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COUNCIL ON INITIATIVES IN JEWISH EDUCATION 

I . Mission 

The CIJE has six basic roles to fulfil -- advocacy 
on behalf of Jewish education; initiating action on 
the specific recommendations on personnel and 
community development called for by the Commission 
on Jewish Education in North America; forging new 
connections among communities, institutions and 
foundations; establishing and acting on a new 
research agenda; helping to facilite synergism 
within the emerging foundation community; and 
energizing new financial and human resources for 
Jewish education. 

A. Advocacy 

The best lay and professional leadership of the 
Jewish community need to be attracted to the 
cause of Jewish education. Visions of what 
should and can be achieved in the 21st century 
need to be repeatedly placed before our 
communities' leadership and the wherewithal to 
do so obtained. The CIJE can provide a unique 
blend of individual and institutional advocacy 
in North America. 

B. Initiatives 

Several specific recommendations are being 
promoted by the Commission on Jewish Education 
in North America. These include the need to 
radically strengthen personnel in the field and 
deepen local community leadership's commitment 
to Jewish education. Through comprehensive 
planning programs and experimental initiatives 
in designated lead communities, CIJE will bring 
together continental institutions and other 
experts to yield breakthroughs in Jewish 
education development at the local level. 

C. Connections 

Creative people, institutions, organizations 
and foundations are all acting on new ideas in 
Jewish education. The CIJE seeks to provide a 
meeting place that will bring together: 

Funders and those with proposals for action; 

Proven ideas developed through foundation 
initiatives and communities eager to know 
what works; 
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Institutio ns that are developing new 
approaches and the personnel and resources 
to make breakthroughs possible. 

The CIJE will be a setting where funders can 
share accomplishments and possibly agree to 
join together in supporting new undertakings of 
large magnitue. 

Research 

While there are many people engaged in Jewish 
education rese arch , there still appears to be 
no coor dinated , systematic ana l ysis of what 
works in Jew i sh e d ucation. Research interests 
ha v e been understandab l y i d iosyncratic. The 
Commission on Jewi s h Education in North America 
found gapi ng holes i n what we c an say we know 
with real confidence, rather tha n relying on 
conventiona l wisdom. A comprehensive, 
multi-year research agenda n eeds to be outlined 
by t he bes t thi nkers on the c ontinent, assigned 
to the most promising talent, s upported, and 
the findings criticall y examined and 
disseminated . 

Synergism 

On e of the most exciting new developments in 
Jewish education -- one that holds great 
p r omise for the field - - is t h e serious entry 
of strong private foundat i o n s into Jewish life 
in general and Jewish education in particular. 
Thi s is an unprecedented development . The 
foundat i ons are deploying c r eat ive staffs and 
developing r e cogni zeable signatures of their 
interests and accomplishments. Recruitment, 
day schools, media, training high potential 
professionals, identifying master teachers and 
programs, and Israel experiences are just a few 
of t he inte res ts being pursued . The richness 
of foundation endeavors is a real blessing . 
Through the synergy o f coming together at the 
CIJE, foundations c ould effic iently diffuse 
their best innovat i ons throughout the lead 
communities and should they desire it even help 
each other a dvance their agenda s by cons ulting 
with each other, e xc hanging professional 
r esources, avoiding r ecreating notions, etc . 

Energize 

Thro ug h t he wo rk of the Commiss i o n on Jewi sh 
Educatio n in No r th America and the work of 
o the r en t ities, a new group of pro f essionals 
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for Jewish education has begun to be 
identified. Generally these are people who are 
experts in general education who have a n 
interest in Jewish affairs. Also, academicians 
with expertise in Judaica, the humanities, and 
social sciences want to contribute. CIJE will 
seek to identify these people and provide them 
with effective avenues to use their talents on 
behalf of the Jewish people, much the way we 
now be nefit from many of the best lay leaders 
in the business community and other 
professions. 

Further CIJE will attempt to generate new 
financial resources within local communities in 
partnership with existing resources and on a 
continental basis to back the ideas that are 
proven to work in Jewish education. 

CIJE hopes to energize new professional and 
financial resources to add to the gifted people 
already at work. Ultimately local federations, 
school supporters, congregations, and consumers 
will need to commit more resources to 
accomplish t he Jewish education agenda for the 
next century . This will not be an easy thing 
to achieve. It is hoped that CIJE will be able 
to facilitate foundations interested in 
providing a quick start to the development of 
new innovative efforts and then provide some 
longer term support . 

Method of Operation 

The CIJE will not be a big new comprehensive direct 
service provider . It isn't seeking to displace any 
existing institution o r organization. Rather, CIJE 
expects to operate with a very small core staff -
no more than 3 or 4 professionals -- and work 
through the efforts of others - - JESNA, JCCA, CJF, 
Yeshiva University, JTS, HUC-JIR, Reconstructionist 
College, Torah U Mesorah, denominational 
departments of education, Brandeis, Stanford, 
Harvard, Spertus, Boston Hebrew College, educato r 
organizations, etc. This list could go on and on! 
The need is not for a new service delivery 
mechanism but for a catalytic agent -- one that can 
convene meetings of peer organizations on the 
national scene, including denominational 
institutions and departments, communal agencies, 
foundations, and the like. 
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No existing organization plays this role today in 
Jewish education. CIJE, building upon the already 
successful engagement of these entities through the 
Commission on Jewish Education in North America, 
can play this role. The identity of all partners 
would be preserved and their missions enhanced. 
The rich diversity of foundation interests would be 
infused into the consciousness of the established 
community. 

Structure 

A simple structure to govern the CIJE is 
envisioned . 

A. Board 

B. 

C. 

Appr o xi matel y 20 t o 30 people will govern the 
CIJE . They will be d rawn from a mong the 
leaders of the fou ndation commun ity, 
c ontinental l a y l e ader s , o uts t a nding Jewish 
e d uca t o r s , a nd l e a ding Jewish academicians. 

Sen i or Policy Advis o rs 

A group o f 10 to 12 senior pol i c y advisors will 
p r ovide ongoing p r ofessional g uidance to the 
profess i onal staff a nd board o f the CIJE. They 
will be drawn f r o m the ranks of the continental 
organizations a nd institut i o ns and outstanding 
individual professionals . 

CIJE Fello ws 

Beyond the Senio r Policy Adv isors groupt the 
CIJE intends to assemble 50 or so fellows to 
provide intellectual, educational content to 
its work. These Fellows would be identified 
from among the people currently at work in 
Jewish education, and leading academicians and 
practitioners in general education, Judaica, 
humanities, and social sciences with a strong 
interest in Jewish life. In addition to 
providing ongoing advice to CIJE, the Fellows 
should be a rich resource for consultants for 
lead communities, foundation initiatives, the 
research agenda of CIJE, and the institutional 
objectives of CIJE working in concert with 
others. 
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D. Advisory Council 

At least once a year CIJE will reconvene the 
members of the Commission on Jewish Education 
in North America, augmented with other key 
figures in Jewish education. This will provide 
an opportunity to check on the progress of 
implementing the Commission's recommendations 
and provide fresh insight on new developments 
that- should be on CIJE's agenda. 

E. Staff 

8/28/90 

SHH:gc:Bl:39J 

Att. 

The staff of CIJE will consist of a chief 
professional officer (initially Stephen 
Hoffman, the Executive Vice-President of the 
Cleveland Federation); a chief educational 
officer; and a planner. Appropriate support 
staff would be in place as well. An initial 
budget is attached. 
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., MOll'altliMIHU• LEAD COMMUNITIES 

-~ of the aetivides described above for che building of 

Three .._.e model communities will be established co demon

strate what can happen when chere is an infusion of oucscanding 

personnel inco che educational system, when che importance of 

Jewish education is recognized by the community and ics lead

ership, and when the necessary funds are secured co meec addi

tional costs. 

These models, called "Lead Communicies," will provide a 

leadership function for ocher communities chroughouc North 

America. Their purpose is to serve as laboratories in which co dis

cover che educacioaal practices and policies th.ac work best. They 

will funccion as the testing p laces for "'besc praccices'' - exem

plary or excellent programs - in all fields of Jewish education. 

Each of the Lead Communities will engage in the process of 

redesigning .and improv1ng the delivery of Jewish education 

throug h a. wide array of intensive programs. 

I 
: 
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A TIME To ACT 

*1f {estior Y: E i C 

Fundamental co che success of the Lead Communities will be 

the commitment of che community and ics key stakeholders co 

chis endeavor. The commWiity muse be willing to set high edu-
' 

cacional standards, raise addiciona1 funding for education, involve 

all or most of its educadonal institudons in che program, and 

thereby become a model for the resc of the country. Because 

t~~ initiaciv.e will come from the communicy itself, chis will be: 

a "boctom-up" rather than a "cop-down" efforr. 

A n er of cities have already expressed cheir i 

these and ot ddes will be considered. T oal will be co 

offered to participate in che 

oped for the selection 

Once the Lead mmwiicies are selected, a pu · 

ade so that che Jewish community as a hole 

the program is under way. 

<is: ting :Jta;zzalw 

Lead Communities IMY h:izia:c eluit pL&gue u i y creat~ 

local planning committee consisting of che leaders of che orga

nized Jewish community, rabbis, educators, and lay leaders in all 

the organizacions involved in Jewish education. They would 

i¥CPitES a 11psc: ca ob, usu 1£Jns1isb educacios in sbeir com 

'2HAl5'P: Bss ul .... zheir-it11ai11~•, • tan P a£ 955i,a" wg..-h!l M 

develop that: addresses the specific educational needs of the 

, including recommendations for new programs. 



~ \Vbat is a Lead Community? 

In its report A Time to Act the Commission on Jewish Education in North America decided on 
the establishment of Lead Communities as a strategy for bringing about significant change and 
improvement in Jewish Education ' . A Lead Community /141t. will be."'411-an en
tire community -.AJ~tl-C..~JM-..,U at will undertake a major developm~nt and improve
ment program of its Jewish education. The program- prepared with the assistance of the 

CUE, will involve the implementation of an action plan jn the areas of building the profession 
of Jewish education, mobilizing community support and in programmatic areas such as day
schools or Israel experience programs. It will be carefully monitored and evaluated, and feed
back will be provided on an ongoing basis . 

. Each LC will prepare and undertake the implementation of a program 
most suited to meet its needs and resources, and likely to have a major impact on the sco_pe 
and quality of Jewish education provided. Each community will negotiate an agreement with 
the CUE, which will specify the programs and projects to be carried out by the community, 
their goals, anticipated outcomes, and the additional resources that will be made available. 
Terms for insuring the standards and scope of the plan will also be spelled out. .._, l@IHR1Dilt 

mW spaait, .iu eupport comm::•iti11 VEiJl n11i JI& f1011t tile CUf)r. A key element in the LC 
plan is the centrality of on-going evaluation of each p roject and of the whole plan. 

Through the LCs, the CIJE hopes to implement a large number of experiments jn diverse com
munities. Each community will make significant choices, while they are being carefully 
guided and assisted. The data collection and analysis effort will be aimed at determining which 
programs and combination of programs are more successful, and which need modification. 
The more successful programs will be offered for replication in additional communities, while 
others may be adapted or dropped. 



....,_ . -. ""-
-v, , , . ...... . . . fl . . ....... _ .. -

~ © ,:,w;i:,vJ-
~d Communities is based on the following conceptions: 

a. "••1111 @t1angE. A long tc,m p10ject ts behig UiidCttxke.-. Change will be gradual and 
~c place over a period of time. 

b. Local Initiative: The initiative ft'Jt csdllSHshhlg &is will come· from the local community. 
The plan must be locally developed and supported. The key stakeholders must be committed 
to the endeavor. A local planning mechanism (committee) will p1ay the major role in generat
ing ideas, designing programs and implementing them. With the help of the CUE, it will be 
possible for local and national forces to work together in designing and field-testing solutions 
to the problems of Jewish education. 

c. The CUE's Role: Facilitating implementation and ensuring contineotal input. The 
CDE, through its staff and consultants will make a critical contribution to the development of 
Lead Communities. ,_ 

d. Community and Personnel: Meaningful change requires that those elements most critical 
to improvement be addressed. The Commission has called these "the building blocks of 
Jewish education" or "enabling options." It decided that without community support for 
Jewish education and dealing with the shortage of qualified personnel. no systemic change is 
likely to occur. All LCs will therefore, deal with these elements. The bulk of the thinking, 
planning, and resources will go to addressing them. 

• A. 

~ 

e. Scope and Quality: In order for a LC's plan to be valid and effective, it must fulfill two 

conditions: 
1. It must be of sufficient scope to have a significant impact on the overall educational picture 

in the community. .,, . 
2. It must ensure higlt standgrds of quality through the input of experts. through planning, 

and evaluation procedures. 
f Evaluation & Feedback-Loop: Through a process of data- co~ection, and an~ysis J°i:n the 
• f- ' t · g and evaluation the community at large will be able to stu Y an ow 

Purposes o mom onn . · f -~b k-
what ro .ams or plans yield positive results. It will also permit the creation o a~~ ac 

b
p gr 1 · and evaluati'on activities and between central and local activities. ~ , 

loop etween p anmng ' and ex~/ 
E · t· The LC should be characterized by an environment of innova~i~n ~ b< 

~i:::;:::" ~ogram: '!~;1;1
1
~:t 0;!~~~~~~~:::i~:edb:;a:J{ b~:~J~ !~ criti~ 

encou.raged. As id~s ~ f y d creativity with monitoring and accountability _. 
analysis. The combination o openness an 
--~ uuMplishsd r. 10 is vital to the concept of LC. 
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4f Relationship Between the CIJE and Lead Communities 

,C: The CITE will offer the following supporl to Lead Communities! 

1. Professional guidance by its staff and consultants 

2. Bridge to continental/central resources, such as the Institutions of Higher Jewis 
)ESNA, the JCCA, CJF, the denominations, etc. 

3. Facilitation of outside funding-in particular by Foundations 

4. Assistance in recruitment of Leadership 

5. Ongoing trouble-shooting (for matters of content and of process) 

6. Monitoring, evaluation and feedback loop 

7. Communication and networking 

J. Lead Communities will commit themselves to the following elements: 

ing, 

1. To engage the majority of stakeholders, institutions and programs dealing with education in 
the planning process-across ideological and denominational points of view. 

2. To recruit outstanding leadership that will obtain the necessary resources for the implemen
tation of the plan. 

3. To plan and implement a program that includes the enabling options and that is of a scope 
and standard of quality that will ensure reasonable chance for significant change to occur. 

3. The Content: 

.. 

The core of the development program undertaken by Lead Communities rm1st include the "en:- 
bling options." These will be r,equired element in each LC program. However, communities 
will choose the programmatic areas through which they wish to address these options. 



a. Required elemena: 

1. Community Support 

Every lead Community will engage in a major effort at building community support for 
Jewish education. Thjs will range from recruiting top leadership, to affecting the climate in 
the community as regards Jewjsh education. LCs will need to introduce programs that will 
make Jewish education a high communal priority. Some of these programs will include: new 
an<I additional approaches to local fund-raising; establishing a Jewish education «lobby," inter
communal networking, developing lay-professional dialogue, setting an agenda for change; 
public relations efforts. 

2. Personnel Development: 

The community must be willing to implement a plan for recruiting, training, and generally 
building the profession of Jewish education. The plan will affect all elements of Jewish educa
tion in the community: formal; informal; pre-service; in-service; teachers; principals; rabbis; 
vocational; a-vocational. It will include developing a feeder system for recruitment; using pre
viously underutilized human resources. Sa1aries and benefits must be improved; new career 
paths developed, empowennent and networ)cjng of educators addressed. The CITE will recom
mend the elements of such a program and assist in the planning and implementation as re
quested. 

b. Program areas 

Enabling options are applied in programmatic areas. For example, when we train principals, it 
is for the purpose of bringing about improvement in schools. When supplementary school 
teachers participate in an in-service training program, the school should benefit '.Rw HnJc @& 

, . . . . .. 

It"i! tt.e,en,e pH,H-.that h lead community elect, as arenas for the implementation of 
enabling options, those program areas most suit to local needs and conditions. These could 
include a variety of formal and informal settings from day-schools, to summer camps, to 
adult education programs or Israel experience pr..,ttT""ms. 

• 

c. The Role of the CIJE 

The CDE W'i1. t"'ffl~~ be prepared with suggestions as to how LC's should work in program 
areas. iths: 1 fi,N 
The CUE will provide LCs with information and guidance regarding "best practices" (see 
&1pu1te p1f11•n .. best practices"). For example, when a community chooses to undertake an 
ln-ser.vice training program for its supplementary school or JCC staff, it will be offere.d 
several models of successful training programs. The community will be offered the rationale 
behind the success of those programs. They will then be able to either replicate, make use of, 
or develop their own programs, in accordance with the standards of quality set by those 
mMP.1~ • 

** TOTAL PAGE. 18 ~* 
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CIJE MISSION STATEMENT 

A. The Council for Initiatives in Jewish Education (CIJE) was 

created by the commission on Jewish Education in North America 

with a highly focussed mission that incorporates three major 

tasks: Building the profession of Jewish Education; 

Mobilizing Community Leadership for Jewish education and 

Jewish continuity; developing a Research Agenda while at the 

same time securing funding for Jewish education research . 

or 

B. The Council for Initiatives in Jewish Education (CIJE) is a 

national organization created to provide the North American 

Jewish community with a planful strategic design for systemic 

change of Jewish education through building the profession of 

Jewish education, mobilizing continental leadership and 

developing a meaningful research program. 

The mission is to be implemented through the work of the 

following committees: 

a) 

b) 

c) 

d) 

Building the Profession - Mission 

Community Development - Mission 

Content and Program - Mission. 

Research and Monitoring - Mission. 



( ... 

CIJE operates through local communities, from its lead 

communities to all communities who wish to commit themselves 

to meaningful systemic change . At the continental level CIJE 

also engages the denominational training institutions and 

other Jewish and general centers of excellence to provide 

expert support in its projects. A continental strategy for 

change also includes helping outstanding institutions build 

the capacity for new initiatives in recruitment and training 

of formal and informal educators and in providing that expert 

support to local communities. 

CIJE also sees its mission as helping generate community-based 

and continental lay "champions" for Jewish education who will 

lead the process of radically elevating the priority of Jewish 

education and its support in the North American Jewish 

community. 

One task of CIJE as an intermediary is to facilitate the 

success of the service delivering institutions. We cause 

outcomes to occur through advocacy, research, forcing 

initiatives, energizing, and synergizing. Our outcomes relate 

to how the service delivering institutions behave. 



T}{E COUNClL FOR INITIATIVES IN JEWISH EDUCATION (CIJE) is a 
continental o rganization created to provide the North 
American Jewish community with a planful strategic design 
for sys temic change of Jewish e ducation through building the 
profession of Jewish education, mobilizing continental 
leadership for Jewish education and developing a meaningful ~ 
research program. 

CIJE is a hothouse for developi ng and then d i sseminating 
state-of - t he-art innovation for Jewish education and Jewish 
continuity in North America . 

CIJE develops, tests, monitors and disseminates new models 
and appr oaches to personnel development and communi ty 
o rganization f or both formal and informal Jewish education. 

CIJE e ngages in specific content areas which undergird all 
Jewish education - an example is the Goals Pr oject which 
will help community leadership to develop and think through 
institutional and community visions of Jewish education . 
The Best Practices project d ocuments outstanding practice 
t hroughout North American Jewish education (supplementary 
schools , day schools, JCC's, camping, early childhood , etc.) 
as a basis f or developing new models for upgrading and 
J.-ovito.lici.ng ins::t j t-11~ i rms; at the l ocal level. The 
Monitoring, Evaluation and Feedback project has created, 1n 
three communities , a paradigm for formative and summative 
evaluation o f Jewish educational intervention in a 
c ommunity . The Personnel Project has produced a design f o r 
a community-wide personnel project which moves f r om research 
(a diagnostic p rofile of a community's educators} through 
policy analysis to a comprehensive action plan for improving 
Jewish educational personnel in a community. 

CIJE works with local communities, from three select ed l ead 
communities to additional communities who wish to commit 
themsel ves to meaningful systemic change . At the 
continental level CIJE will engage the denominational 
trainin g institutions and other Jewish and general centers 
of excellence to provide expert support i n its projects. A 
continental s trategy for change also includes helping 
selected existing institutions build the capacity f o r new 
initiatives in recruitment and training of f o rmal and 
i nformal educators and in providing that expert support to 
local communities. 

CIJE sees its mission as helping generate community-based 
and continental lay "champions" for Jewish educ ation who 
will l ead the process of radically elevating the priority of 
Jewish edu cation and its support in the North American 
Jewish community _ 



) CIJE: A Catalyst for Change 

Launched in 1990, t he Council for Initiatives i n Jewish Education (CIJE) is an 

independent organization dedicated to the revitalization of Jewish education 

across North America through comprehensive, systemic reform . through 

strategic planning and the management of change, CIJE initiates reform by 

working i n partnership with individual communities, local federations, 

continental organizations, denominational movements, foundat ions, and 

educational institutions. CIJE focuses on critical educational issues which 

will ultimately impact on the future of Jewish life, for Jewish education is a 

cornerstone of meaningful Jewish continuity. 
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Here's a slightly revised draft of what I sent you last week 
- along with a section that speaks to how having the kind of 
vision I describe would be helpful to us in our work . This new 
section responds to the concern that the described features of 
Emerald city are too "apple pie- ish " to offer any real guidance. 
If it's helpful to do so, please feel free to distribute this 
piece in- house to stimulate conversation . 

I hope Labor Day weekend was enjoyable. Talk to you soon . 
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CONTEXTUALIZING AND DEFINING THE EMERALD CITY CHALLENGE 

Introduction. CIJE does not exist as an end- in- itself; it is 
an instrument in the service of a larger purpose, one that we 
have identified, roughly, as the revitalization of the American 
Jewish community . CIJE's role needs to be defined relative to 
this challenge, and there are at least two - not mutually 
exclusive - ways of approaching it. One of them avoids the 
larger question of what a revitalized Jewish community would l ook 
like, and instead asks the question : What critical preconditions 
will need to be in place if we are to make progress towards 
defining and achieving any credible vision of a revitalized 
community? The second is to ask a perhaps harder question: "What 
would a revitalized Jewish community look like -- and what role 
would be appropriate to an organization like CIJE in making 
progress in this direction?" Note that this second question is 
not intended to elicit a prediction of what the future will look 
like; it invites reflection on the question, "What should the 
Jewish community of the future look like? What kind of a Jewish 
community should we be trying to bring into being? " 

Historically , CIJE has primarily elected the first of these 
routes. In encouraging community mobilization, the upgrading of 
personnel, attention to Jewish content, and a strong emphasis on 
research and evaluation, CIJE has in effect said: "Even without 
knowing what the contours of a revitalized Jewish community will 
look like, we are confident t hat we will make progress towards 
its f ormulation and achievement if we systematically nurture 
these precondit ions." 

As I understand it, what is now being suggested is not an 
abandonment of this route but complementing it with the second 
that is, with an attempt to formulate the challenges of Jewish 
education and CIJE's work with attention to what a revitali zed 
Jewish community (what KB has called "Emerald City ") might look 
like. The guiding hope is that clarity concerning the contours of 
Emerald City (and the role that education will play both in 
Emerald City and in moving us there ) will give CIJE a stronger 
basis than it now has for making basic strategic and policy 
decisions decisions concerning what needs to be done and what 
role CIJE is to play in the doing. 

A likely objection to the attempt to characterize Emerald 
City runs like this : either this effort will produce a kind of 
"Motherhood and Apple Pie" vision that will not afford us any 
real guidance ; or it will produce a richly substantive visio n 
which will prove destructively controversial . The hypothesis 
informing the current effort is that we may be able to avoid both 
these alternatives --that it will prove possible to say something 
meaningful about the future we hope to bring into being that will 
not be wildly controversial but will be rich and concrete enough 
to offer us real guidance in thinking about CIJE 's challenges. 
It is this hypothesis that has given rise to the initial sketch 
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of Emerald City found below. 
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In presenting this sketch, it is important to note that the 
elements of Emerald City that are described do not reflect a 
systematic approach to the problem. Rather, the Emerald city I 
describe reflects intuitively compelling ideas that readily came 
to mind when I undertook the Emerald city challenge . Whether 
this lack of system is a serious drawback is s omething we may 
want to discuss, but it should in any case be noted. 

Characterising llmera1d City. Emerald City is a community in 
which American Jews exhibit rich diversity in Jewish out1ook, in 
sensibi1ity, and in the ways they express themselves as Jews . But 
cutting across these differences are a number of similarities : 

1. Engagement and authenticity 

Jews are engaged in Jewish life, and this engagement i s 
primarily through activities which are compelling to 
the m as human beings (intellectually, morally, 
s piritually, and/or culturally). Some of their basic 
human needs will be addressed through Jewish channels . 

2. Cultural literacy 

Jews are at a high state of Jewish cultural literacy, 
and this literacy informs their understandings and 
self-understandings, including their understanding of 
their own activities . 

3. Learning 

Across the life- cycle, Jews are engaged in significant 
forms of Jewish learning. 

4 . Tolerance , working together, caring for one another 

Different though they be , the sub- groups making up 
Emerald City will not only be tolerant of one another, 
they will also be able and willing to work together to 
maintain the community that allows them all to thrive 
and on other matters of shared concern. The suffering 
or problems of any one group will be a matter of 
concern for the others. 

5 . Relationship to Israel 

Jews in Emerald City will feel a special connection, 
defined differently perhaps in different sub-groups, to 
the land of Israel. 

6 . Relationship to Jews world-wide 



FrCXD: Daniel Pekarsky at @ 608-233-4044 e 09-02-96 10:38 PaJ 
[9 005 of 007 

J ews i n Emera l d c i t y will feel a spec i a l connec t ion to , 
and respo nsibilities for, Jews world- wide . 

7 . Relationship to America 

J ews in Emerald c i ty will feel that they are loyal , 
c o ntribut i ng members to Americ a n s ociet y. The y 
reco gnize t he ways in which America makes possible 
their rich e x i s t e nce a s J ews, and they believe t hat 
t heir acti vities and sensibilities as Jews enrich thei r 
c o ntri buti on t o Ameri ca . 

8 . Moral pass ion 

Jews in Emerald c ity wi ll s hare the belief t hat 
inj ustice and human suffering a r e matters to wh i ch Jews 
must respond, and their conduct will bear witness to 
this belie f . 

9 . Support for the e nabling social structure 

The J ews o f Emerald city recognize and appreciat e t he 
critical role that communal policies and instit utio n s 
(yet t o be characterized] play in making possible thei r 
rewarding Jewis h life, and they contribute in f inanc ial 
a nd non-financial ways to the support of this social 
s t ructure . 

10 . Support for education. 

As an aspect of 19, r e cognizing the critical role of 
J ewish education both as a resource for maintai ning the 
kind of community just described and as an i nherentl y 
valuable part of Jewish life, the Jews of Emerald City 
i nvest substantial financial and non- financial 
resources in ens uring that their educational 
institutions are of the highest quality , 

Bducation in Bmerald City (to be filled in]. 

How, if at all , will this vis ion of Bmera ld City illuminate 
our work? Does it get us anywhe re? To put a major concern 
allud e d t o earlier cras sly , i s the 1 - 10 l i st that is summarized 
a bove too much i n t he "Motherhood a nd apple pie" genre t o o ffer 
us rich guidance? For pu rpo ses o f d i s cussio n, I will make the 
case - which I'm coming to think is pretty strong - that it does 
help us alo ng. 
Here are s ome pert i ne n t point s. 



Frcm: Daniel Pekarsky at Iii 608-233-4044 ~ 09-02-96 10:39 IXD 
1:9 006 of 007 

First, the commitment to pluralism, while not surprising or 
controversial, carries significant implications for Jewish life 
and for Jewish education . The character of t hese implications 
becomes increasingly clear when viewed through the lens of the 
kinds of assumptions articulated in ts 1- 10 (to which I now 
turn ) . 

Second, far from being "motherhood and apple pie", I would 
conjecture that some of the points summarized in ts 1 - 10 could 
prove controversial in some quarters. For example, there are 
sub-groups in the American Jewish community who do not view 
Israel as central to Jewish life and who might well object to the 
notion that the sense of Israel's importance be written into our 
understanding of Emerald city. To this extent, asserting 
Israel's importance is by no means trivial, even if not wildly 
c o ntroversial . 

The third point is that the points summarized in 1 - 10 do, 
if taken seriously and used appropriately, carry significant 
educational implications . For example : 

#1 - engagement ~nd ~uthenticity. Taken seriously, this carries 
major implications for the conduct of Jewish education . Not just 
the content of Jewish education, but the process of education, 
and the organization of educational envir onments are answerable 
to this decisively important criterion: is it reasonable to 
expect that those educated in the way we are proposing will grow 
into Jews who participate whole-heartedly and enthusiastically in 
one or more arenas of Jewish life? Thoughtful and honest 
attention to this criterion will decisively influence what we do 
as educators . 

#2 - cultural l iter~cy. The insis tence on what I am describing as 
cultural literacy also carries powerful educational 
implications . Whatever its form and orientation, Jewish 
education will be much more content-rich than it is today, and 
its graduates will know and understand a great deal more than 
they now do. Equally important, educational planners and 
educators will be mindful that the Jewish content thought central 
to education enter into the student's experience in ways that 
seriously honor the desiderata identified in the other criteria. 
Thus, literacy bought at the price of engagement will be 
unacceptable, and literacy that is disconnected from the way 
those being educated experience themselves and the world will not 
be worth very much . 

#5 - relationship to I srael. Taken in conjunction with some of 
the other points on the list, ts carries significant educational 
implications . For example, i2 and ts together suggest that the 
attachment to Israel be seriously grounded in Jewish ideas 
concerning the significance of Israel in the life of the Jewish 
PeopleJ and ts and 17 together suggest that the tie to Israel not 
be grounded in hostility to American s ociety . 
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Xn any e vent , my suggestion is that, some such list as this may 
well prove helpful to us in thinking about what the content, the 
process, and the social organization of Jewish education should 
be . There are, moreover, at least two ways in which this kind 
of list could offer even more guidance, a) at the risk of greater 
controversiality, by making the items more specific than they 
are, orb) by narrowing the list to, say, 3 or 4 items that we 
come to view as of over- riding importance. 
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FROM: Karen Barth, 104440,2474 
TO: Nessa Rapoport, 74671 ,3370 
CC: Sarah Feinberg, 74043,423 
DATE: 9/2/96 11 :36 PM 

Re: VISION 

A DRAFT STATEMENT OF CIJE'S VISION FOR THE NORTH AMERICAN JEWISH 
COMMUNITY 

Our work at CIJE should be informed by and focused on bringing about the following type of 
Jewish Community in the year 2020, when the children of today are bring up their own 
families: 

1. The North American Jewish community will be a community of diverse sub-communities 
loosely held together by a shared heritage and a set of shared, high-level values (e.g. the 
importance of tzedakah, the value of learning). These sub-communities might be synagogues, 
chaverot, JCC's, camps, communities of families organized around a day school, Rosh 
Hodesh groups, internet chat groups or other types of groups not even yet envisioned. The 
majority of individual Jews will identify as Jewish through their membership and involvement in 
one or more of these sub-communities. Their involvement in these sub-communities will not 
be a sideline to their lives but rather will be a focal point around which their lives revolve, with 
the members of their sub-community serving almost as an extended family. 

2. These sub-communities will be built around one or more activities. Most often they will focus 
on either learning, prayer or good deeds, or a combination of all three, but there will be 
sub-communities focused on other activities as well, such as music, art, language, politics, 
women's issues, child-rearing, aging, etc .. Regardless of their primary focus, these 
sub-communities will be learning communities The study of Jewish texts, both modern and 
ancient will inform their activities and permeate their culture. They will also be imbued with a 
sense of moral purpose that will make it clear to all participants that this is more than just a 
social club. 

3. There will be tremendous diversity of opinion, practice, lifestyle and language among North 
American Jews. Some Jews will be living solidly in the world of modern America; others will 
live more insular lives within their Jewish communities. Some will be committed Americans; 
others will be just living in America. Some will feel a real love for Israel; others will not. Some 
will be committed to a Halachic lifestyle; others will believe that this unimportant. There will be 
(as there is today) much debate and hard feelings between groups, yet the sense of cohesive 
and mutual dependency will be stronger than it is today. 

4. Jewish life within these sub-communities will be vibrant and alive and charged with meaning 
for its participants. Some Jews will connnect on a spiritual level, others on an intellectual level, 
others on a cultural level, still othere on a social/communal level, but regardless of the type of 
connection, the feeling of connectedness will be deep and powerful for a large number of 
participants. 

5. The majority of Jews will have a sense of commitment and obligation both to the wider 
Jewish community and to the sub-communities to which they belong. This commitment will 
result in a much higher level of financial support than exists today as well as much greater 
levels of personal participation and volunteerism. 



HOW THIS TYPE OF VISION WOULD INFORM OUR WORK: 

This would lead us to focus on the following issues: 

How do we ensure that the right type of professional and lay leaders are trained to create and 
sustain these vibrant sub-communities? 

What kind of Jewish education of "the masses" of Jews would lead them to recognize the 
value of membership in such sub-communities? 

How can Jewish education at all levels and in all setting encourage people to believe in the 
concept of "one people,' and to maintain the community-wide connections. 

How can a sense of obligation and commitment be instilled in the generation being brought up 
today? 

What support mechanisms at a community-wide level need to be in place to help create and 
sustain these vibrant sub-communities? 
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As I mentioned to you over the phone, because I didn't have 
the hard copy in front of me, it was hard to react to the draft 
the group was looking at the other day . Though I now do have the 
hard copy, it is probably an out- of- date hard copy (since you 
indicated that you were making revisions based on the staff's 
comments . Nonetheless, I'll offer some comments based on what is 
before me . I won't repeat some of the things said at the meeting 
(concerning, for example, helpful ways of organizing different 
themes) , but will focus instead on t hemes wh ich may not have been 
emphasized . In the course of reacting to the draft, I 'll try to 
take note of certain t hemes that were prominent in some of t he 
interviews I was part of which were not strongly reflected in the 
draft . I hope this proves helpful . 

SOME LARGER QUESTIONS 

My largest question pertains to "the Jewishness " of the 
vis i on for North America that is being proposed . It seems to me 
that we've constructed a vision of the future out of an array of 
intuitions -- but that we have yet to go the next step, which 
consists in fleshing out the assumptions and conceptions that 
underlie these intuitions . In the effort to encourage this 
effort, I'm proposing questions like those spelled out below. 
Note that the questions point in t wo different but inter- related 
directions : a) what conceptions or ideas underlie the vision we 
are proposing? b) going in the other direction, is it possible to 
be more specific concerning the meaning and implications of some 
of the ideas that are being proposed? Here are the kinds of 
questions I have i n mind : 

1 . What's our basis for declaring that the future state- of
affairs you describe represents "a thriving Jewish community" or 
"an optimal Jewish future"? What are the cr:-iteria we're using to 
judge this state-of-affairs to be desirable? Is it a judgment 
driven by market- considerations , by a desire to do justice to the 
varied opinions of people whom we respect (including ourselves), 
or by something else? More generally, is our judgment grounded 
in any underlying and coherent Jewish perspective concerning what 
a thriving Jewish community looks like? Put somewhat 
differently, what does our conception of a thriving Jewish 
community say about our understanding of Judaism? 

2 . Somewhat more specifically (but in the same general vein), 
what is our basis for saying that in the Jewish community of our 
dreams , "moral passion" "social action," "learning", "Israel", 
etc . , wil l have a prominent place? I am in no way challenging 
these elements, but I would like to better understand their 
source -- and it is possible that better understanding their 
source will help us in translating these commitments into more 
practical CIJE emphases and priorities . 
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3 . On the subject of Jewish pluralism, in addition to clarifying 
the foundation of our commitment to it, it might be helpful to 
say somewhat more concerning a) what is shared across groups 
(practices, beliefs, knowledge, attitudes , etc . ), and b) the 
limits of our pluralism, i.e. , what are the limits of membership 
in the community? who is the community not willing to invest in 
and support, or to endorse as "a living Jewish option" for 
members? 

4 . In a similar vein, we might want to say more about "the 
active, mutual relationship with Israel ", and what Jewish beliefs 
underlie our understanding of this relationship? 

OTHER REACTIONS TO THE DRAFT THAT I SAW 

1. In describing "vision- driven institutions, I might change the 
phrase "vision of what is an e ducated Jew" to the following : 
"vision of Judaism is about and what is an educated Jew." 

2 . In speaking of quality adult learning, I'm not sure I would 
commit to congregations and JCCs as the primary vehicles . To put 
it differently, if we do commit to this notion , t hat carries real 
implications? Note also that in some communities, like Boston 
and Cleveland, College s of Jewish Studies play an important role 
i n delivering quality adult education . 

3 . Under the "two high quantity opt ions for children": 

a) should this say "quality " rather than "quantity " ? 

b) I might have titled th~ section "Heart- and- mind engaging 
educational options for all children" rather than referring to 
the two tracks. The two tracks represent e xamples of what we 
want , but not necessarily the only options . This would allow us 
room to look for other kinds of options . 

c) As someone s aid at t he meeting the o ther day, I 'm concerned 
about assuming that " informal educational options " go exc lusively 
with the non- Day School track . 

d) though I often forget mysel f and use the term, I personally am 
uncomfortable with the baggage carried by the term " supplemental 
school", am more comfortable with the phrase "congregational 
school." 

4. Under " state- o f - the- art methods of teaching and learning, I 
would include the phrase "Informed by powerful Jewish ideas ". 
This would guard against the misunderstanding the method and 
content are divorceable. 

5 . As someone said at the meeting last week, the formulation of 
the vision doesn't make room for or indicate an hospitabili ty to 
new kinds of institutional forms (for, say, education or 
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Certain themes came up in some of the interviews I was 
involved in that are not represented here, I am not suggesting 
that they necessarily should be, but I would like at least to 
take note of their appearance i n the interviews . 

1. Spirituality 

There were references , especially in Art Green's article and 
comments , to the need to emphasize "spirituality" in Jewish life . 
In a transformed Jewish landscape, there will new kinds of 
Jewishly sponsored religious practices that facilitate spiritual 
experiences for Jews : American Jews will also be comfortable with 
new , more congenial metaphors than are now available to most for 
understanding their spiritual experience . 

2. A grass-roots-sensitive community 

Art Green , Joe Riemer, and Jonothan Sarna in his article (is 
it a coincidence they're all from Brandeis?) all took note of the 
fact that some of the riches developments in Jewish life have 
bubbled up from the grass-roots rather than coming " downwards" 
from the organized Jewish community. Examples include the 
Chavurah movement, the Rosh Chodesh groups, etc . They all 
implied that a vibrant Jewish community is one that is carefully 
listening to needs, desires and ideas that bubble up from the 
grassroots and that is flexible enough to adapt to these 
tendencies . Thia is to be contrasted with a communal pattern 
that offers people "take it or leave it options" which do not try 
to respond to their design of their own lives. 

3. Welcoming and a ddressing the needs o f marginalized groups 

Especially strong in Joe Riemer's comments was the 
desirability of being more welcoming and/or, in the best sense, 
exploiting the possible contributions of groups that have often 
been marginalized -- for example, gays and lesbians , Jews by 
choice, Russian and other immigrants, women, retirees, and inter
married families . It is not just, Riemer suggested , that we 
should be meeting their needs and be welcoming, but also that 
some of these groups have the potential to profoundly enrich 
Jewish life (if given appropriate opportunities) . 

4. Secular Jews 

Especially prominent in Scheffler's comments (and also in an 
essay by Walzer which I'll show you) is the belief that the 
community needs to be more responsive to groups that designate 
themselves as secular . Both suggested the need to find 
meaningful ways to engage them in Jewish intellectual and 
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cultural life that go beyond lox- and- bagel/ethnic self- interest 
Jewish identification. 

5. New communal/educational form8 

A number of interviewees referred to new kinds of 
institutions/practices that seemed to them promising . Here is a 
list of some of the ideas proposed: 

6. 

a) Virtual Universities. 

David Gordis emphasized the potentialities of new 
electronic media (email and video- conferencing) to 
allow for new educational forms unavailable in the 
past . 

b) New forms of informal education. 

In particular, Joe Riemer mentioned the possibility of 
"pilgrimage "-like programs that go beyond traditional 
Israel- programs. A "pilgrimage" might be to "Ellis 
Island" or to other sites and individuals that have 
been carefully developed to exploit their educational 
potentialities . 

Riemer also mentioned as a model Boston's "Kesher
program" -- an after- school program for Boston public 
school children that is more camp- like than school
like . 

c) New forms of rel~~ious life. 

Art Green mentioned meditation groups, silent retreats, 
Friday night services situated in nature and in 
silence . He also pointed as a mode l to Synagogues that 
house a variety of minyans which interact in varied 

;Jt~Yv>~ f{vt~ ~~_s 
Scheffler and Gordis both emphasized the need for an 

expanded understanding of "texts" to include "the arts " as 
vehicles for Jewish education . "The arts " here i nclude drama, 
literature , dance, film , the plastic arts, etc . 

That's it for now. I hope this proves helpful . 

'1 • 
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DRAFT VISION FOR OUTCOMES IN THE NORTH AMERICAN JEWISH COMMUNITY 

1. Centrality of Learning/Knowledge Jewish learning broadly defined(~. including arts, history, meditation as well as traditional types of 
learning) is central to the life of North American Jews. There is a recognized minimum level of 
knowledge and skills that most Jews achieve and a substantial group that achieves much higher 
levels. 

2. Jewish Identity Being Jewish is at the heart of the self-image of most Jews. 

3. Moral Passion Moral passion and a commitment to repairing the world is recognized as being at the heart of what it 
means to be Jewish. 

4. Jewish Values Jews and the organized Jewish Community are actively involved in bringing Jewish values to bear on 
their own lives and on the problems of the wider society. 

5. Pluralism Many different ways exist of being and living as a committed Jew but there is a recognized core 
common "language" and an atmosphere of mutual respect. 

6. Involvement/Commitment Most Jews are deeply involved in one or more organizations that engage in learning, community 
work, culturall activities, prayer and/or other Jewish activities and that are central to their identities. 
These communities serve almost as extended families. 

7. Intensity/Energy There is a feeling of energy in these organizations and an intensity of involvement. These 
organizations engage the heart and mind. 

8. Relationship with Israel There is an strong, active, positive, mutual relationship with Israel. 

9. Leadership There is a large, talented group of lay and professional leaders driving continuous improvement and 
innovation in all aspects of Jewish Life. 

10. Continuous Renewal There is an ongoing process of continuous innovation and change and a built-in culture of creativity 
that drives this process. 



THE SYSTEM OF JEWISH EDUCATION - DRAFT VISION 

Institutions 

• A multiplicity of high-quality institutions provide life-long learning opportunities. These include synagogues, day schools, supplementary 
schools, JCC' s, camps, youth groups, Israel trips, Universities, early childhood programs and possibly other new institutional forms that do 
not exist today. Also much learning takes place outside of formal institutions(~, within the family) and there are programs that support 
these informal learning institutions. 

• Institutions within the system are driven by their own clear vision of what Judaism is abqut and of what is an educated Jew. Every aspect 
of their design is geared to support this vision. 

Community support 

• The community strongly supports education, providing access to high-quality formal and informal Jewish educational experiences for all 
children and adults regardless of their financial situation or where they live. The community provides support to existing educational 
institutions in their continuous effort to refine their goals and improve the quality of the educational services they provide. It also funds the 
development of new institutional forms. 

Lay leadership 

• There is a substantial, highly talented group of senior lay leaders who are committed to working on the continuous development and 
improvement of the system of Jewish education in their own communities and across North America. There is a much larger group of 
more junior lay leaders who are committed to supporting individual educational institutions. There is an accepted cultural norm among lay 
leadership that education is a critical area of communal focus. 



Professionals 

• The profession of Jewish education is a high-status occupation with compensation and benefits competitive with other professional fields. 
It attracts many of the best and brightest. 

• There is a group of committed, senior professional educators of the caliber of leaders in medicine, law, business and academia in the most 
important senior-level positions. 

• There are mid-level professionals in key positions throughout the system including principals, central agency personnel, teacher educators 
and field evaluators who are Jewishly committed, Jewishly literate and well-trained in the relevant areas of educational theory and practice 
from the field of General Education. 

• Teachers are well-qualified Jewishly and in the field of General Education and are continuously updating their skills. 

• Rabbis have the skills and training to be dynamic, inspiring spiritual leaders and teachers, and they view education as central to their 
mISSlOn. 

Content 

• Jewish educational content is different in every educational setting but there is an evolving understanding of a core knowledge base that is 
crucial to basic Jewish literacy. The Jewish community is struggling both formally and informally to define and redefine this knowledge 
base. 

• There are multiple connection points each with their own types of content. These might include spiritual/meditative learning, the arts, 
Yiddish language and culture, historical learning as well as more traditional types of text study. 

• The content of Jewish learning is relevant and infused with meaning for those who participate. It is based in tradition but is presented in 
such a way that it captures the hearts and minds of those who engage with it at any age. 



Continuous improvement/innovation 

• Jewish education uses state-of-the-art teaching methodologies from general education as well as methods from the Jewish tradition. There 
is active ongoing development of new materials, curricula, programs and institutional forms. New technologies (~, CD ROM, Internet) 
are integrated into the Jewish system of education. 
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id WAA12313; Mon, 10 Mar 1997 22: 03: 10 -0600 
From: "Dan Pekarsky" <peka rsky@ma i l.soemadi son .wisc .edu> 
Reply-To: pekarsky@mail.soemadi son .wisc. edu 
To: 73321 . 1217@compuserve .com, 7332l .1220@compuserve . com , 

73321.1221@compuse rve . com, 74671 . 3370@compuse rve .com, 
73321 . 1217@compuserve.com, 73321.1220@compuserve.com, 
73321 . 1221@compuse rve .com, 74671 .3370@compuserve.com, 
104440.2474@compuse rve.com 

CC: Pekarsky@mail.soemadi son.wisc. edu 
Date: Mon, 10 Mar 1997 18: 11 :00 - 600 
Subject: Strategic Plan 
X-Gateway: iGate, (WP Office) vers 4.04m - 1032 
MIME-Version: 1.0 
Message- Id: <3324D934 . 2C24 .021C.000@mai l .soemadison .wi sc.edu> 
Content-Type: TEXT/PLAIN; Cha rset- US-ASCI I 
Content-Transfer-Encoding: 7BIT 

While they're still fresh, I want to pass on some 
concerns/ suggestions, etc. relating to t he l ates t stra tegic pl anning 
materials. 

VISION STATEMENT 

1. Under "The System of Jewish Education", i n t he fi r s t paragraph 
dealing with "Institutions", I would suggest getting rid of the 
phrase "possibly other" in speaking of new institutional forms. This 
would signal our strong sense that there is a need for new 
institutions on the landscape. 

2. In the second paragraph of the "Content" discussion, I would move 
the phrase "more traditional types of study" to the beginning of the 
sentence (getting rid of the phrase "as well as"). The sentence 
would read "These might inc lude traditional types of text study, 
spiritual meditative language and culture ..... " The concern 
animating this suggestion was that placing traditional study at the 
end of the sentence prefaced with an "as well as" might imply a 
somewhat demoted status in the New World Order. 

3. In the same general section under "Continuous 
improvement/innovation", I was concerned that the formulation 
separates process from content in the first sentence. I'd sugge~~. 

n--- 1 



tne toLLow1ng: "::>e Lect1veLy cnosen ana aaaptea so as to conere w1tn 
educational purposes grounded in Jewish content, Jewish education 
uses state-of-the-art teaching methodologies ....... " 

4. In "CRITICAL OUTSTANDING ISSUES", there's a reference to the 
"unaffiliated." Who are we counting as "unaffiliated"? 

BELIEFS ABOUT CHANGE 

5. INDIVIDUAL/COMMUNITY - I want to reiterate Gail's comment at the 
meeting about the need in belief #1 to formulate the point in a way 
that acknowledges the importance of community and doesn ' t make us 
sound overly-individualistic or atomistic in our understanding of 
Judaism. My initial re-formulation (which may not be adequate) ran 
like this: "The ultimate goal needs to be the development of a 
vibrant community made up of Jews for whom being Jewish is central to 
their lives and to their quest fo r meaning." 

6. CHANGING PEOPLE VS. FACILITATING CHANGE. I also want to reiterate 
the point from the meeting concerning language that makes it sound 
like we're in the business of changing people (which makes them sound 
inadequate - in need of being changed - and passive), rather than 
being in the business of "supporting transformative Jewish growth" 
[or something like that] . See the existing paragraph 2 that begins 
with "The Direct Service institution ... " for an example of the 
language I'd like to replace. 

7. In this same paragraph, it is implied that direct service 
institutions are critical because they allow for "finding a sense of 
community". This is a narrower understanding of the ways in which 
direct service institutions contribute to Jewish growth than I 
thought we were committed to. For some people, for example, the 
direct service institution might better be thought of as mediating 
their spiritual growth than as an arena for developing a sense of 
community. In any case, do we want to imply that it is through the 
development of a sense of community in such institutions that Jews 
will become more committed .... ? 

8. Does the emphasis on "direct-service institutions" pull away from 
interventions like journals which may shape consciousness in 
important ways without being very clearly connected to direct service 
i nsti tuti ons 7 

9. In this same general section, the effect of "scattered , 
infrequent experiences" i s described as "often non-existent." My 
Deweyan socialization (which leads me to think that no experience 
leaves NO mark on the future) would lead me to replace "non-existent" 
with "negligible". 

10. In the EXPLANATIONS section, par. that begins: "If resources are 
limited ... ", I'd add the words "powerfully" after "impact" . 

11. In the WHAT WE BELIEVE section on "Vision", in the "Explanation" 
section, I would change the EXPLANATION section, as follows: "While 
its vision needs to reflect the views of critical stake holders, the 
development of these views should be informed by powerful ideas 
about the nature of Judaism expressed in Jewish sources and by 
pertinent philosophers of Judaism. External facilitators may prove 
helpful in growing this vision and in specifying its implications for 
practice." 

DISPERSION SECTION 

n---..., 



12. In Stage #3, my guess is that "Adaption" should be "Adaptation" 
or "Adoption" 

13. At the end of five stages, it's said that we're at 2 and 3 right 
now. I'm not sure there's much to lose, and I think it might be 
accurate to say that we're at 1, 2, and 3 -- that is, many are still 
struggling to understand what the problem is. 



Questions/Critiques/Ideas on "Strawman" Vision from the Steering Committee Meeting 

Overall 

• Is it too blue sky? 
• Is it too rooted in existing institutions and approaches? 
• Is this going back to the shtetl? 
• Does it confront the realities? 
• Is it too cerebral--need more focus on prayer/spirituality/the arts? 
• How do we deal with pluralism, trans-denominationalism? 
• How does a learning-infused culture relate to the spiritual, ethical, and organizational 

questions? 
• Does a learning-infused culture permeate other aspects of Jewish Life? 
• Can we be more specific about Israel? Should it permeate the whole vision -- not just the 

last page? 

Institutions 

• Instead of describing the specific institutions, shouldn't we be envisioning a structure that 
allows for out-of-the-box thinking and grass roots development of institutions? 

• What about the community at the local and national level? 

Profession 

• Shouldn't we devote a whole page to lay leaders? 
• Should we deal explicitly with the issue of part-time teachers? 
• Shouldn't we talk 'about mechanisms for building the profession, not instituting? 



12 Generic Change Approaches 

Name Description Examples 

1 Relationships Organizing opportunities Women's campaign in 
for role modeling and Milwaukee (Esther Leah) 
mentoring by effective 
change leaders 

2 Leadership Training Teaching the how and why Jerusalem Fellows 
of change in the TEI 
classroom to people Harvard Seminars 
currently in leadership Alberto Senderay 
positions or potential Wexner Heritage 
leaders/change agents Wexner Fellows 

3 Convening/Networking Bringing together like Coalition of Essential 
groups of people with Schools 
institutions to support CAJE 
each other in the work of 
change 

4 Consulting Sending in process and/or CIJE consultations 
content experts to help Goals Project 
build and implement a 
change vision at the 

. institutional or community 
level 

5 Publishing and Speaking Writing or speaking about CIJE Publications 
the why and how of JESNA Publications 
change 

6 R&D Seeding many small NY Continuity Commission 
(Let a thousand flowers experiments in the hope 
bloom) that some will succeed 

and can be "rolled out" 
broadly 

7 Research Using rigorous research and The CIJE Study of 
evaluation to motivate Educators 
change and to set 
direction 



8 Modeling Systemic Change Modeling change across a Lead Communities 
system with a new or 
existing institution or 
within an entire 
community 

9 Modern Marketing Motivating people to Willow Creek Church 
change through media Lubavitch 
advertising, direct National Jewish Outreach 
marketing, personal sales 

10 Magic Bullets Introducing a simple Bookshelves in former 
initiative into an Soviet Union (Coleman) 
environment that 
catalyzes change on a 
broad scale 

11 Money Using financial incentives 
to change behavior 

12 Accreditation/Prize Encouraging organizations Baldridge awards 
to change so that they can 
receive a prize or 
accreditation 
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TO: Karen 
FROM: Barry Holtz 
RE: John Colman 
DA TE: June 4, 1997 

CIJE MEMO 

I spoke with John Colman today about the strategic plan. He had given this a good deal of 
thought and said the following: 

In general "do I buy into the plan generally? The answer is yes." But he raised some interesting 
issues: 

I) He feels that the plan is very ambitious. It's ambitious in the sense that it's complex; and it's 
ambitious in the sense that it is highly "resource dependent." 

2) The plan focuses primarily on building institutions. 

What he'd like to see in response to these two concerns: 

A) First he does not feel that there is a clear statement of our objective. (This he admits may be 
because he missed that earlier meeting.) He thinks we need to state very clearly up-front what 
our objective is, and his crack at it was: "to increase the number and quality of participating Jews 
in North America." Everything we do-- especially vis a vis building institutions-- should be seen 
in the light of this objective. (He is open to other possibilities, but this was his try. I suggested 
that the objectives were outlined in the vision part, but he didn' t have it before him and I had not 
sent it to him. Moreover, it's not such a pithy statement as his!) 

8) Then he would like to see a clear delinea6on of our strengths and our weaknesses in the light 
of this (or whatever) objective. As examples he raised: strengths: our concerns for our children; 
weaknesses: declining institutional ties; increased hedonism; declining volunteerism. 

C) He thinks that given #2 above, we need to ask what are the non-institutional factors that could 
make for change? "What will help us induce change?" 

E.g. Reading. Many people are influenced by reading which is a non-institutional activity. He 
was influenced by reading an article in The Economist recently which was about electronic 
commerce-- an internet bookseller (Amazon perhaps) that has become the world's largest 
bookstore via the internet. They have this e-mail response method that allows people to 
comment on the books and in doing so create this huge data base for themselves. 



To John this was an example of the way that people today don't want to join institutions, yet 
"non-institutions"have a huge influence on people-- and we've bet on institutions. 

D) He would like to see us rank order the elements of the (10 year) plan so that if CIJE can't do it 
all (see #1 above), we'd know what we're going to do. What is the most/least important of these 
things? What is the "impact factor"? What is the "time factor"? 

I suggested that rank ordering might not mean eliminating one or more of our 4 arenas (what do 
we call these anyway-- "areas," "domains"?), but rather doing fewer things wiLhin the arenas, but 
keeping all four. He did not seem opposed to that approach, but obviously the "you're planning 
to do too much or even too many (domains)" looms as a big issue for June 26th. 

2 
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Steering Committee Questions on the Strategic Plan: Lee Hendler 
6/16/97 

In general: Lee said that on re-reading the plan she thought it was a terrific job; very impressive; 
stunning. She wishes each institution with which she's involved had such a plan. 

Summaty of Chanse Philosophy (p. 3): 

Incentives: She has been looking at a manual on managing complex change (produced by the 
American Productivity and Quality Center Consulting Group). It names 5 essential components 
for change: vision; skills; incentives~ resources; and action plan. 

When she looks at our list of 6, she asks whether we have paid enough attention to the question 
of incentives. Given the arduous nature of change, she is asking whether we have delineated what 
incentives the institutions will have in order to undertake this process. We need to be more 
explicit about this. 

Outside change agent/si Do we think that for institutions to change there must be an outside 
catalyst/s? If so, it's not mentioned in our list of 6 factors. 

~(p.5): 

"Senior lay and professional leaders": Our current objective reads: "Recruit and develop senior 
leaders for Jewish education." She thinks we should be upfront that we are talking about lay and 
professional leaders. The mention at the bottom of the page is too late. 

World Leadership Conference: Where does Infeld's project, which he presented at the last 
Steering Committee meeting, fit into our work and plan? 

Qptions for Chanse Laboratozy (p. 8): 

One geographic location: She wants to articulate her preference for Option A. She thinks the 
community has tried variations of the others. but no one has tried Option A. Ultimately, each 
community will need to try this option, but one community may already be more ready and able. 

Synergy: She thinks the community "doesn't know anything" about the key to unlocking 
"common energy." That is, a community can have a great synagogue, a great JCC, but "so 
what?'' in tenns of change. Perhaps those great institutions have a ripple effect or provide a 
standard for others to aspire to. But that is different from taking on all the institutions together. 
Which leads to her third point about the change lab: 

Choosing only the best exemplars: She believes that within the chosen community, we must 
work with the greatest cxamplars of each kind of institution. She docs not believe that if we take 
on a great synagogue, a mediocre JCC, and a terrible supplementary school and "see what 
happens,'' anything will. She'd prefer "the highest return" by our choosing the most ''change
ready" institutions. It would be "foolhardy and wasteful to dedicated resources" to places that 
don't have that attribute. 

P. 00 l 
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CUE Core; The Concept (p. 9): 

Range and flexibility: She likes that the end product is not uniform; that we say in the last line 
''the end product could be these or others such as .... 11 

Personnel (.p. 11): 

Low estimate: She thinks we have not allocated enough people to do the amount of work 
illustrated on pp. 12 and 13. 

How Strategic Plan Builds on Current Plan (p. 15): 

Application to rul-world problems: She is not convinced that we have created the feedback 
mechanisms and necessity of being in touch with the real world. The idea of a change lab "makes 
a stab at it'' but doesn't address it adequately. 

In her view, this is the single most important point in her comments. 

How will we do this? Reports from the field? Links? Evaluation? (She mentioned the "yoatzot" 
in Machon L'Morim- liaisons between the program itself and the people charged with doing 
something abput what they've learned.) Change in the classroom, for example, requires more 
than even the best faculty and classes for participants. Participants in education programs are not 
trained in taking what they've learned and transforming it into action (e.g., handling political 
problems; overwork that prevents looking at the "big picture"; having 3 people on your faculty 
excited about change but a senior rabbi and a board who aren't; etc.) 

Ch2nge and penonal meaning: Participants need help at the site of their work and need to 
spend time between fonnal programs debriefing about what was useful and how to implement it, 
but they also need a way to talk about and integrate what was meaningful to them personally. 
When you engage people in a change process, there's a personal component to what happens that 
is incredibly powerful; it can undermine the change or serve as a catalytic agent. Lee is not sure 
that the human aspect of change is taken into accowit in our plan. The way a person's institution 
changes means that he/she will need to change too. For leaders of change, the change is not 
external (part of their work during the day), but also and equally takes place within themselves. 

2 
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From: Daniel Pekarsky at IEl 608-233-4044 
To: KAB and KJ at @l 12125322646 

TO: CIJE Senior Staff 
FROM: Dan Pekarsky 
RE: Esther Leah Ritz's 
DATE: Sept. 28, 1997 

reactions to strategic Plan 

~ 09-28-97 10:50 pm 
I::} 005 of 008 

On Thursday of last week I spoke with Esther Leah Ritz 
concerning the latest version o f our Strategic Plan . Esther Leah 
was general ly comfortable with the plan we had laid out ~ her 
sense was that it flowed very naturally from the planning- work we 
had been doing over some time now. At the same time, her review 
of the materials that had been sent to her occasioned a number of 
significant questions/concerns ~ whether or not it's possible to 
revise the document in time for the October meeting, I think that 
the matters she has raised merit close attention. 

Incidentally, as we talked, I neglected to r emind Esther 
Leah (and myself) that this document is intended as an in-house 
guide to our work and not as a public documenti a nd my sense is 
that some of her concerns would weigh especially heavily i f the 
document became a public document . This said, my own sense is 
that even if the document remains completely in-house (which we 
may not be able to count on), it would be important to think 
through the concerns Esther Leah has raised. 

In any case , below ie a summary of her major · concerns as I 
understood them~ I am faxing her a copy of this document, so that 
if I missed or misunderstood any crit i cal points, she'll catch 
them and pass additional comments on to me or to KAB . 

1 . Too weak an emphasis on "communal culture ". Though one of the 
three emphases in our change- philosophy is "Communal Culture and 
Ideas " , there is a tendency in this document to d rop the 
references to "communal culture" so that what we are left with is 
"Ideas". The concern is that this may signal not just a semantic 
but also a strategic omission (reflected in the work- p lan ). 
Echoing a comment that Chuck Ratner made at our l ast Board 
meeting, Esther Leah encouraged us not to let go of the emphasis 
on communal culture. Though it may be true that f ederations have 
proved more d i fficult to work with than we had expected (an 
expectation grounded in the Cleveland- experience), it would be a 
mistake t o bypass t hem. Rather, we need to recognize the 
engagement of federations in our work as an educational 
challenge. 

While I think Esther Leah's concern meritorious and in need of 
attention, I did try to reassure her that we have not dropped 
"Communal culture " themes from our map, and as . an example I 
pointed to the "seeding the culture " agenda associated with the 
various publication- projects that Nessa is overseeing. 

2. A confusing "Ins titutiona l Priorities" grid . Esther Leah 
pointed out that the institutional priorities grid purports t o 
rate institutional priorities~ but if you look at the list , it 
includes institutions (e.g., Synagogues, Camps, JCCs), target-
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populations (e.g., youth, seniors), and kinds of educational 
programs ( for example, retreats ) . Especially because these are 
substant ially over lapping categories (for example, a synagogue 
will sponsor retreats and will work intensively with different 
age -groups), she felt that this grid was confusing and was 
concerned that it mig~t lead us awry . 

As an alternative, she suggested a different and more fine- tuned 
kind of gri d which would distinguish between target - population 
and institutional setting. Across the top of t he grid we would 
identify different institutions (e.g. Synagogue, Day School, 
Camp), and then going down the left-hand side of the grid we 
wou ld identify populations. Filled in, we would then have a 
clearer sense of which populations are and are · not meaningful ly 
addressabl e through interventions that focus on different 
institutional types . [(Conceivably, a separate grid c ould be 
developed that allows us to prioritize age- groups in the way that 
the Institutional Grid is designed to prioritize ins t itut i o ns. 
( DP )] In any c ase, whether or not this suggestion i s adopted, her 
gener al feeling was that this grid could be conceptualized more 
cleanly. (Note that ELR ' s conc ern carries over t o other pages -
l i ke the " 3- Year Objectives " Overvi ew, as well as the 3- year work 
plan -- which work wi th the same cross-category s chema.) 

3. A need to avoid the appearanae (and/ or the reality) of 
bypassing good s tuff t hat is a l ready out the re. Thou gh she did 
not suggest that this was our intention or modus operandi, s h e 
was concerned that the document sometimes sounds as i f we fee l 
that there is nothing good out there on which to build i n a 
number of domains, and that therefore we have to start everything 
from scratch. Her comments stressed two points : f irst, perhap s we 
don't have to re-invent the wheel in all cases - - perhaps t here 
are already some good ideas on which we can build . Seco nd, even 
if in some areas there is little out there on which to build, we 
need to be careful to avoid the impression that we are "trash ing 
the field". Below are some examples· drawn from t he "3-Year 
Objectives" page : 

a. Under " INSTITUTIONS," in the "Synagogues" category, 
the existing language could be taken to mean that there 
are no extant visions or institutions that represent 
excel lence. As we talked, and as a remedy to this 
problem, we gravitated towards an opening clause which 
reads "Building on a careful examination of existing 
centers of excellence among American synagogues, .. .. " 

By the way, we also noted a probl em that had already 
been picked up in a recent staff meeting but is not yet 
reflected in the document. That is, we speak of "a 
vision of a model synagogue" rather than of "visions of 
model synagogues", suggesting multiple ideals. 

b . In a s i milar vein, also under "INSTITUTIONS", the 3 -
year objectives for Youth programs, JCCs, and Day 
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Schools seem to assume that there is no existing lore 
on wh ich to build . Esther Leah wondered whether t his 
is in fact true -- and even if it is, she · was concerned 
about the appearance of by- passing whatever ideas and 
strategies may already be out there. 

4. A need to engage stake ho1ders in our 1eadership p1an . 
Rev i ewing our 3- year objective under "Leadership", Esther Leah 
noted that it sounded like we would be spending this t hree- year 
period devel oping t he plan and beginning to implement it in 
select arenas. Here own sense was that all a l ong the way i t is 
critical to engage relevant stake holders in the development and 
support of the plan -- rather than waiting until, down the road, 
there's a finished product . And she added that the best way to 
do this is to engage such stake holders in the development o f the 
plan. 

Although our own thinking about how to develop a Leadershi p 
Development Plan is sensitive to this concern , it may be that 
some reference to the need to engage stake holders along the way 
wou ld be an astute addition . 

5. "Powerfu1 i deas" in the "3-year objec tives" 

Note that this section offers a good example of point # 1 
above that concerns the tendency to emphasize "ideas " and to at 
least appear t o let go of the "Communal culture " t heme t hat is 
supposed to be coupled with it . 

6 . "Powerfu1 i deas / Research Capacity" in the "3-ye ar obj e ctives" 
page : a need t o e xp and t he des cription . Est her Leah suggested 
that the challenge described under "3-year objective " needs to be 
identified in a mor e fine - tuned way . In addition to devel oping a 
point of view on what needs to be done to build r esearch 
capacity, it would , she suggested, be va l uable 

a ) to expl i c i t l y establish a linkage between the 
development of research capacity and the improvement of 
Jewish education; and , 

b) to indicate that part of the challenge is to get 
clearer concerning t he kinds of research that need to 
be done. 

7. Pinding 1anguage that might avoid generating resentment: the 
case of the Brandeis initiative . 

Noting that on paper it looks like our only interest in the 
area of "Youth" is Brandeis, Esther Leah expressed concern t h a t 
it might appear that we are not interested in other e f forts to 
i mprove youth- focused organizations and efforts. While I pointed 
out that other youth-related efforts will probably be int egral to 
other efforts, e.g., in work with Synagogues, and t h at they might 
emerge as important in the Consulting Firm Without Walls, her 
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sense was that the document made it look like our interest in 
"Youth" is limited to Brandeis. This, she thought , might cause us 
problems. 

8. Do we work directly with individual institutions or with 
higher-level organizations? In the course of my trying to 
clarify the Consulting Firm Without Walls, Esther Leah asked 
whether we imagined this domain working with direct-service 
institutions or with organizations that serve or guide direct 
service institutions. Behind the question were at l east two 
matters: 

First, she was concerned that we might get swallowed 
up by demand if we saw it as our role to respond to the 
demands of direct - service institutions . 

Second, s he offered the view that to the extent that we 
do decide to work with direct- service institutions, we 
should be doi ng so in ways that actively engage the 
appropriate local, regional, and/or national 
organizations (denominational , co~munal, etc . ) to which 
these institutions are connected . In engaging such 
organizations in connection with a problem f aced by one 
of its direct- servi ce institutions, one of t he things 
we should be inquiring into is whether the p roblem
situation faced by this ins titution is unique to it, o r 
whether i t is typical of many such institutions within 
the domain of the umbrella organization. 

Esther Leah added her view that there should be a 
decided p reference for work with institutions that 
represent "typical " kinds of problems. Once we 
recognize that the problems of a direct - service 
institution a r e typical , our work with i t can be more 
readily j ustified as a "pilot project ". Alternatively, 
once we i dentify a problem as typical of many direct 
service institutions , we can entertain the possibility 
of an intervention aimed at more than one institutio n. 

In response to Esther Leah's comments, I indicated that our plan, 
as I understood it, was to work both with umbrella organizat ions 
and with direct- service institutions, with the understand ing that 
our work with direct - service institutions would typicall y require 
a justification that goes beyond responding to an instit u t i o n's 
need for help. That is, a pertinent consideration would be 
whether working with t hat particular institutio n (as in a pilot
project) would help forward our larger agenda (of learning, 
creating certain models of change, etc . ). 



CUE Strategic Plan January 26, 1998 

1. Introduction and Overview 

In 1996-97 the Council for Initiatives in Jewish Education (CUE) carried out a strategic planning 
process to define its direction and programs during the coming decade. CUE was founded in 19_ 
as a response to the educational needs of North American Jewry expressed in the influential 19_ 
report, A Time to Act: . Today CUE is an independent national organization 
dedicated to the transformation of North American Jewish life through Jewish education. CIJE 
engaged in strategic planning to more effectively place the _____ of Jewish learning and 
powerful Jewish ideas at the heart of North American Jewish identity and of the Jewish community 
in North America. 

CUE conceives its program as having three broad dimensions, roughly as follows: 

- R & D: North American Jewry needs creative, critical, and informed ideas on Jewish 
learning and educational change. Some will come from ctment thinking in general 
education, others will emerge from within the Jewish community. One of CIJE's core 
roles is to serve as a think-tank for Jewish education. This role will be given 
expression in ongoing research, seminars, planning, and publications. As new 
ideas and approaches emerge, they will need to be piloted and evaluated in carefully 
selected and monitored field sites. (This is the "D" part of R & D.) CUE's field sites 
will feature partnerships with direct service educational institutions as well as with local 
and national agencies. Field sites will be concentrated in CIJE's lead communities as 
well as in selected additional communities. 

Our goal over the next ten years is to make substantial advances toward a system of Jewish 
education in North America in which high-quality, vision-driven institutions and other setting 
provide a rich, varied offering of life-long educational opportunities to individual Jews, to Jewish 
families, and to the community as a whole. We believe that this effort will contribute to the 
realization of a North American Jewish community in which learning is central, Jewish identity and 
values permeate many aspects of life, there are strong commitments to Jewish involvement, to 
social justice, and to pluralism, and where Jewish learning is infused with innovation, energy, and a 
sense of meaning for those who participate. 

To achieve its strategic goal, CIJE will work cooperatively with many of the national agencies, 
local institutions, and key individuals who are engaged in parallel and complementary efforts. 
CIJE's commitmentto collegiality is central to this plan. It is our hope and expectation that we can 
achieve together what no single organization can achieve on its own: the continued revitalization of 
North American Jewish life and culture. 

Leadership Development - Leadership is the most critical ingredient of successful educational 
endeavors. CIJE will create an Institute that will offer opportunities for professional development 
for existing leadership as well as recruiting new leaders into the field. 
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Consulting Capacity - CIJE will create a natural cadre of consultants who can work with 
communities and educational institutions in areas such as visioning, strategic planning, evaluation, 
organizational design, cu1Ticulum, professional development and fundraising. CIJE will offer 
training and networking opportunities for these consultants. 

2 
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2. The Planning Process 

CIJE strategic planning began in August, 1996 and was concluded in December, I 997. The 
planning process engaged both the CIJE Board, chaired initially by Morton Mandel and later by 
Lester Pollack, and all of the CIJE senior staff and consultants. Karen Barth, CIJE Executive 
Director-designate(and now Executive Director) managed and guided the strategic planning effort 
with the cooperation of Alan Hoffmann, then the CIJE executive and now the 

at ---------------- ------------

Out initial step in planning was to review CIJE's mission, goals, and programs. Board and staff 
examined the many CIJE programs, services, projects, and initiatives which had been undertaken 
during 7 years of activity. Many CIJE programs were found to have merit, but CIJE staff and 
Board were concerned to concentrate the organization's efforts so that limited resources could be 
most effectively leveraged. 

Philosophy, ideology, and vision can be complex and sometimes contentious matters. Early on 
CIJE staff interviewed more than 100 individuals engaged in diverse undertakings including Jewish 
education, general education, academia, synagogue and communal organizations to solicit their 
views on issues, needs, and approaches in Jewish education. As might be expected, informants 
differed dramatically in their views of what is happening in the Jewish community. The mix of 
perspectives, however, greatly assisted CIJE planners in confronting the magnitude of the challenge 
and in identifying potential strategies. 

The CIJE staff and Board used these differing perspectives as a jumping off point for a rich, in
depth debate on its vision of the future. As a "forcing mechanism" to encourage us to think 
creatively and aspirationally we tried to articulate a vision of what the North American Jewish 
Community would look like in 25 years if effort at enhancing "continuity" and education were to 
succeed. We tried to stretch ourselves to imagine a very different reality and to articulate that 
reality in a clear, concise fo1m. 

We then used this articulation as well as input from our interviews and from the imperative on 
institutional change to develop our own answer to the question "What would it take to get from 
here to there?" We developed a change philosophy to guide our choice of strategic direction. 

As another input to the process, we developed a map of current work in Jewish education and 
continuity. This was not a comprehensive study but rather a survey of the landscape to gain a 
sense of the major efforts underway. 

Based on the articulate change philosophy the map of what others are doing, and on an 
assessments of its internal strengths, CIJE began work on rethinking its role in the work of 
strengthening Jewish education and Jewish life in North America. 

As clear priorities emerged, these coalesced into a 10-year plan and a near term strategic plan. 
All current programs were either folded into the new model, re-configured, or slated to be phased 
out. New programs, required to achieve CIJE's mission, were added to the workplan. The CIJE 
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strategic plan was then reviewed and refined several times between April and December 1997. 
This repo1t presents our revised and approved plan. 

3. What We Learned 

4 

The CIJE planning process has been a paradigm of Jewish learning. There has certainly been no 
sho1tage of ideas. Jewish traditions and texts, existing institutions and organizations, academic 
research, personal viewpoints, and spontaneous thinking have all had their roles in our 
deliberations. The CIJE discourse has produced a wealth of ideas about the critical challenges and 
issues confronting American Jewry and how Jewish education can enhance the vitality of American 
Jewish life. The CIJE planning process was deeply informed by conversations with many Jewish 
inteJlectuals, communal leaders, and educators whose visions of what N01th American Jewish life 
could be have shaped our organizational perspective. Of cow-se, our respondents were quite 
diverse, and their comments were likewise varied. In many their views were dramatically opposed. 
Among the communal visions which were shared with us, the fo llowing we~e especially influential. 
Some of the more important dimensions of our discussion are summarized here: 

A community of learning in which Jewish study is central across all stages of the life cycle. 

A community which offers substantially richer opp01tunities for spiritual seekers in quest of 
a life that speaks to the need for meaning and transcendence. 

A more inclusive community in which groups now pu shed t o t he 
margin s of Jewish life , are embraced and encouraged to enrich 
Jewish c u l tural life . 

A community in which new, compelling intellectual frameworks serve to integrate modem 
sensibilities and beliefs with central Jewish categories. 

A community in which, informed by Jewish texts and traditions, American Jews actively 
interpret and address the central moral, ecological, and social challenges of contemporary 
life. 

A community in which Jewish insights and practices are central to the lives of Jews who 
live within a variety of diverse streams. 

Defining the Problem: While many felt that Jewish cultural life and continuity are in disrepair (as 
witness the demographics of intermarriage, now exceeding 40-50%), others suggested that the core 
of North American Jewry is actually strengthening. The problem may not be so bad, some 
suggested that there only appears to be a problem because establishment institutions are losing their 
support to creative, grass-roots initiatives ( e.g. the Jewish Renewal movement). 

Views of the state of our institutions also differed dramatically. Some said American Jews are 
unlikely to be engaged in Jewish life under modern conditions. In contrast, others thought that we 
already possess the knowledge needed to develop educational institutions capable of revitalizing 
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American Jewish life. "We know what to do - we just need the will to do it." In between are those 
who are cautiously optimistic and who stress the importance of new ideas about Jewish life, new 
institutional forms, new target populations, or new kinds of Jewish leadership. 

Institutional Change Philosophy: Conversations about institutional renewal and transformation 
tended to coalesce around four key issues: 

The role of leadership - One focus of the discussion was the value of dynamic leadership 
as a key to transf01mational change. But different kinds of leaders emerged as critical for 
different respondents. Some thought that informed, wealthy, and influential lay leadership 
was critical (and that too few young leaders like this were on the horizon). Others 
emphasized the need for "change-experts," people who could help Jewish institutions to 
plan and implement their agendas for renewal. Others focused on the role of charismatic 
rabbis, especially as teachers, spiritual guides, and communal organizers. Still others focus 
on the educators themselves- principals and teachers. 

To repair or not to repair. Some thought that meaningful interventions could be made in 
synagogues, day schools, congregational schools, and other institutions and that investment 
in these primary organizations should be sustained. In this view, the obstacle was not 
inability, but a failure of communal energy and will. Others argued that existing institutions 
are unlikely to bear fruit unless they are taken down and rebuilt from the ground up. At the 
extreme, some respondents suggested that synagogues are so deteriorated and unresponsive 
that they may be beyond repair altogether. 

New institutional forms: Skeptics about the prognosis for existing institutions, as well as 
some supporters of these institutions, urged development of new kinds of organizations that 
might better address contemporary needs. Among the forms mentioned by respondents 
were: "vi1tual" (electronic) universities that make use of interactive technologies; 
meditation and retreat centers; after-school programs; and institutes organized in and around 
family settings. A need was also expressed for pluralist institutions in which the distinctive 
ways of various groups would be honored, but in which opportunities for meaningful 
engagement across group lines would be written into the pattern of organization. 

Design or natural growth: Some respondents felt that we now know--or can come to 
know--a lot about the character of strong Jewish institutions and that therefore we can 
create programs to encourage, guide and support the development of these institutions 
in a systematic way. Others, especially those skeptical of our ability to design user
centered institutions, emphasized the importance of nurturing a culture that encourages 
and supp01ts grass-roots efforts. 

Targeting: While some explicitly resisted the notion that Jewish educational interventions should 
focus on a particular target population, others suggested that scarce dollars and human resources 
made it strategically wise to focus on specific constituencies. Some respondents felt that Jewish 
religious ideas need to be at the heart of any Jewish renaissance, others felt that peoplehood--the 
sense of ourselves as an enduring people with a multiplicity of outlooks, religious and secular-
needs to be at the center of Jewish education. As might be expected, multiple definitions of the 
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Jewish people emerged in the discourse, echoing the ongoing debate over in-reach and outreach. 

There were many, while there was consensus that Jewish education is not something that should be 
limited to ages 5-13, there were very different views as to whether adults, adolescents, or families 
with young children should be the primary focus of CIJE's strategic initiatives. 
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4. Our Vision 

5. Our Change Philosophy 

In the course of conceptual and phi losophic discourse, CIJE staff and Board developed a parallel 
conversation grounded in education research and theories of institutional change. Together, the 
philosophic, policy, and pragmatic issues came together in an articulation of a change philosophy to 
guide the next generation of CUE programs. In this section we outline the basic premises and 
principles that inform our proposed strategy. 

Education as a vehicle of change: A strong system of Jewish education is not just a goal, it is in 
our view, the primary strategy for achieving a fundamental revitalization of Jewish life in North 
America. The change literature suggests that all social and institutional change is fundamentally 
a process of education. That change in po licies in funding, in institutional priorities fo llow 
change in the mind-set and culture of the members of a community. Education is our primary 
tool for effecting change in mind-set and culture. 

Transforming the lives of Individual Jews: Our mission is to strengthen the North American 
Jewish community through improved education. Our ultimate goal is to transform the lives of 
individual Jews, to make being Jewish central to their lives and their quest for meaning. We 
need to measure om success not in abstractions, but of how we impact the minds and hearts of 
individual Jews and how that turns into action in their lives. 

Individual Transformation: Our goal is to transform the lives of individual Jews, to help them 
find meaning and relevance in Jewish community, traditions, texts, ethical teaching, practices, 
culture, peoplehood and/or other aspects of Jewish living. Ultimately our success must be 
measw-ed by whether we can help input the minds and hearts of individual Jews and by how that 
turns into action in their lives. 

Institutional Focus: Institutions, rather than individuals, are the key. Change needs to take place 
in those 'direct service' organizations where Jews engage in Jewish learning and living, so that they 
are more relevant, appealing, and effective. It is only by finding a sense of community within these 
institutions that Jews will become more committed to being Jewish. 

Th is means transformation of existing instit u t ions. It may mean 
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bu ilding new i nst i t u tions or c reat ing new t ypes o f institutions. 
Any c ha nge s t rategy t hat does not ult i matel y t r ansform direct 
service institut i ons is not wor th invest ing in. 

Multiple Dimensions: Multiple access points are needed to reach different types of Jews. Change 
needs to happen across a broad range of direct service institutions to give a wide range of Jews the 
opportunity to connect with Jewish life and culture. Focusing on a single type of institution is not 
the answer. Any kind of institution or setting that has potential as a site for encountering authentic 
Jewish learning and living should be included. 

Many Cohorts: lntergenerational ______ and family life are critical in the development of 
Jewish identity and commitment to Jewish living. Change programs that focus on one age group 
are going to be less effective than those that embrace people of many ages. Institutions need to be 
structured so that they supp01t Jewish life in families and extend across generations. 

Achieving Synergies: The effect of scattered, infrequent Jewish experiences is often null; the effect 
of multiple, positive experiences is synergistic. It follows that limited resources must be 
concentrated on a smaller number of people rather than spread around so that they barely touch the 
lives of many people. 

Institutional Change: Piecemeal changes in institutions do not work; neither do changes imposed 
from the outside. For institutions to change, they must change from the inside out. This means 
institutions must develop their own broad visions of change. CIJE needs to help institutions 
transfo1m themselves through: 

Leadership is an essential factor in bringing about institutional change. CIJE needs to 
help strengthen support for the development of effective lay and professional 
educational leadership. 

Vision cannot be created in a vacuum, but must be supported by an infrastructure of 
ideas. CIJE needs to facilitate an ongoing dialogue among educators, communal 
leaders, and philosophic thinkers around the development of "big ideas." CUE also 
needs to assist institutions in adapting these ideas to their own situations. 

Culture changes must be part of any change program. Without a real shift in thinking, 
change will not be ambitious enough and is unlikely to stick. CUE needs to help 
institutions change their cul_tures by providing appropriate training and tools. 

Change models are needed as road maps for turning visions into reality. CUE needs to 
develop carefully specified methodologies that can help institutions through the difficult 
process of change. CUE also needs to encourage evaluation as a component of these 
approaches. 

Skill-building is needed to support the methodologies and approaches initiated by 
change programs. CIJE needs to encourage training institutions need to develop visions 
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of the educated Jewish leader; CIJE may also need to create new supplementary training 
programs. 

Funding is needed to support a change process at the institutional level. The funding 
approaches of federations and foundation will need to focus resomces on leadership 
development and institutional transformation. CIJE will need to advocate on behalf of 
long-term institutional change. 

Transforming any complex social system is a long-term, complicated, and costly enterprise. 
Developing new ideas and strategies, integrating these models into key institutions, disseminating 
successful approaches, and institutionalizing ideas in multiple settings cannot be undertaken 
everywhere or all at once. Instead, CIJE proposes to focus its attention on developing models for 
change, testing these ideas in leading edge institutions, and then disseminating success to other 
institutions. By focusing energy and resources on a limited number of field sites or change 
laboratories, and by working with multiple institutions in specific communities, CIJE will 
encourage change not only within institutions, but within the systems in which they operate. 

Social science research has shown that change does not correspond directly to effort. Small 
changes can have huge effects, depending on when and how the changes are made. Ordinary, 
stable conditions can be transformed if a threshold of change is achieved. It is our intention to 
achieve 'tipping points' in the educational systems with whom we work and thus to promote 
incisive changes with relatively modest levels of investment. 
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S. Strategic Initiatives and Programs 

During _ years of programming CIJE has developed a number of initiatives, services, and 
programs. Many of these CUE programs have been developed in cooperation with local 
Federations, with major universities, and with other educational research centers, here and in Israel. 
At this point CIJE has a multi-dimensioned program, well-stocked with staff and consultants, 

serving a number of key constituencies throughout North America. 

It is our intention to sustain and enhance these ongoing programs and services. However, to give 
each program clearer focus and to deepen its impact, CIJE proposes to cluster its programs in four 
major initiatives, each of which will advance a basic CIJE goal. The four components of the 
projected CIJE program are as follows: 

Jewish Educational Leadership Center (JEWEL): dedicated to recruiting and 
developing senior leaders for Jewish education. 

CIJE CORE: dedicated to developing ideas for educational reform and transformation. 

Change Laboratory: dedicated to piloting and evaluating models of excellence in 
Jewish education and models of change processes. 

Consulting Firm Without Walls: dedicated to disseminating and promoting models of 
excellence throughout the field of Jewish education. 

These four program initiatives will interact in a single integrated system. The CUE CORE will 
provide tools and ideas to each of the other three components; in tum, each of these components 
will feed back issues and information to inform ongoing planning. The interaction of the CIJE 
programs is represented graphically in the following diagram: 
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1. Developing Leadership: Since its inception, CIJE has held the view that visionary lay and 
professional leadership is the most important ingredient in bringing about the systemic 
change needed in Jewish education. To this end, CIJE has organized a number of programs 
and services--the Goals Seminar, a Teacher Educator Institute, the Principals Seminar, an 
Evaluation Institute, and seminars for lay and professional leaders. In the CIJE Strategic Plan, 
leadership development will be integrated and broadened as part of the Jewish Educational 
Leadership Center (JEWEL). 

The Need: 
There is an urgent need for outstanding leadership personnel, yet Jewish education has difficulty 
in attracting the best and the brightest. Moreover, many of those currently in leadership positions 
have received no formal leadership training and few have the opportunity to develop a personal 
vision that could drive change in their institutions. Equally important, there is no system of on
going professional development through which educators can gain needed vision and skills. 
There is no systematic approach to developing lay leaders as champions and consumers of 
Jewish educational excellence. And there is no integrated leadership development system for 
bringing up the next generation of Jewish educational leaders 

The Concept: 
JEWEL staff and consultants will work with education professionals and lay leadership to 
provide four critical services: 

Planning for senior personnel needs, locally and nationally. CUE will work with 
communities and national organizations on long-term personnel planning, evaluation 
of personnel and development of career paths, and creating a national database to 
facilitate the movement of personnel among communities. 

Recruiting outstanding new leadership for Jewish education. CUE will develop a 
program for recruiting new leadership into the field of Jewish education, both from 
the pool of talented young people just starting careers and from among mid-career 
professionals in Jewish life and other fields. 

Providing training and in-service development of educational leaders. CIJE programs 
will allow professional and lay leaders to combine work in Jewish education with 
medium and long-term study, enhancing their leadership capabilities and ability to act 
as change agents. 

Placement services for highly qualified professional educators. CIJE will assist 
individuals to find jobs and mentors that will help them become high-quality, senior
level leaders. 

JEWEL will not just be a training program, but a human resource development system for the 
field of Jewish education. In addition, the training component will be much longer-term than 
most current programs and will draw more heavily on state of the art thinking in general 
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education, business and other fields. Last, JEWEL will create opportunities for lay and 
professional leaders to work together. 
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2. Generating and Testing Ideas: North American Jewry needs creative, critical, and informed 
ideas on Jewish learning and educational change. Some will come from cun-ent thinking in 
general education, others will emerge from within the Jewish community. One of CIJE's core 
roles is to serve as a think-tank for Jewish education. CIJE's R&D program will be a provider 
and facilitator of ongoing research, colloquia, and publications. 

The Need: The field of Jewish education has few opportunities for high-level thinkers to 
come together to wrestle with the most important problems and issues. As a result, leaders of 
Jewish educational institutions usually have to start from scratch in thinking through their 
vision and strategies. Moreover, there are few vehicles for disseminating lessons learned 
from successful projects and initiatives. In general, there is little solid research and few 
measurement tools available to Jewish educators. Yet leadership development and the 
continual strengthening of institutions depends on a foundation of thought, research, 
documentation, and dissemination. 

Research: CIJE's program is the place where we will integrate, synthesize, and distribute 
what we are learning in the field as well as the learning of other teaching practices. The 
choice of projects will be driven by real-world agendas and the CORE network will engage 
practitioners in analysis and strategy development. An Advisory Board of lay and 
professional leaders will help set an annual agenda of key issues which will feed into and 
inform CIJE's cun-ent work. 

Supporting and conducting research on key issues in Jewish education. CIJE will 
create a process through which proposals are developed and evaluated by staff, 
consultants, and advisq_rs. Each year CIJE will focus on 2-4 primary themes which 
will be the focus of its research efforts. 

Creating materials and providing faculty for training programs. In addition to 
reporting on the results of research, some projects will create cases and ctmiculum for 
leadership training and tools for consultants, institutions and communities. 

CIJE's R&D will add badly needed capacity to the field of research in Jewish education. The 
linkage to leadership development and consulting activities will force us to carefully examine 
each project and activity for its applicability to real world problems. 
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3. Modeling Change: As new ideas and approaches emerge, they will need to be piloted and 
evaluated in carefully selected and monitored field sites. Field sites will feature partnerships 
with direct service educational institutions cooperating within an overall system. CIJE effo11s 
at modeling change will be located in a few selected communities, including those that have 
been involved in our Lead Community project. 

The Need: At present there is no change laboratory, no place where we can test ideas for 
systemic change, learn from the test, and revise our ideas. While CUE and other 
organizations have ideas about what exemplary institutions should look like, there is a lot of 
work yet to be done in defining visions for effective Jewish education and in developing 
processes to move organizations toward their goals. This work needs to be done "in the 
field." It is critical to focus on institutional transformation, on multiple types of institutions in 
a single place, and on improving the systems of infrastructure for these institutions. The 
Change Laboratory answers the need to learn from mistakes on a small scale rather than 
rolling out a defective product on a national scale. 

The Concept: CIJE's Change Laboratory will provide a setting in which to develop models 
of excellence 'in the field.' The change process itself will focus on institutional 
transformation. Key characteristics of the Change Laboratory are: 

Partnerships with local educational agencies, funders, and community 
organizations. In order to focus on issues related to both institutions and 
infrastructure, the CIJE Change Laboratory will need to engage a wide range of 
individual and institutional partners. 

Piloting of new ideas in multiple direct-service institutions. A cluster of change
ready institutions in a single locale will form the core of the project. Participating 
institutions will include institutions and programs ranging from JCCs to day schools, 
Israel programs to adult education. 

Systematic evaluation of pilot programs to document impact and challenges and 
to track' leading indicators'. Independent evaluators will be employed to document 
the costs and consequences of particular programs and initiatives. 

Developing ideas and trying them out in a laboratory environment will enable CUE to carefully 
monitor each initiative, to evaluate costs and benefits, and to focus on leading indicators of 
change. Organizing the Change Laboratory in one location rather than among scattered 
institutions is most likely to create a tipping point, the kind of powerful synergy which is needed 
for systemic changed. A single location will also make it easier to study the process and 
outcomes of change. 
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4. Disseminating Success: Change is a difficult and painful process. Even great leaders will 
need help in planning and facilitating change. Typically, the deep institutional understanding 
of the insider needs to be complemented by the objectivity and broad expertise of the 
outsider. The interplay of these two perspectives is often crucial in institutional 
transformation. CIJE therefore proposes to organize a Consulting Firm Without Walls 
(CFWW)--a national network of qualified consultants who can work with CIJE, 
communities, and direct service institutions to disseminate models of success nation-wide. 

The Need: The demand for consulting help in Jewish education is enormous. CIJE is 
ban-aged with demands for consultation and facilitation from educational leaders looking for 
help from a handful of people who are competent to do the work. Many other institutions 
want help, but do not even know whom to call. At the same time, for practitioners in the field 
there are no training programs, conferences, resource centers, or organized networks upon 
which to draw. Each consultant must reinvent the wheel. 

The Concept: CIJE will set up a national network of consultants qualified to work with 
Jewish institutions. Membership in the Consulting Firm Without Walls will be by invitation 
only. CIJE staff will manage the consultant services and work on a few high-profile projects 
central to our work. Consultants will be paid primarily by the clients, though CIJE might 
support a few projects of great importance or potential impact. The basic elements of CFWW 
are: 

- Creation of a national network of consultants qualified to assist with the transfo1mation 
of Jewish institutions. CIJE will carefully screen potential consultants, maintain 
ongoing peer review, and grow its consultant network slowly and carefully. 

- Courses, conferences, and workshops for the consultant network. Even outstanding 
consultants need colleagues and exchange of information. CIJE programs will assist both 
individuals and the network, providing continuing education on content and on consulting 
practice. CIJE will become a king of post-graduate training ground for educational consultants 
(and also a place that helps to develop senior leaders for Jewish education). 

- A library of tools and ideas for dissemination through the consultants. CIJE will provide 
case studies, instances of best practice, and other research findings to its 
consulting network. Info1mation may also be exchanged via electronic media 
including a CFWW web-site. 

- Matching service between consultants and projects in the field. CIJE will organize 
teams of professionals with both content and process knowledge to work on particular projects. 
CIJE will also assist in assembling advisory groups tailored to each project. 

Developing a network of consultant-colleagues will enable CIJE to expand its capacity and to do 
a more thorough job in responding to critical, growing needs in many communities. CFWW will 
assist in leadership development, while promoting institutional transformation. 
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6. The Challenge of Program Development 

CIJE will confront several related challenges in implementing its strategic plan--the need to 
integrate current programs under new rubrics, the need to develop partnerships, strategic 
alliances, and networks, and the need to assemble substantial new resources with which to can-y 
out the proposed programs and initiatives. 

CIJE's strategic planning process and past achievements provide important foundations for 
meeting the challenge of program integration. Both cun-ent and proposed programs grow out of 
identical convictions about the importance of visionary leadership and the need for systemic 
change. In addition, CIJE's own programs and research have provided many of the ideas and 
models embodied in the strategic plan. As a result, our initial goals and objectives, set out in the 
following table, emerge from our previous experience and ongoing programs as well as our 
intentions for the future: 

CIJE has also postulated a gradual, phased process of program implementation. The following 
table, covering the first three years of the strategic plan, clearly identifies a step-by-step approach 
with continuous evaluation and feedback. 

CIJE has also given considerable thought to the level of resource that will be needed to 
implement its strategic plan. The largest element of cost will be recruitment and retention of 
CIJE staff and consultants. The following chart projects the number and types of internal and 
external staff that will be needed to realize the CIJE strategic plan: 

Developing partnerships, alliances, and networks will remain a major challenge. However, CUE 
is confident, based on its experiences with the Lead Communities and many other initiatives, that 
many foundations, philanthropic donors, community leaders, and institutions will join with us in 
transforming Jewish education and the culture of the North American Jewish community. 



CIJE Strategic Plan January 26, 1998 1 

6. Conclusion: Outcomes and Benefits 

The intention of the CIJE Strategic Plan is to improve the system of Jewish education in North 
America in partnership with other organizations, foundations, individuals, and communities. Our 
vision is real ly quite simple: we want to make accessible rich heritage of Jewish civilization, 
culture, traditions, and values to present and future generations of American Jews. As the late 
Prof. Twersky put this so eloquently, " TWERSKY QUOTE 

CIJE board and staff envision a N01th American Jewish community in which there is: 

- Centrality of Jewish learning 

- Strong Jewish identity and Jewish values that permeate life 

- A high level of involvement in Jewish life and institutions 

- Concern with social justice and a commitment to pluralism 

- Strong leadership with innovation, energy, and vision 

For North American Jewry to realize these goals, we will need to strengthen and transform the 
current system of Jewish education. CUE believes that we need a system of education with: 

- High-quality, vision-driven institutions providing a variety of life-long learning 

- Content infused with meaning for those who participate 

- Talented, well-trained lay and professional leadership 

- Well-prepared, committed educators at all levels 

- Strong community, foundation, and individual support 

We at CIJE believe that the program and strategic initiatives outlined in this report can assist the 
North American Jewish community to move closer to a community of learners, a community of 
commitment, and a community of continuity. 
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1. Introduction and Overview 

In 1996-97 the Council for Initiatives in Jewish Education (CUE) carried out a strategic planning 
process to define its direction and programs during the coming decade. CUE was founded in 
19 as a response to the educational needs of North American Jewry expressed in the influential 
19_ report, A Time to Act: . Today CIJE is an independent national 
organization dedicated to the transformation of North American Jewish life through Jewish 
education. CUE engaged in strategic planning to more effectively place the _____ of 
Jewish learning and powerful Jewish ideas at the heart of North American Jewish identity and of 
the Jewish community in North America. 

Jewish identity, culture, and community are complex matters. So, too, is the system of Jewish 
education in North America. The number , scale , and diversity , dispersion and linkages, of 
Jewish educational institutions and learning experiences make it impossible for any one 
organization to effect wholesale transformation. Thus, CUE is committed to working in 
partnership with a range of organizations, foundations and denominations to make outstanding 
Jewish education a communal priority. 

The thrust of CIJE's strategic planning is quite simple: over the next ten years, how could CUE 
make its best contribution to the strengthening of Jewish education and the American Jewish 
community? This fundamental question entailed others: What is our vision of 'a learning 
community'? What are the most important issues, needs, and ideas? How do we think change is 
effected in systems and institutions? Which strategies and programs should CUE adopt to realize 
its ideas? 

To answer these questions, CUE engaged in a __ -long process of reflection and consultation. 
In addition to the CUE Board and staff, more than 100 people participated in the discourse. A 
wide range of ideas, perspectives, and strategies were considered, then reconsidered, revised, 
and recast in an iterative process. At every juncture assumptions were challenged and provisional 
decisions re-examined. This strategic plan is the product of the process; indeed, it might fairly be 
said that the strategies outlined here are the outgrowth and continuation of the planning process. 

CUE's ultimate goal is to help transform the lives of individual Jews. to make being Jewish 
central to their lives and their quest for meaning. The most important vehicle for achieving this 
transformation are direct service institutions, the places where individual Jews can find a sense of 
community and become more committed to being Jewish. Because American Jews are so diverse, 
many kinds of educational institutions are needed to reach different people with distinct needs, 
interests , and expectations. Since the effects of scattered, infrequent learning are limited, CUE 
needs to focus its efforts on effecting multiple, synergistic experiences. In short, given limited 
resources, it is best to concentrate effort and resources to impact a smaller number of individuals 
than to spread resources around so that they barely touch the lives of many people. 

CIJE's strategic plan is premised on the belief that institutional change can be effected, but that 
this requires six kinds of effort: 
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CIJE conceives its program as having tlu·ee broad dimensions, roughly as follows: 

• Leadership Development - Leadership is the most critical ingredient of successful educational 
endeavors. CIJE will create an Institute that will offer opportunities for development for 
existing lay and professional leadership as well as recruiting new leaders into the field. 

• Consulting Capacity - CIJE will create a national cadre of consultants who can work with 
communities and educational institutions in areas such as visioning, strategic planning, 
evaluation, organizational design, curriculum, professional development and fundraising. CIJE 
will offer training and networking opportunities for these consultants. 

• R & D - N01th American Jewry needs creative, critical, and informed ideas on Jewish learning 
and educational change. Some will come from current thinking in general education, others 
will emerge from within the Jewish community. One of CIJE's core roles is to serve as a think
tank for Jewish education. This role will be given expression in ongoing research, seminars, 
planning, and publications. As new ideas and approaches emerge, they will need to be piloted 
and evaluated in carefully selected and monitored field sites. (This is the "D" part of R & D.) 
CIJE's field sites will feature partnerships with direct service educational institutions as well as 
with local and national agencies. Field sites will be concentrated in CIJE' s lead communities 
as well as in selected additional communities. 

Our goal over the next ten years is to make substantial advances toward a system of Jewish 
education in North America in which high-quality, vision-driven institutions and other settings 
provide a rich, varied offering of life-long educational opportunities to individual Jews, to Jewish 
families, and to the community as a whole. We believe that this effort will contribute to the 
realization of a North American Jewish community in which learning is central, Jewish identity and 
values permeate many aspects of life, there are strong commitments to Jewish involvement, to 
social justice, and to pluralism, and where Jewish learning is infused with innovation, energy, and a 
sense of meaning for those who participate. 

To achieve its strategic goal, CIJE will work cooperatively with many of the national agencies, 
local institutions, and key individuals who are engaged in parallel and complementary efforts. 
CIJE's commitment to collegiality is central to this plan. It is our hope and expectation that we can 
achieve together what no single organization can achieve on its own: the continued revitalization of 
North American Jewish life and culture. 



CIJE Strategic Plan August 28, 1998 11 

1. Developing Leadership 

Since its inception, CIJE has held the view that visionary lay and professional leadership is the most 
important ingredient in bringing about the systemic change needed in Jewish education. To this end, 
CIJE has organized a number of programs and services--the Goals Seminar, a Teacher Educator 
Institute, the Principals Seminar, an Evaluation Institute, and seminars for lay and professional 
leaders. In the CIJE Strategic Plan, leadership development will be integrated and broadened as part 
of the Jewish Educational Leadership Center (JEWEL). 

The Need: 
There is an urgent need for outstanding leadership personnel, yet Jewish education has difficulty in 
attracting the best and the brightest. Moreover, many of those currently in leadership positions have 
received no formal leadership training and few have the opportunity to develop a personal vision that 
could drive change in their institutions. Equally important, there is no system of on-going 
professional development through which educators can gain needed vision and skills. There is no 
systematic approach to developing lay leaders as champions and consumers of Jewish educational 
excellence. And there is no integrated leadership development system for bringing up the next 
generation of Jewish educational leaders 

The Concept: 
JEWEL staff and consultants wilJ work with education professionals and lay leadership to provide 

four critical services: 

- Planning for senior personnel needs, locally and nationally. CIJE will work with 
communities and national organizations on long-term personnel planning, evaluation 
of personnel and development of career paths, and creating a national database to 
facilitate the movement of personnel among communities. 

- Recruiting outstanding new leadership for Jewish education. CIJE will develop a program 
for recruiting new leadership into the field of Jewish education, both from the pool 
of talented young people just starting careers and from among mid-career 
professionals in Jewish life and other fields. 

- Providing training and in-service development of educational leaders. CIJE programs will 
allow professional and lay leaders to combine work in Jewish education with medium 
and long-term study, enhancing their leadership capabilities and ability to act as 
change agents. 

- Placement services for highly qualified professional educators. CIJE will assist individuals 
to find jobs and mentors that will help them become high-quality, senior-level 
leaders. 

JEWEL will not just be a training program, but a human resource development system for the field 



I. Introduction and Overview 

When CIJE was created in 1990, as part of the implementation of the recommendations 
of The Commission on Jewish Education in N011h America, it was given the basic 
outlines of a strategic plan in the influential repo11 of the Commission, A Time to Act.. 
An enormous an1ount of learning has taken place in the seven years since. We have 
learned from our own successes and failmes and we have also learned much from the 
ideas and experiences of the many other organizations that are involved with Jewish 
education and with efforts to enhance Jewish continuity. We felt that it was important to 
step back, at this point, from the day-to-day work of programs and projects, to reflect 
upon this learning and its implications for the future. 

It was out of this desire for serious reflection that we embarked on a strategic planning 
process designed to provide focus and direction for CIJE in the coming decade. The 
thrust of CIJE's strategic planning process was quite simple: over the next ten years, how 
could CIJE build on its success and strengths to make its best contribution to the 
strenghtening of Jewish education and the American Jewish community? This 
fundemental question required that we address four specific issues. The first two issues 
required us to do some serious thinking about our dreams and aspirations for the Jewish 
comminity in North America: 

• What is CIJE's vision of a vibrant Jewish community and the educational 
system that supports it? Every educational endeavor should have at its 
heart a vision of the outcomes of the type of education it hopes to create. 
Within the constraints of our commitment to support the entire spectrum of 
Jewish denominations, we need to be able to articulate a vision of the future 
that we want to help create. As John Dewey puts it "'""'"'""' 

• What is our change philosophy? - What do we believe about what it would 
take to get from here to there? As an organization dedicated to the 
transformation of Jewish life through education, w need to be able to 
ai1iculate our belief about how transformative change could take place within 
the Jewish community and within its educational institutions. What are the 
key leverage points? What are the most important ingredients of successful 
change? 

Based on our working answers to the above questions (keeping in mind that we could 
never finish answering such questions) we addressed two issues regarding CIJE's 
m1ss10n: 

• What part of the work that needs to be done should CIJE attempt to 
accomplish? What should be CIJE role in this transformative process. The 
number, scale and diversity, dispersion and linkages of Jewish educational 



institutions and learning experiences make it impossible for any one 
organization to effect wholesale transformation. Thus CIJE is committed to 
working in partnership with a range of organizations, foundations, and 
denominations. We need to clearly define the nature of the those partnershipa 
and the role and mission of CIJE in relation to these partners. 

• What specific initiatives should CIJE undertake to begjn to carry out this 
mission? What are the most critical and urgent priorities for CIJE to work on 
in the next three years to move toward its IO year goals? 

To answer these questions, CIJE engaged in an 18-month long process of reflection and 
consultation. A wide range of ideas, perspectives and strategies were considered, then 
reconsered, reviesed and recaset in an iterative process. 

The strategic plan that resulted has three broad dimensions: 



INSERT A 

The CUE staff and Board used these differing perspectives as a jumping off point for a rich, in
depth debate on its vision of the future. As a "forcing mechanism" to encourage us to think 
creatively and aspirationally we tried to aiticulate a vision of what the North American Jewish 
Community would look like in 25 years if effort at enhancing "continuity" and education were to 
succeed. We tried to stretch ourselves to imagine a very different reality ai1d to aiticulate that 
reality in a cleai·, concise form. 

We then used this aiticulation as well as input from our interviews and from the imperative on 
institutional change to develop our own answer to the question "What would it take to get from 
here to there?" We developed a change philosophy to guide our choice of strategic direction. 

As another input to the process, we developed a map of current work in Jewish education and 
continuity. This was not a comprehensive study but rather a survey of the landscape to gain a 
sense of the major efforts underway. 

Based on the articulate change philosophy the map of what others are doing, and on an 
assessments of its internal strengths, CIJE began work on rethinking its role in the work of 
strengthening Jewish education and Jewish life in North America. 

As clear priorities emerged, these coalesced into a 10-yeai· plan and a near term strategic plan. 



From: Berry W. Holtz To: Keren Berth Date: 8/28/96 Time: 12:34:02 

Council for Initiatives in Jewish Education 

To: The CIJE Steering Committee 

From: Barry Holtz 

April 11, 1994 

Total Vision 

Draft Two 

Page 2 of 14 

In the last meeting of the Steering Committee, we discussed the first draft of a long-range plan for the 
work ofCIJE, using the phrase "Total Vision" to describe that plan. 

The current draft takes the suggestions offered by the Steering Committee, still using the rhetorical 

device suggested by Mort that one could think of total vision as the 10 year report of CIJE outlining 

what it had accomplished, written today instead of in the year 2004. 

The CIJE 2004: A 10-Y ear Report 

The CIJE was created by the Commission on Jewish Education in North America in order to 
implement "on both the local and continental levels" the plan of the Com.mission "to revitalize Jewish 

education so that it is capable of performing a pivotal ro_le in the meaningful continuity of the Jewish 
people." CIJE was given the mandate to "develop comprehensive planning programs and 

experimental initiatives for the two building blocks ... to achieve breakthroughs in Jewish education." 

(A Time to Act) 

In the past ten years CIJE has tried to realize its mission through work in a number of different areas 

described below. 

I. CIJE and Local Communities: "From 3 to 23" 

When CIJE began, one of its primary innovations was the creation of the concept called "Lead 

Communities, "local laboratories in which to discover the educational practices and policies that work 
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best." The first years of CIJE's life were very much dominated by spreading the word about Lead 
Communities, creating criteria for choosing the communities, implementing the selection process and 

beginning the delicate work of this new experiment with the original three sites, Atlanta, Baltimore 
and Milwaukee. 

Lead Communities were only the beginning of CIJE'S work in local interventions. Over the past 
decade CIJE has evolved an approach that draws on experiments in general education, such as the 
Coalition of Essential Schools and the Accelerated Schools Program, while evolving its own unique 

approach to this area. During this time CIJE has had to balance the challenge of serving as Jewish 
educational "consultants" to communities, while staying sufficiently distant from the communities so 

as not to be drawn into the managerial tasks of running a change process. At times this has been 
difficult, but as time has passed the particular contributions that CIJE can make to a local community 

as well as the limitations on its involvement have been communicated and negotiated. 

One can attribute CIJE's success in this operation to a number of factors: a) Its articulation of those 

areas in which it does and does not work. In particular CIJE has kept its focus on the two "building 
blocks" of the original Commission report (building the profession and community mobilization) and 
it has not involved itself in other areas that communities may need help with. By doing so CIJE has 

succeeded in keeping the communities focused on the two building blocks; b) By choosing 

communities which exemplify the three crucial elements of committed Federation director, local lay 
champions with influence and means, a local professional of high quality in charge of Jewish 

education, CIJE was able to eliminate certain problematic communities from consideration; c) CIJE's 
having a first-class staff. d) Effective use of adjunct staff and consultants; e) Ongoing monitoring, 
evaluation and feedback of its work. 

CIJE began with the three original Lead Communities and then moved toward creating an "outer" 

circle of like-minded communities interested both in hearing about the work of CIJE and using 

meetings with CIJE as a way of talking about mutual concerns across communities. These· meetings 
included discussion of the issues of research and evaluation, fund-raising and community leadership 

mobilization as well as analysis of specific educational initiatives in the areas of building the 
profession. 

Various other communities joined as partners in this work. Communities that decided that they 

wanted to share in the CIJE agenda and receive the CIJE expertise in a more intensive fashion -- as 
long as they met the CIJE criteria -- could apply to become "affiliated communities" themselves. To be 

chosen the ~ommunity had to exhibit the three factors mentioned above as well as evidence indicating 
that the communities have already committed themselves to working on the "building block" agenda. 

CIJE developed a set of certifying standards to determine if applicant communities were so engaged. 

2 
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Communities paid a fee to CIJE to be members of the outer circle and a consulting fee to CIJE to be 

affiliated communities. 
'· 

II. Building the Profession 

One of the two key building blocks of the Commission report was "building the profession," 
improving the quality and quantity of Jewish educators in both the formal and informal domains. 

CIJE launched two main thrusts in this effort-- local efforts at building the profession through its work 

in particular communities ( as mentioned above) and a continental effort that tried to attack the 

problem in a more global fashion. 

A. Local Efforts 

CIJE began its work in each community with the quantitative and qualitative research work of the 

Educators Survey. This report which began by looking only at the educators in formal settings was 

expanded in 1995-96 to include informal educational settings as well because the formal domain only 

encompasses part of the scope of communal Jewish education 

The reports discovered, among other findings, that most Jewish communities needed a significant 

upgrade in the skills and knowledge of their educators. Educators had in many cases insufficient 

Judaic background and pedagogic preparation. In some areas-- such as early childhood education-

the problem centered more on Jewish knowledge. Teachers in this field tended to have good 

credentials and skills in general education, but they lacked the Jewish knowledge to be able to develop 

interesting pedagogic activities that would enhance the Jewish dimensions of the educational program. 

In some areas (such as day schools teachers) the study discovered that teachers lacked pedagogic skills 

though in many cases they did have sufficient Jewish knowledge. 

The study found that in all areas of Jewish education, formal and informal, with the possible 

exception of early childhood programs, teachers received insufficient opportunities for professional 

growth through inservice programs. 

In addition the surveys discovered that salary and benefits were a major concern for educators and 

improvement of salary and benefits would help attract more educators to full time work in Jewish 
education. 

These and other findings led to the creation of a Personnel Action Plan for each affiliated community. 

CIJE helped each community develop its own particular action plan by working with local educators 

and Federation lay leaders and professionals. The plan was comprehensive and wide-ranging, and 

3 
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communities with CIJE advice and counsel phased in segments of the plan in an orderly fashion. The 

Personnel Action Plans were organized around four key areas: inservice education, recruitment, career 

ladder, and salary and benefits. 

Inservice Education 

One of the key areas for upgrading personnel throughout the affiliated communities, and in any 

community interested in improving its Jewish education, has been in the area of inservice education. 

CIJE began with a set of Leadership Institutes which were open to all affiliated communities since it 

was clear that improving the quality of educational leadership would underpin all efforts to improve 

Jewish education throughout the system. The Leadership Institutes took place twice a year and have 

been done in coordination with major educational institutions. Some have taken place at Vanderbilt 

University, some at Columbia University Teachers College, etc. 

The program was designed for principals of Day Schools and Supplementary Schools and it focused 

on issues of leadership such as supervision, board relations, goal setting and a variety of other topics to 

help improve the quality of leadership in these educational in..~tions. Day School Principals and 

Supplementary School Principals met together for some sessions and in other sessions they worked on 

cases which were individualized for their own particular settings. A second Leadership Institute was 

designed for Early Childhood Directors from Day Schools, Synagogues and Jewish Community 

Centers. Similar issues were raised and experts in the field of Early Childhood Education, as well as 

Jewish Education, worked with these Directors to help improve the quality of their educational 
institutions. 

At the same time, a set of leadership seminars took place ~ communities. These seminars used 

the results of the Best Practices Project ofCIJE and other resources including outside expertise and 

consultants from the denominations. These leadership seminars were designed for a more intensive and 

ongoing approach to issues of leadership and there were separate seminars organized for principals of 

Early Childhood units, of Supplementary Schools and of Day Schools. 

In addition, inservice education took place at not only the level of leadership, but also in an intensive 

fashion for teachers. A set of differentiated and systematic inservice programs have been designed for 

Early Childhood teachers, Day School teachers, and Supplementary School teachers. These inservice 

programs were conducted by a combination of CIJE staff, personnel from the local BJE or the local 

Jewish College of Jewish Studies as well as national personnel from the training institutions and 

denominations. Some of the programs focused on pedagogic skills, some focused on subject matter 

knowledge. There was in addition, a Retreat Program which focused particularly on the experiential 

dimension of Jewish knowledge and Jewish teaching. 

4 
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A series of seminars and retreats for the personnel of informal Jewish education have been launched in 
all of the communities as well. These included seminars and retreats for Youth Group Leaders, Camp 
personnel and Center workers. In addition, there was a Seminar across all communities for leaders of 
Israel experience trips. 

Another dimension of the inservice program that CIJE has helped design for its communities was a 
series of mentoring programs for novice teachers. These programs began with the preparation of 

mentors who could help initiate novices into teaching. Following upon that, the mentoring programs 

themselves have been launched, both for novice principals and for novice teachers. In addition, CIJE 

has worked with the local communities to develop peer and expert coaching programs for experienced 

personnel. This included the preparation of peer coaches, followed by using coaching programs to 

help improve those principals and teachers who have even a considerable amount of experience. 

Finally, CIJE succeeded in placing a number of educators from the Lead Communities in continuing 

education programs outside of their local cities. Educators attended year-long programs in Israel 

(which were partially subsidized by the local community), summer study programs in Israel and at 
universities and seminaries in North America, and degree programs at North American academic 
institutions. 

Recruitment 

Aside from inservice education, a second dimension of the Building The Profession improvement in 
each of the communities centered on recruitment of new personnel into the field. Some of those 

programs have consisted ofleadership programs for teenagers that involved them as counselors, youth 
group advisers and teaching assistants. Other programs recruited and prepared volunteer teachers for 
supplementary schools. In these programs new populations, such as parents, retirees, public school or 

private school teachers, were brought into the teaching force and were prepared for work as Jewish 
educators. A third approach consisted of retooling public or private school teachers for careers in 
Jewish education particularly in supplementary schools. 

The results of CIJE efforts in inservice education and recruitment have been: a) improvement in the 

quality of teaching and leadership in both formal and informal education in local affiliated 

communities; b) greater staff stability and retention of educators in the field. c) greater job satisfaction 
among educators; d) greater parental satisfaction with their children's experiences in schools and 

informal programs. 111ese results were determined and measured by the CIJE monitoring, evaluation 
and feedback teams in consultation with CIJE expert advisers. 

Career Ladder 

5 
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The third area of building the profession that CIJE has been working on has been to develop career 
ladders for educators. This involved the creation of full-time positions that include teaching, as well as 

mentoring new teachers and peer coaching. CIJE has helped launch projects to create community 

teachers-- teachers who teach in more than one institution and therefore can have full-time teaching 
jobs. Finally the career ladder included creating positions in day schools and in some cases in 

supplementary schools for curriculum supervisors, master teachers, Judaic studies coordinators and 
resource room teachers. 

Salaries and Benefits 

Finally, CIJE has been working with the communities in the area of improving salaries and benefits. 
Here CIJE has been helping local communities think through creating benefits packages for full-time 

teachers, develop proportional benefits packages for part-time teachers, work on reduced Day School 

and camp tuition for teachers in the community, along with other ideas to improve the packages 
offered to educators. CIJE has helped provide contacts with experts in these areas and has organized 
work with foundations to think about planning improvements. 

The results of these initiatives has been increased j ob satisfaction, retention of educators in the field 
and recruitment of new individuals to the field. 

B. Continental Initiatives 

At the continental level CIJE has launched a number of initiatives to improve the quality and numbers 

of Jewish educators. Working with the denominations and the national training institutions, CIJE has 
advocated for new programs to retool avocational teachers for full-time work, to help prepare doctoral 

students in Judaic studies for careers in Jewish education and to create "fast track" programs (such as a 
National Jewish Teachers Project) to deal with the shortage of teachers in the field. 

One area that CIJE has focused on has been revitalizing the National Board of License as a means to 
improve the quality of personnel in Jewish education. Working with the existing organization, CIJE 

brought in expert consultants from recent national projects in the field of general education to help 

rethink and reconceptualize the Board of License as a cutting edge initiative in the area of 
accreditation of educators. Local central agencies in CIJE affiliated communities helped experiment 

with the new standards and procedures and the results have been an improvement in both the numbers 

of accredited teachers and the quality of education throughout North America. 

CIJE efforts in the Leadership institutes of the affiliated communities led to the creation of the 
National Center for Jewish Educational Leadership. This Center located at???? is an institution that 

6 
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works on research in the area ofleadership development as well as creating in-the-field programs to 
enhance Jewish educational leadership in a variety of settings. 1brough the Center we now have an 
increased knowledge base about leadership in the different domains of Jewish education-- for informal 

educators in Centers, for camp directors, for rabbis, for day school principals, for supplementary 

school principals-- and an ongoing inservice menu of opportunities for leaders to grow in their fields. 

Programs of the Center have been coordinated with the national denominations and training 
institutions, as well as taking advantage of expertise in the field of general education where relevant to 
the Jewish venues. 

Another example of a project that CIJE has helped design and find the funding for is a major effort to 
recruit young people into the field of Jewish education-- involved the following elements: Working 

first with the Reform movement and then with the other denominations, CIJE developed a program 
through which Jewish teenagers are recruited by their synagogues, camps and youth programs to 
become Madrichim -- teachers, youth leaders or camp counselors in training. Through a specially 

designed program, these Madrichim receive training and initiation into the field of Jewish education. 

They work in their local institutions and are supervised by the Madrichim Training Institute, as well 
as by local supervisors in their home institution. 

The names of the Madrichim are placed in a national data bank. When these teenagers graduate from 

high school and go on to college, Jewish educational institutions near their college are informed that 

one of the Madrichirn will be attending a university nearby. The local rabbi or Center director can 

make contact with the college student and try to find educational employment for the student during 
his or her college years. Meanwhile the students attend an ongoing training program including 
courses, supervision and study visits to Israel. 

The "Careers in Jewish Education" performs the dual purpose of providing prepared avocational 
teachers for local Jewish institutions during the students' college years and inspiring some of the 

students to enter the field of Jewish education as a lifelong career. In addition the program helps 

increase the Jewish commitments and involvement of the students during their college years-- and 
afterwards as well. This program has been launched in coordination with the national denominations, 

the JCCA and the International Hillel Foundation. The project has been funded by a variety of 

foundations. 

III. Community Mobilization 

One of the fundamental building blocks of CIJE as expressed in "A Time to Act" has been mobilizing 

community support for Jewish education, at both the local and national level. At the local level, CIJE 

7 
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has been involved in helping local leaders and professionals recruit new leadership for Jewish 
education. This new leadership has been recruited in coordination with the local federation 

professionals and with intensive work by the CIJE's own Board. Specific programs have been designed 

to raise the consciousness of local lay leadership about the importance of Jewish education. 

One project, for example, has been "adopting" local educational institutions by young leadership in 
local federations. In this program a local institution such as a communal supplementary high school 

has served as a setting for local young leadership to discuss the fundamental issues of Jewish 

education while at the same time, increasing their involvement in the institution. This has given CIJE 

the opportunity to increase the knowledge and sophistication oflocal lay leaders about Jewish 
education. 

In addition, CIJE staff and others have been running Best Practices Seminars for local lay leadership 

which apprises this leadership of the latest work going on in Jewish education and gives these leaders a 
sense of significant developments in contemporary Jewish education, so that they can make more 
informed decisions. Moreover, the Goals Project as described below in this report, has been involved 

in the process of community mobilization. The Goals Project engages lay leadership in discussions 
about the purposes of Jewish education and indeed the purpose and goals of Jewish life in North 
America. 

At the continental level, CIJE has been involved in mobilizing community support for Jewish 
education in a number of ways. One significant approach has been through its reports to the field, 
some of which are discussed in the section of this report on dissemination below. For example, CIJE 

has issued various "Policy papers" on specific issues within the field of Jewish education. The first was 

a report on the personnel crisis in Jewish education which was based on the research conducted by 

CIJE in the three Lead Communities and shaped to create a national policy and agenda in the area of 
building the profession. This report helped dramatize the current weak situation of the Jewish 

educational profession by pointing out the problems in areas such as Jewish knowledge and financial 
renumeration in Jewish education, as we have discovered them in our laboratory settings. Through 

this report CIJE was able to mobilize community support for a significant upgrading of the Jewish 

education profession. 

A second paper of a similar sort was a commissioned report on the economics of contemporary Jewish 
education which looked at the amount of money currently spent throughout the continent and the way 

that that money is being utilized. This report made significant recommendations for rethinking the 

economics of Jewish education and has been a significant topic of discussion amongst the lay 

leadership of the North American Jewish community. Other reports have also looked at a variety of 
areas of interest to CIJE including the Israel experience, the goals of Jewish education and developing 
a research capacity for the field of Jewish education. 

8 
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IV. Content 

A. Best Practices Project 

The primary purpose of the Best Practices Project is to document models of excellence in Jewish 

education-- the "success stories" of the field-- and to use what is learned from documentation to launch 
educational projects adapted from these models. The project involves two phases of work. First, is the 
documentation stage. Here examples of best practice are located and reports are written. The second 

phase consists of"work in the field," the attempt to use these examples of best practice as models of 
change in the local communities. 

During the past ten years the Best Praotices Project has evolved and led to the creation of the Center 
for the Study of Jewish Education. The Center is located at X university ???? This Center's work has 
two emphases, documentation and implementation: 

Documentation 

This component has been the main business of the Center. It inolu<lc;;s: 

a) Current Best Practices: The documentation, study and analysis of current best praotices in Jewish 

education. Essentially, this has moved forward with the work of the Best Practices Project as it was 

launched in the early years of CIJE. The Best Praotices Project identified nine different areas, the 

venues in which Jewish education took place: supplementary schools, day schools, early childhood 
programs, camps and youth groups, college campus, Israel e>.l)erience, Jewish Community Centers, 

adult education, community wide programs for improving personnel. Volumes of be.st practice were 
put together for each of these areas over the course of the first five years of the project. 

However, that work has been expanded as well by seeing the project as an ongoing research projeot in 
which the success stories of Jewish education are studied in depth and successive "iterations" of 
research are perf onned on each setting. 

It also has meant convening conferences and consultations with those doing this research to try to 
discern patterns and implications of the analysis. 

b) Best Practitioners: This project has sought to study the people who make best praotices possible. 

The Center has developed a series of"educational biographies and autobiographies," video tapes of 

praotice, studies of the process by which these practitioners have been able to succeed, trying to isolate 
the factors which led to success. 

9 
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c) Best Practices of the past: Looking at those success stories of the past to see if we can reconstruct 
what was done and why it succeeded. 

d) The Department of Dreams: This is the area that includes developing all the ideas in Jewish 

education that people have written about and never had the means to try. In addition this "department" 
has commissioned "dreams"-- encouraged people to invent solutions to problems and imagine new 
directions for Jewish education. 

Practical Implications 

The second thrust of the Best Practices Project has been to test out the practical implications of its 
work. In particular this has meant working closely with the affiliated communities as they try out the 

ideas discovered by the analysis of best practices, past and present and of dreams for the future. In 

addition, as described earlier, the Best Practices Project provides material for ongoing study and 
discussion with lay leadership. 

B) The Goals Project 

One of the major initiatives launched by CIJE during this period has been the Goals Project. The 
purpose of the Goals Project was to work with institutions and communities to help develop a sense of 

direction and purpose for the educational enterprises of the institution or the community. Much of 
Jewish education has been characterized by a lack of sense of direction and the Goals project has 

sought to address this difficulty. The Goals Project began with a seminar in Israel for communal 

leaders and professionals in the summer of 1994. At that session the basic concept of the project and 
its approach were explored. 

Following upon the summer seminar CIJE offered each of the Lead Communities a series of four goals 
sessions during the course of the next year. At these sessions the concept of goals was discussed and in 

each session an important future piece of writing related to the issue of goals or a lecture by a speaker 

was presented to the participants. These sessions were offered to all the institutions in the community. 
Based on the experience of the goals sessions during that year, a number of institutions in each 

community chose to be part of a more intensive goals project that was launched over the course of the 
nex1 five years. 

One of the important tasks that CIJE undertook was developing a training program for people who 

would become the "goals experts" within affiliated communities. CIJE, in conjunction with the 

Mandel Institute, worked closely with the denominational training institutes in developing a training 
program for such individuals. 
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in general. The MEF Project represented a model that CIJE helped launch in a number of different 
communities throughout the continent. Not only the educators survey and the professional lives of 

educators but the general approach to evaluation and feedback became a significant example as 

communities tried to improve Jewish education throughout the continent. 

BJ Other Research 

CIJE has helped design a large scale strategic play for research in North American Jewish education 

through consultations from both Jewish and general education and careful explorations with existing 
institutions. There are currently a number of ongoing research projects that emerged out of the CIJE 

efforts and include the founding of four centers devoted to Jewish educational research, one being the 
Center for the Study of Jewish Education mentioned above in the section on the Best Practices Project. 

Three other research centers for Jewish education have been established at universities or seminaries-
each taking a different focus. 

CIJE has helped foster an appreciation of the importance of research and helped to broker foundations, 

Jewish education researchers (both in North America and in Israel) and researchers from general 
education in joint collaborations. These have included projects on teacher knowledge and teacher 

education, studies of the economics of Jewish education, qualitative studies of Jewish educational 
work, historical studies of Jewish educational projects, quantitative studies of student achievement and 

knowledge, and policy studies related to the issues involved in community mobilization. 

CUE was responsible for initiating a long term study of the impact of the changes that it has helped to 
foster through CIJE local initiatives. That project began with a major research effort aimed at 

establishing base lines of current Jewish identification and Jewish learning which would allow the 
results of interventions to be evaluated. 

V. Conferences 

CIJE has been the catalyst for a series of conferences on important issues related to the field of Jewish 
education, flowing out of defined needs. These conferences have emerged out of the CIJE's work in 

the field as well as through the intellectual work of the CIJE staff. These began in 1994 with the 
conference on "New Work in Supplementary School Education" which brought together people 
working in this area from a variety of institutions. 

This was followed by the conference on "Evaluation and Assessment in the field of Jewish Education" 

which brought together academic researchers from both Jewish and general education as well as 

Federation leadership concerned with this problem. "The Religious Personality and the Challenge of 
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Education" was a conference co-sponsored by the Lilly Endowment and brought together both 
Christian and Jewish perspectives and action projects in this area. Following upon this was the 

conference on "The Economics of Jewish Education" which involved Federations, major foundations 
and lay leadership. As various topics emerged in the CIJE work, conferences were held both to bring 

the best wisdom to bear on particular issues and to monitor progress in specific areas. Many of these 

conferences were co-sponsored with other institutions and organizations. 

VI. Publications and Dissemination of Materials 

CIJE has fostered the publication of significant materials in Jewish education. These include the 
reports of the Best Practices Project, the research papers that emerged out of the MEF project, the 

literature on goals that went hand in hand with the Goals Project, along with the papers commissioned 
for work in the area of goals (some of this in conjunction with the Mandel Institute in Israel.) 

In addition CIJE has produced publications unrelated to the ongoing proj ects. These include a) the 

CIJE newsletter which informs the field of its ongoing work, b) the publications of the various CIJE 

conferences mentioned above, c) a series entitled "Current Issues in Jewish Education" which are the 
public lectures of the CIJE Board meetings in written form and related materials, and d) the various 

"Policy papers" mentioned earlier in this report. 

These materials have been distributed through the CIJE's own publishing program, through 

commercial and university publishers and through other national Jewish education organizations-

including JESNA, JCCA and CJF. New technologies such as on-line computer access to materials 
and CD-ROM publications have also been utilized. Finally CIJE has presented its work at a variety of 
national conferences both for professionals and lay leaders. These have included the CJF General 
Assembly, the CAJE conferences and other research gatherings. 
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