/ 

Fax # 



DATE OF MEETING: 

COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 

Lead Communities Planning Workshop 

November 23 - 24, 1992 

Lauren Azoulai, Chaim Botwinick, Shul amith Elster, 
Seymour Fox, Steven Gelfand, Roberta Goodman. Annette 
Hochs tein, Barry Holtz, Nancy Kucler, Marshall Levin, 
Daniel Marom, James Meier, Howard Neistein, Arthur 
Rotman , Claire Rottenberg, J ulie Tamrnivaara, Jack 
·ukeles, Jonathon Woocher, Shmuel Wygoda, Vi rginia 
Levi (Sec'y) 

I . welcome and Inttoducctomr 

The mee t ing opened with 
rema ks by Arthur Rot 
revie d the agend and 
in impl menting e recommendations 
Educatio orth 

Representatives of the three communities wer e eheu ast::"ed --o0 provide;.,_ 
brief sketches of their work in Jewish education as a context for 
further discussion. 

A. Atlanta 

Atlanta has a growing Jewish population. In the early '80s 
Atlanta conducted a demographic study of the local Jewish 
community , followed by the developmenc of a strategic plan. 
I ncluded was a recommendation to reorganize the services of the 
Bureau of Jewish Education, reassigning functional responsibility 
co ocher appropriate agencies. Atlanta has five day schools. It 
is working with the CRB Foundation on the development of Israel 
experience programs, has a Commission on Jewish Continuity, and 
has recently established a Jewish Education Fund. 

B. Baltimore 

Baltimore has~ stable Jewish population of 92,000. A two -year 
planning initiative concluded in 1990 with a series of 
recommendations including the need to increase funding for Jewish 
education (has been increased from 25% co 33%) and the 
escablishmenc of a commission co look a t t he local Jewish 
education system, now in its third year. Outcomes include a 
strategic plan for Jewish education and the establishment of a 
Fund for Jewish Education which is currently undertaking a $10 
million campaign. Day and supplementary schools are beginning to 
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II. 

work together to provide training for educators and co establish a 
fund for I srael experience programs. A team of synagogue 
representatives is working together to develop a program of Jewish 
family education. 

C. Milwaukee 

With a population of 28,000, Milwaukee has four day schools in 
addicion to an array of camps and pre-school opportunities. 
Twenty-five percent of the community affiliates with the JCC . 
Community strengths include the centrality of the federation , the 
availability of scholarships for day schools and a common cost for 
each day school, and coordinacion of teen programming.., The cost 
of Jewish education is a central issue in a community where 
average incomes are relatively low. The community must also 
contend with a shortage of trained personnel and a 15% decline in 
campaign income over the last three years. A Jewish Education 
Task Force was established in July 1991 and has deve loped a plan 
for the revision of use of the-Central Agency for Jewish 
Education. A broad-based commi ssion on Jewish education is now 
being established. It should be noted that for many years 
Mi lwaukee has taken the lead in putting Jewish education high on 
its communal agenda and funding it accordingly. 

Lead Communities: A Concept and its Irnnlementation .~ (l,._ 
~-~ 'tf--(V __ 

A. Annette Hochstein D.OCQQ ,het the following principles ~ided 
the work of the Commission on Jewish Education in North America: 

1. Local, continental, and international resources must work 
t ogether to support Jewish education. 

2. Jewish education has multiple constituencies and venues. The 
Commission concluded that the best way to approach Jewish 
education would be to focus on two necessa:y conditions for 
change: 

a. Personnel recrui tment , training, benefits and placement 
to build a cadre of well-trained Jewish educators. 

b . Community support · · the need to engage top community 
leadership i n personal commitment and financial support 
for Jewish education. 

3. It will be important co engage a community "across t he board" 
in its commitment to Jewish education. 

4. The best way to learn what will work is by doing ic. Because 
education cakes place at the local level, we muse engage local 
communities in the effort co improve and develop J ewish 
education. This led to the concept of Lead Communities. 
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5 . It was c oncluded t hat Jewish educatio n mus t be ra i sed to a 
l eve l wh i c h permits it t o compete with the many a lterna t ives 
ava i l able. This can be s c be accomplished by bringing local 
a nd cont i nenta l r e s ource s t ogeth er , by work i ng intens ively in 
l i mited settings , by work ing through programs, a nd by 
constan t l y monitor i ng , evalu acing, and prov iding feedback. 

B . Th e Task Ahea d 

Mrs. Hochstein suggested a lis t of possible actions, some of wh ich 
shoul d be unde r way wi t hin the next y ear . This refl ects the sense 
that communitie wish to see con crete signs of progress as ear l y 

possible . One or more of t h e following should be ~ndertaken as 
the community proceeds with the p l anning process. 

Pilot proj ects to be undertaken in personne l and community 
mobilization. In an effort to mobilize local top leaders , 
CIJE proposes to bring a membe r of its board t o begin an 
ongoing dialogue with them -on the Lead Communities project a nd 
its educational endeavors. 

2. Estab l ishment of a local commission with b r oad representation, 
staff support, poss i b l e subcommittees or c ask f o rces a nd the 
possibility of one or several concrete products at the end of 
t he first year . 

3. Conduct a survey of educators t o establish the current 
situation as a basis for ascertaining training a n d staffing 
needs. 

4. Select one or two areas of Best Practices f or early 
imp lementation e.g., supplementary school a nd early childhood , 
develop a plan and begin to work. 

5 . 

6. 

Proceed with the 'l"te:ai ~~ @ftd-work of monito r i ng , 
and feedback. 

Draft a five - y ear p l an with t h e assistance of a 
to be provided by CIJ E . 

evaluation , 

detail~ ~ 
A-. 

7 . Escablish lin es o f c ommunicat ion among CI J E, the Lead 
Communiti es , a nd t he c ontinental c ommunity. 

Thi-' presetteaeien couc ladec1 t he ev e c.i ttg poreiou of ehe meeLing. The 
~ oap cecouvened O t t 'fuesday, t4o uembsr 2'1. 

t he Lead 
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A. 

B. 

C. 

D. 

lieving chat the communities 
cher than on their own, they seek agreement 

preaches co achieving chose goals. 

need c larity on 
various issues. 

e working 
common goals 

and whom co 

While n1c1es are "in chis together," 
interests or needs will be the 

same . where there are common 
inter ests 

• 
It would be helpful and agree •LO goals and 
objectives for the 

E. Clarity of cion will workshop participants co return 
home ready co work with coimnuni leadership and move ahead. 

F. need CIJE co be in lved beyond the role of 
seek help with plann and access co 
which co move ahead. ease the way for 

local money. 

G. communities seek one programmatic in1c1a ive on which all can 
agree and move forward quickly co implementati n. 

as a backdrop for the day's discus 

IV. Central Elements 
~ 

).( khe central elements--building the profession and mobilizing 
community support- -were discusse~ ?:'iCi.cipaucs wete .,,s ked ~e eeft:!!iee"r 
pri nciples ou .Jhtdt to proce&d. 

A. The personnel issues cue across all areas of Jewish education. 

B. There is need for a master plan. 

C. The role of resources in impacting Jewish education muse be 
considered. 

D. In order to have an impact, there muse be broad based "buy- in" to 
the importance of upgrading personnel. 

In d 'ie discuss Lo tt t ha t fo l lowe-d. k was noted that the Lead Communities 
provide a context in which co c~ider these issues systematically. 
It will be important to establish criteria on which to judge the 
impact of the various approaches. It was noted chat the communities 
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will rely on CIJE for help wich evaluacion. Ic was also suggesced 
chac lay leaders should be involved in defining the evaluacion 
process. 

Ic was noced chat i t will be difficulc co garner lay supporc for 
approaches that cannot be evaluaced, but chat funders are likely to 
support whac they see as a "reasonable gamble." Wich this in mind, an 
approach to be considered would be che identification of a project 
which can be undertaken and evaluated in the development of personnel, 
perhaps with a focus on senior personnel. 

V. The Role of CIJE 

A. Best Practices and Consultation 

Barry Holtz outlined the work he has undertaken over the past 18 
monchs co identify areas for study followed by che development of 
an inventory of Best Practices to provide models of excellence for 
introduction into Lead Communities. Best Praccices research is 
being undercaken in the following areas: 

1. The Supolementarv School 

This area was begun first and is nearly ready for use in the 
Lead Communities. A team of experts has identified nine 
successful supplementary school programs, has conducted site 
visi ts, and has submitted reports on these exemplary 
programs. 

2. Early Childhood Jewish Education 

This is being looked at iJ'l the variety of settings in which • 
ear ly childhood education occurs. Reports are being submitted 
on exemplary programs. 

3 . The JGC 

Each Lead Cornmunicy has a JGC . The JCCA scaff will visit each 
of the t hree to evaluate what is going well in Jewish 
educacion and where they recommend change. At the same cime, 
oucside experts will idencify 8-9 JCCs which are most 
effeccive in the area of Jewish educacion and Jewish 
continuicy. These programs will be explored and evaluated for 
use by the Lead Communicies. 

4. Israel Exoerience 

We are working with the CRB Foundation, which is particularly 
interested in chis area and is developing an approach. 

S. Day Schools 

We have begun to take the first seeps into chis important 
area, and co develop a mechodology specific co it. 
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Still to.&-

6. Jewish Camoin 

7. College Camous 

CIJE will work closely with the Lead Communities co determine how 
co introduce a successful practice from one setting co another. 

It was noted chat while the communities are engaged in the 
planning process, i c might be useful to work t owar d implementation 
of a Best Practices approach. Hole~ •Jill f'taoe idat en.als o~ the 
.s.uppleroeoi-m.y s ckeel 68 ene Leed-Colljyi;!il cies within several 
ueeks . Fellewiug t hei r 3Uelfti33 i en:~~ and the educacors working 
on the project will be available to meet with community leaders to 
discuss areas of interest and means of implementation. The Best 
Practices might also be an appropr:ace framework for the 
development of a pilot project dur~ng the initial year. 

It was suggested that in order co introduce the Best Practices 
project co the communities, Holtz would be invited co meet with 
local lay and professional leadership. 

Ic was suggested t t other area in which 
ready to move ah d rela ·vely quickly is 

noted~ at the CIJE as promised co 
e Israel experience in the 

Foundation Relat i ons 

It was reported that CIJE is in contact with several foundations, 
both Jewish and general, for support of work in the Lead 
Communities. In addition, CIJE staff is available co help Lead 
Communities in their approaches to local foundations. It was 
sugges ted chat CIJE will be working with the Lead Communities co 
determine how best to proceed with c.heir foundation development 
work. 

It was suggested chat there are initiatives under way in ocher 
cities which might be applicable in the Lead Communities. It was 
proposed chat JESNA prepare an inventory of such initiatives and 
make it available co the Lead Communities. 

VI. Uork Plan - - Year One 

A. Planning Process A 
flPlanning guide is being prepared for 

use by the three communities. It is anticipated chat the planning 
process will yield a five-year strategic plan and a specific 
action plan for the first year. 
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The proposed 

1. Scarc-uo 

planning process includes che following X,: seeps, 

formulation of a commission; undertake co inform and 
involve stakeholders (e .g., community lay leaders, 
educators, rabbis, congregational leadership, etc. ) . 

2. Self-scudv 

inventory and profile of educational system. 
assessment of strengths and weaknesses. 
analysis of personnel. 

3. Identification of critical issues 

community moves from the ge~eral to t he specific with 
strategic choices. 

4. Develooment of mission or vision statement 

5 . Define priorities 

majo r strategic recommendations with priority rankings 
and sequences. 

6. Design programs 

specific programmatic interventions. 
new initiatives. 

7. Determine strategy to develop resources for imolementation 

aside for 
issue. 

regarding the amount of time the planning 
and how it might be meshed w · the local 
process. It was sec 
projects, making 

All three communities expr sed over the need for staff 
support of the planning proc s 
and local reluctance to add co 
difficult . It was suggested the first request to local 
lay leadership is co fund caff , thl might impact negatively on 
the buy-in process. I ight of the a ve, it was suggested that 
CIJE consider provi · g up to $40,000 per ear for three years 
toward funding of position. It was agreed at this proposal 
would be serio y considered. by CIJE. 
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Rabbis 

Lay leaders 
institutions 

of general community and individual 

4. Parents and learners 

Page 8 

5. Professionals at federation and other relevant agencies 

6. Publics: the media and other communities 

It was noted that it w im ortant to communicate 
the rouos. ne way to this at t e ocal level is or the 

""'--c:nam,ission process to include well-publicized open meetings at 
ich anyone in the community could be heard. In addition to 

making the local commission as representative as possible and 
extending involvement through task forces, a communicy might wish 
to hold focus groups to encourage a stronger sense of A,~ 
involvement. r ~ 
It was suggested that local leaders will buy in m~letely 
when they see evidence of action. One successful project would go 
a long way toward accomplishing this goal. 

To help the communities~~ runfiiag-,--CIJE will work with 
the local communities provide the following: 

1. Core materials 

a. Best Practices papers 

b. Planning guide 

c. Timetable 

d. Press releases 

2. Support for the planning and evaluation processes at a local 
level. 

3. Assistance in quick stare - up of at least one project, 
including funding support and/or assistance in finding chat 
support. 
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o can be 

VII. Next Steos 

A. It was agreed that goals and agendas for futur meetings of this 
g oup will be set jointly. In the interim, ulamith Elster will 
se e as a clearinghouse for distributin aterials among the Lead 
Commu "ties and CIJE. Consideration w· be given to holding a 

call as a follow-up tot meeting and a means of 
project for early im 

B. A meeting ibly to include lay leaders from the 
for April 24, to coincide with the 
D.C. 

C. 

D. 

celebraci 

A pa r on Best Practices in 
i reducing Best Practices co 
repared. 

more CIJE board members plan to meet 
in 1993. Perhaps a kick-off 

same time. 

pplementary schools and steps for 
Lead Communities is now being 

The meeting concluded with a sense of hope and e ccancy for the 
future. There was the sense that with ongoing communication and the 
shared mission of contributing to Jewish continuity for all of North 
America, t he next several years should be exciting and productive. 
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PLANNING STRATEGY FOR COMMUNI 

WORKSHOP ~ 

November 19-24, 1992 

PLANNERS 

Two days of deliberations raised several important issues. Although conclusions were 

reached on many, some were left open for future consideration. In some cases, points 

were raised that may act as guide posts for further discussion or actions. 

DAY ONE 

ISSUE: WHERE DO WE WANT THE LEAD COMMUNITIES PROJECT TO BE ONE 

YEAR FROM NOW? 

AH and SF brought to the meeting a series of expectations which might be used to 

judge the success of the first year of the Lead Communities Project. A preliminary list 

of objectives which should ideally be in some state of implementation by November 

1993 includes: 

• 4-6 pi lot projects will be in place 

• The Local Commission will be up and running and successful in engaging 

the ir various constituencies 

• A Survey of the Community's Educators will have been completed 

• The Best Practices Project will have prepared the educators and lay people 

for what might be and be a factor in the Five-Year Plan 

• The Monitoring, Evaluation, and Feedback Project will have issued three 

reports 

• A Five-Year Plan will have been completed 

-~ 
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• Plan, staff, and implement a Communications/Networking Program within 

the community, between Lead Communities, and between the communities 

and the North American Jewish community at large. 

ISSUE: IN EACH OF THESE AREAS, WHAT ARE THE TASKS THAT WE NOW 

HAVE TO UNDERTAKE AND WHO DO WE ASSIGN THEM TO? 

ISSUE: AS WE WORK WITH THE LEAD COMMUNITIES ON EACH OF THESE 

AREAS, WHAT EXPECTATIONS DO WE HAVE FOR THE LEAD COMMUNITIES AND 

HOW CAN WE HELP THEM ACHIEVE THEM? 

DISCUSSION: 

There is a definite need for a timetable but perhaps the timeframe should be adjusted 

for each community. The question of how many first-year programmatic objectives 

was left open because there is a very real possibility that this may be more than a 

community can accomplish in the space of one year, even with the high levels of 

enthusiasm and support the Project has generated. It might be more advisable to 

draw up a list of specific indicators of progress that we will not give up and those which 

we can allow the communities to hold off on for the moment. 

Discussions focused on the fact that American Jewish communities are diverse , 

complex political entities. There are certain barriers that exist within each community 

that tend to forestall getting any process moving. ONE KEY ELEMENT seems to be 

that we must first engage every single one of the constituencies in the community that 

have a stake in this Project. ANOTHER KEY ELEMENT is the need to determine what 

2 
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is the "glue", i.e., the visions and goals of the community, that will hold all of the 

elements of the community together for the duration of the Project? 

CONCLUSION: 

It is highly unlikely, given the realities of Jewish communal organization, that we will 

be able to do everything that has been described above. Therefore, we want to make 

sure that whatever the communities do that it is within the context of what we have 

decided with them fits the particular vision for each community and that if we drop 

something, it will be in accordance with our vision of the Project and within a 

framework that we determine in advance. 

ISSUE: THERE IS A NEED FOR THE COMMUNITIES TO ENGAGE IN COMMUNITY 

BUILDING FOR THE PROJECT. 

DISCUSSION: 

Considering how our communities work, how they plan, change is easiest when it is 

done in little, discrete packages that fit into the niches that are available but do not 

challenge fundamental ways of doing business. 

CIJE's role is to launch the process of change. The actual process will most likely take 

twenty years or more. Therefore the driving force for change must come from within 

the community. In terms of how we present the above projects, every effort should be 

made not to put the emphasis on the programmatic, but on the enabling. The steps 

we are suggesting should be viewed as "investments" in the future of the community 

vis-a-vis education. 

3 



We assume that the feasibility of the Project is predicated on the amount of effort that 

goes into the endeavor. 

ISSUE: WE NEED TO WRITE OUT -- COMMUNITY BY COMMUNITY -- WHAT 

MAKES SOMETHING MOVE. 

ISSUE: THERE IS A NEED FOR CIJE TO CRYSTALIZE ITS ROLE IN FACILITATING 

THE INTRODUCTION OF THE PROJECT INTO THE LEAD COMMUNITIES. 

DISCUSSION: 

All communities have a powerful lay leadership. We need to approach the inner circle 

with specific projects within the Lead Communities Project that they can fund; then 

approach the second circle, and the third circle. All these levels of givers need to be 

engaged and nourished. In addition, by generating enthusiasm among the lay 

leadership we can help allay any fears of federation execs about how the success or 

failure of this Project might affect their position within the community. 

CONCLUSION: 

Our attention needs to be very focused on maybe half a dozen or so movers and 

shakers in each community. It will probably include the federation exec, two or three 

lay people who are heavily involved in the governance of the community and in giving, 

and probably one or two rabbis. If we get these people with us and involved, the rest 

will inevitably follow. 

CAUTION: We must not fall into the trap of thinking that once we have the key players 

on board, the hardest part of our work is done. A considerable amount of time and 
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attention should be given to "courting" other influential individuals in order to develop 

a truly community-wide base of support. Without this broad base of support we may 

not be able to move the process along quickly enough to sustain this effort. 

ISSUE: GOALS PROJECT: OUR AIM IS TO LAUNCH THIS DISCUSSION ON THE 

LOCAL LEVEL. HOW IS THIS TO BE DONE? 

DISCUSSION: 

Perhaps the best way to begin this Project is to start with the denominations and then 

build to community-wide goals, rather than the other way round. There is a tug of war 

between those whose vision for a community is essential parallel tracks of Jewish 

education, each denomination unto its own, and those who would form an overarching 

vision for the community which does full justice to the integrity and individuality of each 

denomination. 

14 
The Mf F Project is now trying to find out what, if any, goals the communities have set. 

Our role is to help the communities identify their goals and offer them resources; CIJE 

does not set the goals for them. (This is a discussion that Barry Holtz would be 

particularly well suited to get the communities going on.) 

Our resource for this project is The Educated Jew Project, which may be used to give a 

"language" to the deliberations. This is not the same as setting strategic goals. It is a 

substantive educational discussion that addresses what at the institutional level -- the 

single institution, the single principal, the single teacher -- or at the collective level -­

the denominational or communal level -- will be the evolving goals for the Jews of 

each community. This discussion will probably have little impact on the Project in the 
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beginning. However, goal-setting will be an ongoing process that will call for changes 

all the -time. 

SF: Additionally, we owe the evaluators to list specific, operational goals, as vacuous 

as they may be, that have to be agreed upon. For example, is this program committed 

to increasing the number of children who go on to high school? Is this program 

determined to test achievement in Hebrew? 

CONCLUSION: 

The Goals Project will contain two tracks: one to develop an overarching vision and 

secondly to develop a set of plausible objectives. One aim of the Lead Communities 

Project will be to sponsor an ongoing deliberation on goals in the Lead Communities. 

We might bring David Hartman, Yitz Greenberg, and Moishe Greenberg together at a 

public forum to spark the debate within the denominations of our Lead Communities. 

NOTE: No staff person has been assigned either task 

ISSUE: FUNDING THE BEST PRACTICES PROJECT 

There are five aspects of the Best Practices Project: 

1. an examination of the theoretical underpinnings 

2. study in the field and the analysis of those examples 

3. theory of diffusion or transfer of findings into the Lead Communities 

4. Piloting of this diffusion 

5. Evaluation of the diffusion of Best Practices into the Communities 
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CONCLUSION: 

To the extent that we can offset costs that we would have to incur anyway, we should 

go after any foundation that will fund work (including projects that are indirectly related 

to the above) that is germaine and intrinsic to our interests. 

I ISSUE: COMMUNITY ALLOCATION OF RESOURCES TO THE PROJECT. 

Because it is unlikely that the communities will have a full-fledged plan in place by 

Spring of 1993, which is when most communities do allocations, we would be asking 

them to do a kind of set-aside, i.e., to set aside a lump sum for the Lead Communities 

activities with the understanding that those funds would be phased in as the plan is 

completed. 

ISSUE: WHAT IS THE APPROPRIATE BALANCE OF EFFORT IN THIS FIRST YEAR 

BETWEEN PLANNING AND ACTION IN THE LEAD COMMUNITIES. 

DISCUSSION: 

JU: Communities work on a year-to-year basis which starts around the holidays, starts 

winding down in June and not much happens in the summer. From both a planning 

and an educational point of view these time-building blocks are quite crucial in 

thinking about what is going to happen. What is the appropriate allocation of effort 

between now and the Summer of 1993 between planning and action. Between now 

and the Spring of 1993 the primary effort is on planning and the development of a five­

year plan and the start up of a Best Practice. 
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SF: No. Between now and the spring to get any community to commit itself to what a 

Lead Community is going to be like and therefore build a five-year plan is to corrupt 

the process. {However, this was one of the objectives proposed by AH earlier.) THE 

ISSUE is how do you help a community find out what it wants to do. THE QUESTION 

IS how to you begin the conversation with the community about an idea. We have an 

idea. We do not know how to translate it in the three communities. They together are 

going to teach us how to translate it; they will change the idea; we will change their 

idea of what their community is. That's the process. The planners have to accompany 

that, they cannot lead it. THE QUESTION IS what runs the process: the concept or the 

plan? The plan is just the means to the end. 

JU: But if you don't create the means, you won't have the end. 

JW: Several elements that we have identified have to coexist and at the same time we 

have to be realistic about the timeframe. I agree that the most important part of this 

work is the introduction of a new way of thinking about Jewish education; more 

important than the technical sophistication of the process. But unless that 

conversation focuses relatively quickly on "what does this mean in terms of how we 

organize our educational activities", people will become impatient and begin to lose 

interest. We have two partial visions of how to proceed. This is ultimately an 

educational process. What I would rather see us do is identify the critical things that 

have to get going in a community first without necessarily locking ourselves into what 

is going to be in place at a specific time. 

EG: We have to enable the communities to put processes in place. 
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CONCLUSION: 

We will be operating on several tracks simultaneously: first of all, we are going to try to 

infuse the community with a vision, with an emphasis on our skills in getting them to 

articulate their goals. However, we cannot depart from our original aims concerning 

the enabling processes, two of which are the development of personnel and the 

involvement of lay leaders. 

On a second track, we must get the communities doing something and pi lot projects 

are a way of doing that. 

Thirdly, we must develop a plan sometime during the next nine, twelve, or eighteen 

months. The speed with which this is developed will be different in each community, 

but there needs to be a timeline. This plan will continually be modified throughout the 

process. 

SUBSEQUENT DISCUSSION INVOLVED PLANNING FOR THE MEETING WITH THE 

COMMUNITY PLANNERS ON THE FOLLOWING DAY. 
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PLANNING STRATEGY FOR COMMUNITY PLANNERS WORKSHOP 

November 19-24, 1992 

Two days of deliberations raised several important issues. Although conclusions were 

reached on many, some were left open for future consideration. In some cases, points 

were raised that may act as guide posts for further discussion or actions. 

DAY ONE 

ISSUE: WHERE DO WE WANT THE LEAD COMMUNITIES PROJECT TO BE ONE 

YEAR FROM NOW? 

AH and SF brought to the meeting a series of expectations which might be used to 

judge the success of the first year of the Lead Communities Project. A preliminary list 

of objectives which should ideally be in some state of implementation by November 

1993 includes: 

• 

• 

• 

• 

4-6 pilot projects will be in place 

The Local Commission will be up and running and successful in engaging 

their various constituencies 

A Survey of the Community's Educators will have been completed 

The Best Practices Project will have prepared the educators and lay people 

for what might be and be a factor in the Five-Year Plan 

• The Monitoring, Evaluation, and Feedback Project will have issued three 

reports 

• A Five-Year Plan wi ll have been completed 



• Plan, staff, and implement a Communications/Networking Program within 

the community, between Lead Communities, and between the communities 

and the North American Jewish community at large. 

ISSUE: IN EACH OF THESE AREAS, WHAT ARE THE TASKS THAT WE NOW 

HAVE TO UNDERTAKE AND WHO DO WE ASSIGN THEM TO? 

ISSUE: AS WE WORK WITH THE LEAD COMMUNITIES ON EACH OF THESE 

AREAS, WHAT EXPECTATIONS DO WE HAVE FOR THE LEAD COMMUNITIES AND 

HOW CAN WE HELP THEM ACHIEVE THEM? 

DISCUSSION : 

There is a definite need for a timetable but perhaps the timeframe should be adjusted 

for each community. The question of how many first year programmatic objectives was 

left open because there is a very real possibility that this may be more than a 

community can accomplish in the space of one year, even with the high levels of 

enthusiasm and support the Project has generated. It might be more advisable to 

draw up a list of specific indicators of progress that we will not give up and those which 

we can allow the communities to hold off on for the moment. 

Discussions focused on the fact that American Jewish communities are diverse, 

complex political entities. There are certain barriers that exist within each community 

that tend to forestall getting any process moving. ONE KEY ELEMENT seems to be 

that we must first engage every single one of the constituencies in the community that 

have a stake in this Project. ANOTHER KEY ELEMENT is the need to determine what 
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is the "glue", i.e., the visions and goals of the community, that will hold all of the 

elements of the community together for the duration of the Project? 

CONCLUSION: 

It is highly unlikely, given the realities of Jewish communal organization, that we will 

be able to do everything that has been described above. Therefore, we want to make 

sure that whatever the communities do that it is within the context of what we have 

decided with them fits the particular vision for each community and that if we drop 

something, it will be in accordance with our vision of the Project and within a 

framework that we determine in advance. 

ISSUE: THERE IS A NEED FOR THE COMMUNITIES TO ENGAGE IN COMMUNITY 

BUILDING FOR THE PROJECT 

DISCUSSION : 

Considering how our communities work, how they plan, change is easiest when it is 

done in little, discrete packages that fit into the niches that are available but do not 

challenge fundamental ways of doing business. 

CIJE's role is to launch the process of change. The actual process will most likely take 

twenty years or more. Therefore the driving force for change must come from within 

the community. In terms of how we present the above projects, every effort should be 

made not to put the emphasis on the programmatic, but on the enabling. The steps 

we are suggesting should be viewed as "investments" in the future of the community 

vis-a-vis education. 
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We assume that the feasiblity of the Project is predicated on the amount of effort that 

goes into the endeavor. 

ISSUE: WE NEED TO WRITE OUT -- COMMUNITY BY COMMUNITY -- WHAT 

MAKES SOMETHING MOVE. 

ISSUE: THERE IS A NEED FOR CIJE TO CRYSTALIZE ITS ROLE IN FACILITATING 

THE INTRODUCTION OF THE PROJECT INTO THE LEAD COMMUNITIES. 

DISCUSSION: 

All communities have a powerful lay leadership. We need to approach the inner circle 

with specific projects within the Lead Communities Project that they can fund; then 

approach the second circle, and the third circle. All these levels of givers need to be 

engaged and nourished. In addition, by generating enthusiasm among the lay 

leadership we can help allay any fears of federation execs about how the success or 

failure of this Project might affect their position within the community. 

CONCLUSION: 

Our attention needs to be very focused on maybe half a dozen or so movers and 

shakers in each community. It will probably include the federation exec, two or three 

lay people who are heavily involved in the governance of the community and in giving, 

and probably one or two rabbis. If we get these people with us and involved, the rest 

will inevitably follow. 

CAUTION: We must not fall into the trap of thinking that once we have the key players 

on board, the hardest part of our work is done. A considerable amount of time and 

4 



attention should be given to "courting" other influential individuals in order to develop 

a truly community-wide base of support. Without this broad base of support we may 

not be able to move the process along quickly enough to sustain this effort. 

ISSUE: GOALS PROJECT: OUR AIM IS TO LAUNCH THIS DISCUSSION ON THE 

LOCAL LEVEL. HOW IS THIS TO BE DONE? 

DISCUSSION: 

Perhaps the best way to begin this Project is to start with the denominations and then 

build to community-wide goals, rather than the other way round. There is a tug of war 

between those whose vision for a community is essential parallel tracks of Jewish 

education, each denomination unto its own, and those who would form an overarching 

vision for the community which does full justice to the integrity and individuality of each 

denomination. 

The MEF Project is now trying to find out what, if any, goals the communities have set. 

Our role is to help the communities identify their goals and offer them resources; CIJE 

does not set the goals for them. (This is a discussion that Barry Holtz would be 

particularly well suited to get the communities going on.) 

Our resource for this project is The Educated Jew Project, which may be used to give a 

"language" to the deliberations. This is not the same as setting strategic goals. It is a 

substantive educational discussion that addresses what at the institutional level -- the 

single institution, the single principal, the single teacher -- or at the collective level -­

the denominational or communal level -- will be the evolving goals for the Jews of 

each community. This discussion will probably have little impact on the Project in the 
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beginning. However, goal-setting will be an ongoing process that will call for changes 

all the time. 

Additionally, we owe the evaluators to list specific, operational goals, as vacuous as 

they may be, that have to be agreed upon. For example, is this program committed to 

increasing the number of children who go on to high school? Is this program 

determined to test achievement in Hebrew? 

CONCLUSION: 

The Goals Project will contain two tracks: one to develop an overarching vision and 

secondly to develop a set of plausible objectives. One aim of the Lead Communities 

Project will be to sponsor an ongoing deliberation on goals in the Lead Communities. 

We might bring David Hartman, Yitz Greenberg, and Moishe Greenberg together at a 

public forum to spark the debate within the denominations of our Lead Communities. 

NOTE: No staff person has been assigned either goal 

ISSUE: FUNDING THE BEST PRACTICES PROJECT 

There are five aspects of the Best Practices Project: 

1. an examination of the theoretical underpinnings 

2. study in the field and the analysis of those examples 

3. theory of diffusion or transfer of findings into the Lead Communities 

4. Piloting of this diffusion 

5. Evaluation of the diffusion of Best Practices into the Communities 
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CONCLUSION: 

To the extent that we can offset costs that we would have to incur anyway, we should 

go after any foundation that will fund work (including projects that are indirectly re lated 

to the above) that is germaine and intrinsic to our interests. 

ISSUE: THE FIRST YEAR IS TO BE USED IN PLANNING THE FIVE-YEAR 

PROCESS SO THAT COMMUNITIES CAN HAVE SUFFICIENT TIME TO ALLOCATE 

RECOURCES TO THE PROJECT. 

Because it is unlikely that the communities wi ll have a full-fledged plan in place by 

Spring of 1993, which is when most communities do allocations, we would be asking 

them to do a kind of set-aside, i.e. , to set aside a lump sum for the Lead Communities 

activities with the understanding that those funds would be phased in as the plan is 

completed. 

Baltimore is on a course to produce a strategic plan for Jewish education by Spring of 

1993. Milwaukee may be able to produce a sketch or an outline by Spring 1993. 

Atlanta is somewhere in between; they think they have most of the plan done, but in 

fact don't. They have drawn up a restructing plan but have almost nothing on 

substance. 

ISSUE: WHAT IS THE APPROPRIATE BALANCE OF EFFORT IN THIS FIRST YEAR 

BETWEEN PLANNING AND ACTION IN THE LEAD COMMUNITIES. 
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DISCUSSION: 

The decision to go with only one pilot project could be disastrous to the Project if it 

should not turn out to be a success. It would be far better to several pilot projects to 

insure that there will be a success. While we have to be loose on dates and the 

number of things we choose to implement, we should not be loose on the kinds of 

things. We need a lot of time to discuss, interpret, and get things going. 
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CONCLUSION: 

To the extent that we can offset costs that we would have to incur anyway, we should 

go after any foundation that will fund work (including projects that are indirectly related 

to the above) that is germaine and intrinsic to our interests. 

ISSUE: COMMUNITY ALLOCATION OF RESOURCES TO THE PROJECT. 

Because it is unlikely that the communities will have a full-fledged plan in place by 

Spring of 1993, which is when most communities do allocations, we would be asking 

them to do a kind of set-aside, i.e., to set aside a lump sum for the Lead Communities 

activities with the understanding that those funds would be phased in as the plan is 

completed. 

ISSUE: WHAT IS THE APPROPRIATE BALANCE OF EFFORT IN THIS FIRST YEAR 

BETWEEN PLANNING AND ACTION IN THE LEAD COMMUNITIES. 

DISCUSSION : 

JU: Communities work on a year-to-year basis which starts around the holidays, starts 

winding down in June and not much happens in the summer. From both a planning 

and an educational point of view these time-building blocks are quite crucial in 

thinking about what is going to happen. What is the appropriate allocation of effort 

between now and the Summer of 1993 between planning and action. Between now 

and the Spring of 1993 the primary effort is on planning and the development of a five­

year plan and the start up of a Best Practice. 
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SF: No. Between now and the spring to get any community to commit itself to what a 

Lead Community is going to be like and therefore build a five-year plan is to corrupt 

the process. (However, this was one of the objectives proposed by AH earlier.) THE 

ISSUE is how do you help a community find out what it wants to do. THE QUESTION 

IS how to you begin the conversation with the community about an idea. We have an 

idea. We do not know how to translate it in the three communities. They together are 

going to teach us how to translate it; they will change the idea; we will change their 

idea of what their community is. That's the process. The planners have to accompany 

that, they cannot lead it. THE QUESTION IS what runs the process: the concept or the 

plan? The plan is just the means to the end. 

JU: But if you don't create the means, you won't have the end. 

JW: Several elements that we have identified have to coexist and at the same time we 

have to be realistic about the timeframe. I agree that the most important part of this 

work is the introduction of a new way of thinking about Jewish education; more 

important than the technical sophistication of the process. But unless that 

conversation focuses re latively quickly on "what does this mean in terms of how we 

organize our educational activities", people will become impatient and begin to lose 

interest. We have two partial visions of how to proceed. This is ultimately an 

educational process. What I would rather see us do is identify the critical things that 

have to get going in a community first without necessarily locking ourselves into what 

is going to be in place at a specific time. 

EG: We have to enable the communities to put processes in place. 
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CONCLUSION: 

We will be operating on several tracks simultaneously: first of all, we are going to try to 

infuse the community with a vision, with an emphasis on our skills in getting them to 

articulate their goals. However, we cannot depart from our original aims concerning 

the enabling processes, two of which are the development of personnel and the 

involvement of lay leaders. 

On a second track, we must get the communities doing something and pilot projects 

are a way of doing that. 

Thirdly, we must develop a plan sometime during the next nine, twelve, or eighteen 

months. The speed with which this is developed will be different in each community, 

but there needs to be a timeline. This plan will continually be modified throughout the 

process. 

SUBSEQUENT DISCUSSION INVOLVED PLANNING FOR THE MEETING WITH THE 

COMMUNITY PLANNERS ON THE FOLLOWING DAY. 
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PLANNING STRATEGY FOR COMMUNITY PLANNERS WORKSHOP 

November 19-24, 1992 

Two days of deliberations raised several important issues. Although conclusions were 

reached on many, some were left open for future consideration. In some cases, points 

were raised that may act as quideposts for further discussion or actions. 

DAY ONE 

ISSUE: WHERE DO WE WANT THE LEAD COMMUNITIES PROJECT TO BE ONE 

YEAR FROM NOW? 

AH and SF brought to the meeting a series of expectations which might be used to 

judge the success of the first year of the Lead Communities Project. A preliminary list 

of objectives which should ideally be in some state of implementation by November 

1993 includes: 

• 

• 

• 

• 

4-6 pilot projects in place 

Local Committee for the Project 

A Survey of the Community's Educators 

Best Practices Project 

Monitoring, Evaluation, and Feedback Project 

The establish\ment of a five-year plan 
A 

Communiqtions, Networking 



j_ 

DISCUSSION : 

There is a definite need for a timetable but perhaps the timeframe should be adjusted 
~ ·~ 

for each community. The question of first year programmatic objectives was left open 

because there is a very real possiblity that this may be more than a community can 

accomplish in the space of one year, even with the high levels of enthusiasm and 

support the Project has generated. It might be more advisable to draw up a list of 

sepcific indicators of progress that we will not give up and those which we can allow 

the communities to hold off on for the moment. 

Discussions focused on the fact that American Jewish communities are diverse, 

complex po lit~ entities. There are certain barriers that exist within each com unity that 

tend to forstall getting any process moving. The KEY ELEMENT seems to be that we 

must first engage every single one of the constituencies in the community that have a 
," " 

stake in this Project. Perhaps we also need to determine what is the glue that will 

hold all of the elements of the community together for the duration of the Project? 

CONCLUSION: We want to make sure that whatever the communities do that it is 

within the context of what we have decided with them fits the particular vision for each 

community and that if we drop something, it will be in accordance with a fram~ ork that 

we determine in advance. 

ISSUE: There is a need for the communities to engage in community building for the 

Project and for CIJE to crystalize its role in facilitating the introduction of the Project 

into the Lead Communities. 
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OPTION: All communities have a powerful lay leadership. We need to approach the 

inner circle with specific projects within the Lead Communities Project that they can 

fund; then approach the second circle, and the third circle. All these levels of givers 

need to be nourished. Perhaps we should draw up a list of obstacles and determine 

who will attack them by what date. 
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 
Mailing address: 163 Third Avenue #128 
Phone: (212) 532-1961 

To: File 

New York, NY 10003 
FAX: (212) 213-4078 

MEMORANDUM 

Date: November 30 , 1992 

ee f!LM 
SG-

From: Art Rotman Re: Lead Communities Planners 
Meeting November 23-24, 1992 

I asked Jon Woocher for his candid evaluation: He thought that, on the 
whole, the meetings went very well and that the planners had left feeling 
much more comfortable about their role in the community and armed with 
material they could provide to their lay people and staff. 

Monday night got off to a "rough start." Nobody knew Seymour and Annette. 
The amount of material that was presented on the slides was "overwhelming" 
and it was just too much for them to absorb under the circumstances. There 
was no opportunity, as Jon feels there should have been, for the community 
people to react to what was being said. It was difficult for them to see it in 
context. 

Tuesday went much better particularly after Steve Gelfand of Atlanta started 
off the day by saying that "we" (planners) have to take hold of the day's 
agenda and make sure it works. 

The planners reacted exceptionally favorably to Ukeles' presentation of the 
Outline of a Planning Guide. This appeared to Jon to be one of the most 
useful pieces of the meeting. They now fee l that they have a "workable game 
plan." 

Jon was struck with the positive feelings about Shulamith and her role in the 
communities. According to Jon she appears to have been particularly 
sensitive to the needs of the planners in their work in the community and they 
like her "hands on" approach. 
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If Jon were doing it over again, he would not have started with the material 
on Monday, but rather used the time to ask people what they have been 
doing and what they see as the issues and use that discussion as a basis for 
determining for Tuesday's agenda. Some of the slide material presented on 
Monday night could have been used on Tuesday, but not all of it and not in 
such detail. Jon guesses that as a result of this experience, Seymour and 
Annette now realize that working with this group of pros is quite different 
from making a presentation to a large body such as the Commisssion of lay 
people. 



COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 
Mailing address: 163 Third Avenue #128 
Phone: (212) 532-1961 

New York, NIY 10003 
FAX: (212) 213-4078 

MEMORANDUM 

TO: Participants in Lead Communities DATE: December 1, 1992 
Planners Workshop 11 /23-24/92 

FROM: Art Rotman SUBJECT: Record of Decisions 

The following is a list of decisons agreed to by participants in the planning workshop. 
A full set of minutes is being prepared. 

1. CIJE will draft a pilot projects plan for working with the Lead Communities, 
including open dates and questions for completion by Lead Communities. 

2. CIJE will provide Lead Communit ies with the following: 

A. A paper will be prepared on Best Practices which will include 
descriptions of Best Practices. It will also list steps for introducing the 
Best Practices Project to the Lead Communities within three weeks. 

B. A Planning Guide to assist communities in developing a five-year 
strategic plan and a first-year acton plan. 

C. A list of names, addresses, and telephone numbers of workshop 
particpants and other resource people. 

3. CIJE will set up a conference call for the Lead Communities and CIJE staff to 
begin planning the next steps. 

4. The three communities will work together to identify at least one common 
pilot project that each will develop in the near future. 

5. A meeting of this group, possibly to include the communities' lay leadership, 
will be planned for April 24 to coincide with the CJF Quarterly. 

6. It was proposed that one or more CIJE Board members meet with local lay 
leaders. 

7. CIJE and JESNA will prepare an inventory of current initiatives in Jewish 
education which might be of use to Lead Communities in their planning. 

8. CIJE will seriously consider the possibility of providing up to $40,000 toward 
funding a position in each Lead Community to facilitate the planning 
process .. 



DRAFT 12/1/92 

MEMO TO: 

FROM: 

DATE : 

SUBJECT: 

Participants in Lead Communities Planning Workshop 
of November 23-24, 1992 

Virginia F. Levi 

December 1, 1992 

Record of Decisions 

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

The following is a l i st of decisions agreed to by participants in the 

planning workshop. A full set of minutes is being prepared. It was the 

sense of the participants that a quick turnaround on this list would be 

helpful. 

1. CIJE will draft a pilot projects plan for working with the Lead 

Communities, including open dates and questions for completion by Lead 

Communities . 

2 . CIJE will provide Lead Communities with the following: 

a. A paper on Best Practices including actual descriptions of Best 

Practices prepared for the project. This will include steps for 

introducing the Best Practices to the Lead Communities--

within three weeks. 

b. Planning guide to assist communities in developing a five-year 

strategic plan and a first-year action plan. 

c. The three communities will work together in an effort to identify at 

least one common pilot project which can be undertaken in all three 

communities in the near future. 
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d. A meeting of this group, possibly to include lay leaders from the 

communities, will be planned for April 24, to coincide with the CJF 

Quarterly. 

e. CIJE will prepare a list of names, addresses and telephone numbers of 

participants in this workshop and other resource people. 

f. A conference call will be set up by CIJE for the Lead Communities and 

CIJE staff to begin planning next steps. 

3. It was proposed that one or more CIJE board members meet with local lay 

leaders. 

4. CIJE and JESNA will prepare an inventory of initiatives in Jewish 

educat i on currently under way which might be of use to Lead Communities 

in their planning. 

5. CIJE will consider seriously the possibility of providing up to $40 , 000 

toward funding a position in each Lead Community to facilitate the 

planning process. 



COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 
Mailing address: 163 Third Avenue #128 
Prone: (212) 532-1961 

TO: Steve Gelfand 
Marshall Levin 
Howard Neistein 

FROM: Art Rotman 

New York, NY 10003 
FAX: (212) 213-4078 

MEMORANDUM 

DATE: December 4, 1992 

SUBJECT: Meeting Notes 

This is a draft. Please make any changes you feel are warranted. 

For obvious reasons, I would appreciate your sending me your approval and/or 
suggestions by fax. 

/jc c. 51!,i 
;:fl/ 
I /t..f1 
C /f.11.ll-
fl(-/ 
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CQUNCIL FOR INITIATIVES IN JEWISH EDUCATION 
Mailing address: 163 Third Avenue #128 
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MINUTES: Lead Gommuniti~s Planning Workshop 

DATE OF MEETING: November 23 -24 , 1992 

DATE MINUTES ISSUED : 

PARTICIPANTS: 

December 1992 

"'" f' 
Lauren Azoulai, Chaim Boc:winick , Shulamich Elscer, fs~ 
Seymour Fox, St even Gelfand , Roberta Coodman, _.Annette /~ 
Hochstein , Barry Holtz , Nancy Kutle r , MarshalCJ.evin, ~ 
Daniel Marom, Ja,nes Me19r, Howard Neisc;e1n, Arthur 
Rotman, Claire Rottenberg, Julie Tammivaara , Jack 
Ukeles, Jonathon ~oocher, Shmuel Yygoda , Virginia 
Lev i (Sec' y) 

-- ---- ---- -·· .. .. ·· -·- ------------ ·---····----- -------- ---- -- ------ --------------

I. Welcome and Introductions 

The meeting opened with che introduction of participants and welcoming 

remarks by Arthur Rotman, Executive Director of CIJE. Mr. Rotman 

reviewed the agenda and not@d the importance of the Lead Communities 

i n implementing the recomrnen<4-ltions of the Commission on Jewish 

Education in North America. 

Representat ives of the three communities were then asked co provide 

brief sketches of their work in Jewish P.ducation as a context for 

further discussion . 

A. Atlanta 

Atlanta has a growing Jewish population. ln the early '80s 

Atlanta conducted a demographic study of t:he local Jewish 

community, followed by the development of a strategic plan . 

Included was a recommendation co reorganize the services of the 

Bureau of Jewish Education, reassigning functional responsibility 

to other appropriate agencies. Acla·nta has five day schools. It 
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is working with ~he CRB Foundation on the development of Israel 

experience programs , has a Commission on Jewish Continuity, and 

has recencly establ ished a J ewi~h Education Fund . 

B. Baltimore 

Baltimore has a stable Jewish population of 92 ,000 . A two -year 

planning initiative concluded in 1990 with a saries of 

recommendations including the need to increase funding for J ewish 

education (has be.en increased from 25% to 33%) and the 

establishment of a commission to look at the local Jewish 

education system, now in its third year. Outcomes i nclude a 

strategic plan for Jewish education and the establishment of a 

Fund for Jewish Education which is currently undertaking a $10 

million campaign. Day and supplenentary schools are beginning to 

work together ~o provide training for educators and to establis h a 

fund for Israe l experience progra:ns. A team of synagogue 

representatives i s working together to develop a program of Jewish 

family educat ion . 

C. Milwaukee 

With a popula t ion of 28,000, Milwaukee has four day schools in 

addition co an array of camps and pre - school opportunities. 

Twenty-five percent of the community aff:liates with the J CC. 

Community strengths include the centrality of the federation , the 

availability of scholarships for day schools and a common cost 
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for each day school, and coordination of t een programming. The 

cost of Jewish education is a central issue in a community where 

average incomes are relatively low . The community must also 

contend with a shortage of trained personnel and a 151 decline in 

campaign income over tho last t hree years . A Jewish Education 

Task Force was establish~d in July 1991 and has developed a plan 

for the revision of use of the Central Agency for Jewish 

Education. A broad-based commission on Jewish education is now 

being established. It should be noted chat for many years 

Milwaukee has taken the lead in putting Jewish education high on 

its communal agenda and funding it accordingly. 

II . Lead Communities: A Concept and its Implementation 

A. Annett e Hochstein noted that the following principles had guided 

t he work of the Commission on Jewish Education in North America: 

1. Local, continental, and inter~ational resources muse work 

together to ~u~~ur t J aYish education. 

2. Jewish education has multiple constituencies and venues. The 

Commission concluded chat the best way to approach Jewish 

education would be to focus on two necessary conditions for 

change : 

a. Personnel-· recruitment, training, benefits and placement 

to build a cadre of well - trained Jewish educators. 
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b. Community support ·· th6 need co engage cop community 

leadership in personal commitment and financ:al support 

for J ewish education . 

3. I t wil l be important to engage a community "across thE! board" 

in ics commitment co Jewish education . 

4. The best way to learn what will work is by doing it. Because 

education takes place at the local leve l, ~e must engage l ocal 

communities in the effort to improve and develop Jewish 

educat i on . This led to the concept of Lead Communities . 

5. I t was concluded tha t Jewish education must be r aised to a 

level which permits it to compete ~ich the many alternatives 

available . This can best be accomplished by bringing local 

and continental resources together, by working intensively in 

limited settings, by working through programs, and by 

constantly monitoring. evaluating , and providing feedback. 

B. The Task Ahfag 

Mrs. Hochstein suggested a list of possible ac t ions . some of which 

should be under way within the next year . This reflects the sense 

that communities wish to seo concrete signs of progress as early 

as possible . One or more of the f ollowing should be undertaken as 

t he community proceeds with the planning process . 
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l. Piloc project:s to be undertaken in personnel and community 

mobilization. In an effort to mobilize local top leaders, 

CIJE pr oposes co bring a member of its board to begin an 

ongoing dialo5ue wi th chem on the Lead Communi ties pr oj ect and 

ics educacional endeavors © 

2 . Establishment of a local commission with broad representation, 

staff support, possible subcorrmiccees or cask for ces and t he 

possibility of one or several concrete produces at the end of 

t he first year. 

3. Conduct a survey of educators co establish the cur rent: 

situation as a basis for ascertaining traini ng and s taffing 

needs. 

4 . Select one or two areas of Best Practices for early 

implementation e.g., supplementary school and early childhood, 

develop a plan and begin to work. 

5 . Proceed with the design and work of monitoring, evaluation, 

and feedback. 

6. Draft a five-year plan with t he assistance of a detailed gui de 

co be provided by ClJE. 
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This presentation concluded che evening portion of the mee t ing . The 

group reconvened on Tuasday , November 24. 

I II. Introductory Remarks 

As the morning session opened, i • uai, noted Lead Communities 

hoped co resolve the following in the near future: 

A. Believing t hat the communities can be more e ffeccive ~orking 

toge ther than on t heir own , they s eek a greeoent on common goals 

and approaches to ach i eving those goa l s . 

B. The communities need clarity on lines of corununi cation and whom to 

talk with abour various issues . 

C. \Jhile acknowledging chat the communities are "in this together," 

it was noted that not all colillll\lOi t y intere sts or needs wi l l be the 

same. It will be useful co clarify where there are common 

interests and where they diverge. 

D. It would be helpful co clari fy , unde r stand , and agree co goals and 

objectives for the planning process. 
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E. Clarity of direction will he lp workshop participants to return 

home ready co work with community leadership and move ahead. 

F. The communities need CIJE co be involved beyond the role of 

convener. They seek help with planning. content, and access co 

seed money with which co move ahead. CIJE should ease the way for 

communities to raise local tnoney. 

G. The communities seek one programmatic initiative on which all can 

agree and move forward quickly to implementation . 

These goals served as a backdrop f or the day's discussion. 

IV. Ceptral Elements 

As t he central elernents - -building t he profession and mobilizing 

community supporc --were discussed, participants were asked to consider 

pr inciples on which to proceed . 

Following discusslon , it was suggested that certain common themes 

might be seen as principles: 

A. The personnel issues cu{ across all areas of Jewish education. 

:s. There is need r ster plan. 
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C. The ro·e of resources in impacting Jewish education muse be 

D. 

considered. 

In order to have an impact, there must be broad 

the importance of u~grading personnel. 

,, If 

based buy-in to 

A /\ 

In the discussion that followed it was noted that the Lead Communities 

provide a context in which to consider these issues systematically. 

It will be important to establish criteria on which co judge the 

impact of the various opproaches. It was no tQd that the communities 

wi ll rely on CIJE for help with evaluation. It was also suggested 

that lay leaders should be involved ir\ defining the evaluation 

process. 

le was noted chac ic will be difficult to garner lay support for 

approaches that cannot be evaluated, but that funders are likely to 

support what they see as a "reasonable gamble. 11 i-li th this in mind, an 

approach co be considered would be the identification of a project 

which can be undert:aken and evaluated in the development of personnel , 

perhaps with a focus on senior personnel . 

V. The Role of CIJE 

A. Best Practices and Consultation 

Barry Holtz outlined the work he has undertaken over the past 18 

months co idencify areas for study followed by the development of 
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an inventory of Besc Practices co provide models of excellence for 

introductior. into Lead Conu.ounicie.s . 3est Practices research is 

being undertaken in the following areas : 

1. The Suoplementsry School 

This area was begun first and is nearly ready for use in the 

Lead Coremunities. A team of ex?er:s has ident~fied nine 

successful supplement ary school p.rograllls, has conducted site 

vis its , and has submitted re?orcs on these exemplary 

programs . 

2 . Early Childhood Jewish Education 

This is being looked at in the variety of settings in which 

early childhood educat ion occurs. Reports are being submitted 

on exemplary programs . 

3. The JCC 

Each Lead Community has ;:i JCC . The JCCA staff will visit each 

of the three to evaluate what is going well in Jewish 

education and where they recol'lll!lend change At thQ same time, 

outside experts will iden~ify 8 -9 JCCs ~hich are most 

effective in the area of Jewish education and J~wish 

continuity. These programs will be explored and evaluated for 

use by the Lead Communities. 
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4. Israel Experience 

~e are working with the CRB 

interesced in chi s area and has develope · r it . 

5 . Day School s 

We have begun to cake the first steps in t o this important 

area, and to develop a methodology speci f ic t o it. 

Still to do: 

6. Jewish Camping 

7. College Campus 

CIJE wi ll work closelx with 

~«,1 R*' .,'J_ 
~• ••h1 a practice from one 

A.. 

the Lead Communities to determine how 

-co 
setting a1Aa nppi, ie i~ anot her. 

It ~as noted that while the communities are engaged in the 

planni ng process , it might be useful to work coward implementati on 

of a Best Pracc1c es approach. Hol t z will have mater i als on the 

supplementary school to the Lead Communi~ w~{.~ ~ 

weeks. Following their submission. he and t...s staff will be ~ 

available to mee t with community leaders to discuss a reas of 
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interest and means of implementation. The Best Praccices might 

also be an appropriate framework for the development of a pilot 

project during the initial year. 

It was suggested that in or der to introduce the Besc Practices 

project to the communi ties, Holtz would be invited t o meee wi th 

local lay and professional leadership. 

It was suggested that another area in which colllmuni ties might be 

ready co move ahead relatively quickly is that of the Israel 

exper ience. It was noted that the GlJE has promised co oud ine 

fo r t he CltB Foundation a proposal for the Israel experience in the 

Lead Communities. 

B. Foundation Relations 

I t was reported chat GIJE is in contac t with several foundations , 

both Jewish and general, for support of work in the Lead 

Communities . In addition, CIJE staff is available co help Lead 

Communities in their approaches to local foundat i ons. I t was 

suggested that CIJE will be working with che Lead Communi ties to 

de termine how best to proceed with t heir foundation development 

wo rk. 

le wa s sugges t ed t hat there are initiatives under way i n other 

cities which might be applicable in the Lead Communities. lt was 
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proposed that JESNA prepare an inventory of such initiatives and 

make it available to the Lead Communities . 

VI, Work Plan·· Year One. 

A. Plannioi Process 

Jack Ukeles reported that a planning guide is being prepared f or 

use by the three communities. le is ttnticipateci chat the planning 

process will yield a five-year strategic plan and a specific 

action plan for the first year. 

The proposed planning proces~ includes the following seven seeps : 

1. Start-up 

formulation of a commission ; undertake to inform and 

involve stakeholders (e.g., community lay leaders, 

educators, rabbis, congregational leadership, etc .). 

2. Self-study 

inventory and profile of educational system. 

assessment of strengths and weaknesses. 

analysis of personnel. 

3. Idencificatiop of cricicAl issues 

·· community moves from the general co the specific with 

strategic choices. 
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4. Development of mission or vision scscement 

S. Define prior ities 

major strategic recommendations with priority rankings 

and sequences. 

6. Oesi&n programs 

specific programmatic interventions. 

new initiatives. 

7. Determine strategy t o deve l op resources for implementacion 

A question was raised regarding the ~nount of time the planning 

process would require and how i t might be meshed with the local 

federation allocation process . It was noted that funds can be sec 

aside for anticipated proj ec ts , making this a less significant 

issue. 

All three communities expressed concern over the need for staf f 

support of the planning process at a time when ''flat campaigns" 

and local reluctance co add co federation staff make this 

difficult. le was suggested that if the firsc request to local 

lay leadership is to fund ~~ this might impact 

negatively on the buy-in process . In light of the above, it was 

suggested that CIJE consider providing up to $40,000 per year for 

three years toward funding of a position . It was agreed that this 

proposal would be SQriously considered by CIJE. 
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B. Introducing the Pro i ect into the Communi ty 

It was sugges:ed chat che :irsc step is to dc:ine the communi t y. 

The following list of constituencies wss developed : 

1. educators and senior educators 

2. Rabbis 

3. Lay leaders - - of general conrnuni~y and i ndividual 

institutions 

4. Parents and l earners 

5 . Professionals at federa t i on and o che r relevant agencies 

6. Publics : the media and other communities 

It was noted that it ~111 be important to communicate with all of 

these groups. One way to do t his at the local level is for the 

commission process co include well -publicized open meetings at 

which anyone in the conounicy could be heard. In addition to 

making the local commission as representative as possible and 

extending involvement through task force~ , a community might wish 

co hold focus groups to encourage a stronger sense of 

involvement. 
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I c wa~ suggested that local leaders will buy in more completely 

when they see evidence of action. One successful project would go 

a long way coward accomplishing this goal. 

To help the communities ge.t up and running. CI JE will work with 

t he local communi t ies co provide the following: 

l. Core materials 

a . Best Practices papers 

b. Planning guide 

c. Timetable 

d . Press releases 

2 . Support for the planning and evaluation processes at a local 

level. 

3. Assistance in quick start-up of at l east one proj ect , 

including funding support and/ or assistance in finding that 

support . 

4. Materials for use wich f ocus groups . 

5. A list of participants in chis meeting and other s who can be 

helpful to the communities in moving forward. 
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VII. Next Steps 
' 

A. Ic was agreed chat goals and agendas =or :ucure meetings of rhis 

group will be sec jointly. In the :nterim, Shulamich Elster will 

serve as a clearinghouse for distributing materials among the Lead 

Communities and CIJE. Consideration will be given to holding a 

conference call as a follow-up to this meeting and a means of 

generating a project for early implementation. 

B. A meeting of this group, possibly to i~clude lay lQaders from the 

com.~unities . will be planned for April 24, co coincide w: th che 

CJF Quarterly in Washington, O.C 

C. It was suggE>sted that one or more CIJ E board members plan to meet 

with local lay leaders ea=l y in 1993 Perhaps a kick-off 

celebrati on might occur at the same time. 

A paper on Best Practices in supplementary schools and steps for 
is #,W 

intropucing Besc Practices to the lead Communities w-ill ba 
Srli#t;- PirP~. 

dis e:r:th1e&,0d bzf 1·e 1 1 11',a of Dtccftletr . 

VIII. Conclusion 

The meeting concluded w:th a sense of hope and expectancy for the 

future . There was the sense chat with ongoing communication and the 

shared mission of contributing co Jewish continuity for all of North 

America, the next several years should be exciting and productive. 
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Participants: 

November 23-24, 1 992 

Lead Community Planners, CIJE Staff and Consultants: 
Lauren Azoulai, Clhaim Botwinick, Shulamith Elster, Seymour Fox, 
Steven Gelfand, Roberta Goodman, Annette Hochstein. Barry Holtz, 
Nancy Kutler, Marshall Levin, Daniel Marom, James Meier, Howard 
Neistein, Arthur Rotman, Claire Rottenberg. Julie Tammivaara, Jack 
Ukeles, Jonathan ·woocher, Shmuel Wygoda, Virginia l evi 

I. The Lead Communities - Atlanta, Baltimore and M'ilwaukee 

Representatives of the three communities provided brief sketches of their work in 
Jewish education as a context for further discussion. 

A. Atlanta 

Atlanta has a growing Jewish population. In the early '80s, Atlanta conducted 
a demographic study of the local Jewish community, followed by the 
development of a strategic plan. Included was a recommendation to 
reorganize the services of the Bureau of Jewish Education, reassigning 
functional responsibility to other appropriate agencies. Atlanta has five day 
schools. It is working with the CAB Foundation on the development of Israel 
experience programs, has a Commission on Jewish Continuity, and has 
recently established a Jewish Education Fund. 

B. Baltimore 

Baltimore has a stable Jewish population of 92,000. A two-year planning 
initiative concluded in 1990 with a series of recommendations including the 
need to increase funding for Jewish education (has been increased from 25% 
to 33%} and the establishment of a commission to look at the local Jewish 
education system, now in its third year. Outcomes include a strategic plan for 
Jewish education and the establishment of a Fund for Jewish Education which 
is currently undertaking a $1 O million campaign. Day and supplementary 
schools are beginning to work together to provide training for educators and to 
establish a fund for Israel experience programs. A team of synagogue 
representatives is working together to develop a program of Jewish family 
education. 
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c. Milwaukee 

With a population of 28,000, Milwaukee has four day schools in addition to an 
array of camps and pre-school opportunities. Twenty-five percent of the 
community affiliates with the JCC. Community strengths include the centrality 
of the federation, the availability of scholarships for day schools and a 
common cost for each day school, and coordination of teen programming. 
The cost of Jewish education is a central issue in a community where average 
incomes are relatively low. The community must also contend with a shortage 
of trained personnel and a 15% decline in campaign income over the last 
three years. A Jewish Education Task Force was established in July, 1991, 
and has developed a plan for the revision o1 use of the Central Agency for 
Jewish Education. A broad-based commission on Jewish education is now 
being established. It should be noted that for many years, Milwaukee has 
taken the lead in putting Jewish education high on its communal agenda and 
funding it accordingly. 

II. Lead Communities: A Concept and its Implementation 

A. Annette Hochstein reviewed the following principles that guided the work of 
the Commission on Jewish Education in North America: 

1. Local, continental, and international resources must work together to 
support Jewish education. 

2. Jewish education has multiple constituencies and venues. The 
Commission concluded that the best way to approach Jewish education 
would be to focus on two necessary conditions for change: 

a Personnel -- recruitment, training, benefits and placement to build a 
cadre of well-trained Jewish educators. 

b. Community support -- the need to engage top community leadership in 
personal commitment and financial support for Jewish education. 

3. It will be important to engage a community "across the board" in its 
commitment to Jewish education. 

4. The best way to learn what will work is by doing it Because education 
takes place at the local level, we must engage local communities in the 
effort to improve and develop Jewish education. This led to the concept of 
Lead Communities. 

2 
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5. It was concluded that Jewish education must be raised to a level which 
permits it to compete with the many alternatives available. This can best 
be accomplished by bringing local and continental resources together, by 
working intensively in limited settings, by working through programs, and 
by constantly monitoring, evaluating, and providing feedback. 

B. The Task Ahead 

Mrs. Hochstein suggested a list of possible actions, some of which should be 
under way within the next year. This reflects the sense that communities and 
the CIJE wish to see concrete signs of progress as early as possible. One or 
more of the following should be undertaken as the community proceeds with 
the planning process. 

1. Pilot projects to be undertaken in personnel and community mobilization. 
In an effort to mobilize local top leaders, CIJE proposes to bring a member 
of its board to begin an ongoing dialogue with them on the Lead 
Communities project and its educational endeavors. 

2. Establishment of a local commission with broad representation, staff 
support, possible subcommittees or task forces and the possibility of one or 
several concrete products at the end of the first year. 

3. Conduct a survey of educators to establish the current situation as a basis 
for ascertaining training and staffing needs. 

4. Select one or two areas of Best Practices for early implementation, e.g., 
supplementary school and early childhood, develop a plan and begin to 
work. 

5. Proceed with the work of monitoring, evaluation, and feedback. 

6. Draft a five-year plan. 

7. Establish lines of communication among CIJE, the Lead Communities, and 
the continental community. 

3 
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Ill. Central Elements 

The central elements--building the profession and mobilizing community 
support--were discussed. 

A. The personnel issues cut across all areas of Jewish education. 

B. There is. need for a master plan. 

C. The role of resources in impacting Jewish education must be considered. 

D. In order to have an impact, there must be broad based "buy-in" to the 
importance of upgrading personnel. 

It was noted that the Lead Communities provide a context in which to consider 
these issues systematically. It will be important to establish criteria on which to 
judge the impact of the various approaches. It was noted that the communities 
will rely on CIJE for help with evaluation. It was also suggested that lay leaders 
should be involved in defining the evaluation process. (Refer to Gamoran paper.) 

It was noted that it will be difficult to garner lay support for approaches that cannot 
be evaluated, but that funders are likely to support what they see as a 
"reasonable gamble." With this in mind, an approach to be considered would be 
the identification of a project which can be undertaken and evaluated in the 
development of personnel, perhaps with a focus on senior personnel. 

IV. The Role of CIJE 

A. Best Practices and Consultation 

Barry Holtz outlined the work he has undertaken over the past 18 months to 
identify areas for study followed by the development of an inventory of Best 
Practices to provide models of excellence for introduction into Lead 
Communities. (Refer to Holtz paper.) Best Practices research is being 
undertaken in the following areas: 

1. The Supplementary School 

2. Early Childhood Jewish Education 

3. The JCC 

4. Israel Experience 

4 
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5. Day Schools 

6. Jewish Camping 

7. College Campus 

CIJE will work closely with the Lead Communities to determine how to 
introduce a successful practice from one setting to another. 

It was noted that while the communities are engaged in the planning process, 
it might be useful to work toward implementation of a Best Practices approach. 
Holtz and the educators working on the project will be available to meet with 
community leaders to discuss areas of interest and means of implementation. 
The Best Practices might also be an appropriate framework for the 
development of a pilot project during the initial year. 

It was suggested that in order to introduce the Best Practices project to the 
communities, Holtz would be invited to meet with local lay and professional 
leaders. 

B. Foundation Relations 

It was reported that CIJE is in contact with several foundations, both Jewish 
and general, for support of work in the Lead Communities. In addition, CIJE 
staff is available to help Lead Communities in their approaches to local 
foundations. It was suggested that CIJE will be working with the Lead 
Communities to determine how best to proceed with their foundation 
development work. 

It was suggested that there are initiatives under way in other cities which might 
be applicable in the Lead Communities. It was proposed that JESNA prepare 
an inventory of such initiatives and make it available to the Lead 
Communities. 

5 
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v. Work Plan -- Year One 

A. Plaooiog Process 

It is anticipated that the planning process will yield a five-year strategic plan 
and a specific action plan for the first year. 

B. Introducing the Project into the Community 

It was noted that it will be important to communicate with all of the following 
groups: 

1 . Educators and senior educators 

2. Rabbis 

3. Lay leaders -- of general community and individual institutions 

4. Parents and learners 

5. Professionals at federation and other relevant agencies 

6. Publics: the media and other communities 

One way to do this at the local level is for the commission process to include 
well-publicized open meetings at which anyone in the community could be 
heard. In addition to making the local commission as representative as 
possible and extending involvement through task forces, a community might 
wish to hold focus groups to encourage a stronger sense of involvement. 

It was suggested that local leaders will buy in more completely when they see 
evidence of action. One successful pilot project would go a long way toward 
accomplishing this goal. 

C IJE will work with the local communities and provide the following: 

1. Core materials 

a. Best Practices papers 

b. Planning guide 

c. Timetable 

d. Press releases 

6 
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2. Support for the planning and evaluation processes at a local level. 

3. Assistance in quick start-up of at least one project, including funding 
support and/or assistance in finding that support. 

VI. Conclusion 

The meeting concluded with a sense of hope and expectancy for the future. 
There was the sense that with ongoing communication and the shared mission of 
contributing to Jewish continuity for all of North America, the next several years 
should be exciting and productive. 

7 
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I. Welcome and Introductions 

The meeting opened with the introduction of participants and welcoming 
remarks by Arthur Rotman, Executive Director of CIJE. Mr. Rotman 
reviewed the agenda and noted the importance of the Lead Communities 
in implementing the recommendations of the Commission on Jewish 
Education in North America. 

Representatives of the three communities were then asked to provide 
brief sketches of their work in Jewish education as a context for 
further discussion. 

A. Atlanta 

Atlanta has a growing Jewish population. In the early '80s 
Atlanta conducted a demographic study of the local Jewish 
communi ty, followed by the development of a strategic plan. 
Included was a recommendation to reorganize the services of the 
Bureau of Jewish Education, reassigning functional responsibility 
to other appropriate agencies. Atlanta has five day schools. It 
is working with the CRB Foundation on the development of Israel 
experience programs, has a Commission on Jewish Continuity, and 
has recently established a Jewish Education Fund. 

B. Baltimore 

Baltimore has~ stable Jewish population of 92,000. A two-year 
planning initiative concluded in 1990 with a series of 
recommendations including the need to increase funding for Jewish 
education (has been increased from 25% to 33%) and the 
establishment of a commission to look at the local Jewish 
education system, now in its third year. Outcomes include a 
strategic plan for Jewish education and the establishment of a 
Fund for Jewish Education which is currently undertaking a $10 
million campaign. Day and supplementary schools are beginning to 
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S. It was concluded that Jewish education must be raised to a 
level which permits it to compete with the many alternatives 
available. This can best be accomplished by bringing l ocal 
and continental resources together, by working intensively in 
limited settings, by working through programs , and by 
constantly monitoring, evaluating, and providing feedback. 

B. The Task Ahead 

Mrs. Hochstein suggested a list of possible actions, some of which 
should be under way within the next year. This reflects the sense 
that communities wish to see concrete signs of progress as early 
as possible. One or more of the following should be undertaken as 
the community proceeds with the planning process . 

1. Pilot projects to be undertaken in personnel and community 
mobilization. In an effort to mobilize local top leaders, 
CIJE proposes to bring a member of its board to begin an 
ongoing dialogue with them on the Lead Communities project and 
its educational endeavors. 

2. Establishment of a local commission with broad representation, 
staff support, possible subcommittees or task forces and the 
possibility of one or several concrete products at the end of 
the first year . 

3. Conduct a survey of educators to establish the current 
situation as a basis for ascertaining training and staffing 
needs. 

4. Select one or two areas of Best Practices for early 
implementation e.g., supplementary school and early childhood, 
develop a plan and begin to work. 

5. Proceed with the design and work of monitoring, evaluation, 
and feedback. 

6. Draft a five -year plan with the assistance of a detailed guide 
to be provided by CIJE. 

7. Establish lines of communication among CIJE, the Lead 
Communities, and the continental community . 

This presentation concluded the evening portion of the meeting. The 
group reconvened on Tuesday, November 24. 

III. Introductory Remarks 

As the morning session opened, Steve Gelfand of Atlanta noted on 
behalf of the three communities that the Lead Communities hoped to 
resolve the following in the near future: 
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will rely on CIJE for help with evaluation. It was also suggested 
that lay leaders should be involved in defining the evaluation 
process. 

It was noted that it will be difficult to garner lay support for 
approaches that cannot be evaluated, but that funders are likely to 
support what they see as a "reasonable gamble." With this in mind, an 
approach to be considered would be the identification of a project 
which can be undertaken and evaluated in the development of personnel, 
perhaps with a focus on senior personnel . 

V. The Role of CIJE 

A. Best Practices and Consultation 

Barry Holtz outlined the work he has undertaken over the past 18 
months to identify areas for study followed by the development of 
an inventory of Best Practices to provide models of excellence for 
introduction into Lead Communities. Best Practices research is 
being undertaken in the following areas: 

1. The Supplementary School 

This area was begun first and is nearly ready for use in the 
Lead Communities . A team of experts has identified nine 
successful supplementary school programs, has conducted site 
visits, and has submitted reports on these exemplary 
programs. 

2. Early Childhood Jewish Education 

This is being looked at in the variety of settings in which 
early childhood education occurs. Reports are being submitted 
on exemplary programs. 

3. The JCC 

Each Lead Community has a JCC. The JCCA staff will visit each 
of the three to evaluate what is going well in Jewish 
education and where they recommend change. At the same time, 
outside experts will identify 8-9 JCCs which are most 
effective in the area of Jewish education and Jewish 
continuity. These programs will be explored and evaluated for 
use by the Lead Communities. 

4. Israel Experience 

We a re working with the CRB Foundation, which is particularly 
interested in this area and is developing an approach. 

5. Day Schools 

We have begun to take the first steps into this important 
area, and to develop -a methodology specific to it. 



Lead Communities Planning Workshop 
November 23-24, 1992 

Page 7 

The proposed planning process includes the following seven steps: 

1 . Start-up 

formulation of a commission; undertake to inform and 
involve stakeholders (e.g., community lay leaders, 
educators, rabbis, congregational leadership, etc.). 

2. Self-studv 

inventory and profile of educational system. 
assessment of strengths and weaknesses. 
analysis of personnel . 

3. Identification of critical issues 

-- community moves from the general to the specific with 
strategic choices. 

4. Development of mission or vision statement 

5. Define priorities 

major strategic recommendations with priority rankings 
and sequences. 

6. Design programs 

specific programmatic interventions. 
new initiatives. 

7. Determine strategv to develop resources for implementation 

A question was raised regarding the amount of time the planning 
process would require and how it might be meshed with the local 
federation allocation process. It was noted that funds can be set 
aside for anticipated projects , making this a less significant 
issue. 

All three communities expressed concern over the need for staff 
support of the planning process at a time when "flat campaigns" 
and local reluctance to add to federation staff make this 
difficult. It was suggested that if the first request to local 
lay leadership is to fund staff, this might impact negatively on 
the buy-in process. In light of the above, it was suggested that 
CIJE consider providing up to $40,000 per year for three years 
toward funding of a position. It was agreed that this proposal 
would be seriously considered. by CIJE. 
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4. Materials for use with focus groups . 
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5. A list of participants in this meeting and ot hers who can be 
helpful to the communities in moving forward. 

VII. Next Steps 

A. It was agreed that goals and agendas for future meetings of this 
group will be set jointly . In the interim, Shulamith Elster will 
serve as a clearinghouse for distributing materials among the Lead 
Communities and CIJE. Conside ration will be given to holding a 
conference call as a follow-up to this meeting and a means of 
generating a project for e arly implementation . 

B. A meeting of this group , poss i b l y to i nclude lay leaders from the 
communit i e s , wil l be p l anned for April 24 , t o c oincide with the 
CJF Quarterly in Wash ington, D. C. 

C. It was suggested that one or mor e CIJE board members plan to meet 
with local lay l eaders earl y in 1 993 . Perhaps a kick-off 
celebration might occur at the same time. 

D. A paper on Best Practices in supplementary schools and steps for 
introducing Best Practices to the Lead Communit ies is now being 
prepared. 

VIII. Conclusion 

The meeting concluded with a sense of hope and expectancy for the 
future. There was the sense that with ongoing communication and t he 
shared miss ion of contributing to Jewish continuity for all of North 
America, the next several years should be exci ting and productive. 
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MEMORANDUM 

TO: DATE: January 5, 1993 

FROM: 

Shmuel Wygoda 

Shulamith Els~ SUBJECT: Agenda/Materials 

1. To recap, I await your fax/call regarding the following items: 

a. Sara Lee's request 
b. April 24/25 Quarterly 
c. Atlanta's request for Claire's services 
d. Reactions to proposed materials for Advisors meeting 

2. Attached to this memorandum is an edited version-excerpts of the minutes of 
the Planners Workshop. 

3. I also propose to send the Gamoran paper which is sub-titled "A Three Year 
Outline." Since you are meeting tomorrow with Ellen, you could help me. Ask 
her to comment on the appropriateness of this paper for the group. I have 
asked her to attend the meeting and bring one of the researchers - Roberta 
would be my preference. She and I will discuss details of this when she returns 
to the U.S. 

4. The sections of Lead Communities at Work (August 12), which I want to edit and 
think appropriate are: A, B, C, D, E, F (only listing of #1-5 without text because 
these will be covered in presentations and other papers), G, and H (edited). 

5. When we speak next we can discuss how to present the update and progress 
report on Lead Communities. 

Attachments: 
Minutes of Planners Workshop: annotated 




