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DRAFT FOR DISCUSSION ONLY 
1j 

The CIJE -- Preliminary w~rkplan 

1992/1993 

Function, structure and staff assumptions 

The following assumptions guide this plan: 

a. The function of the CIJE is to do whatever necessary to bring 
about the implementation of the Commission's decisions. This 
includes initiating, being a catalyst and a facilitator . The 
CIJE is not a direct provider of services. 

b. The CIJE is a mechanism of the North American Jewish Community 
for the development of Jewish education . optimally an increasing 
number of leaders would see it as their organization for purposes 
of educational endeavors. 

c. It will always be a small organization with few staff and high 
standards of excellence. We assume that its staff will include, 
in addition to the executive director and an administrative sup
port staff , a planner and a chief education officer. Consultants 
will be used on an ad-hoc basis. 

d . The plan i s based on the assumption that the assignment in
cludes fundrais ing for the CIJE and for the CIJE's contribution 
to Lead Communities . 

B. Major areas of e ndeavor of the CIJE and suggested action in 
each area for the next 12 months (please note: areas 1,2,and 3 
below must be dealt with both at the continental level and i n 
Lead Communities) 

1. Community Mobilization and communications 

Plan and launch the activities that will help mobilize communi
ties, organizations and leaders to Jewish education and create 
more fertile grounds for access to the resource:~required. Two 
poss ible a reas of endeavor are: work with th~ 3 applicant 
commun ities to the Lead Communities project and launch4 a 
communications program that will continue the work begun with the 
publication of "A Time to Ac t". > 
In too many quarters the work of the CIJE is not known, and this 
limits our effectiveness, particularly with reference to fun 
draising and community mobilization . 

This area has not yet been planned and very limited work wasbone 
t o date. r 
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2. Building the Profession of Jewish education 

In order to deal with the shortage of qualified educa~ors 
~houghtful plan needs to be prepared concerning actions thatpust 
be taken at the central or continental level. W:Lhavel3.eferred 
dealing with_~uch as a portate benefit~lan; salary 
policies; wha~o~ld~ take to meet th hortage in terms of both 
pre-service and .in-service training ( eyond the grants to the 
training institu~i.9~s) etc . .. In the course of the current year we 
may want to begi~~planning the work. 

3. Developing a Research capability 

Two steps were taken so far: the development of two major re
search projects to support the development effort inlead Commu
nities (Holtz and Gamoran) and the preparati of background 
paper by Dr.Isa Aron. In preliminary conversati~it w s suggested 
that we may hold off on further efforts infhe i;}~diate future. 

4. Establishing Lead Communities 

If, as anticipated, three Lead Communities are selected by late 
August, the bulk of the CIJE's work for this coming year , will be 
the pro-active efforts required to establish lead communities, to 
guide them an~guarantee the content, the scope and the quality 
of implementation elp find funding for the Lead Commu-
nities. M wd.Q_O-? 
The following i s a list of t~tasks - the first 
ed chronologically: ~) ·0 

a) July - August: Selecting lead communities and gearing up: 

1) Complete the selection process - site-visits, analysis, 
recommendations. 

2) Board meeting - August 25th (Includes: preparation and 
distribution of materials, camper assignment, senior policy 
advisor meeting, preparatory staff meeting, etc ... ) 

3) Ongoing: the two support projects: Best Practices and 
Monitoring, Evaluation, Feedback. 

/4' 1-2 day staff meeting to plan Board and the launch of Lead 
(_sommunities. \c ,t~ 

5) Prepare written guidelines for Lead Communities, including 
planning guidelines, proposed agreement, descriptive materials. 
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:t,) 
ing up 

September-November: Launch Lead Communities and continue gear-

1) Launch the dialogue with leadership in each Community 
towards an agreed upon process, the formulation of an 
agreement or contract, an understanding of the broad lines 
of the project · 

3) 

Convene the first meeting of CIJE-Lead Communities ongoing 
anning seminar (see below) and develop means of networking 
tween -communities. 

Set up the various expert contributions of the CIJE: 
A,.{, I\, ..,.. )••' ,t (,._,.._.......,. 

a> Provide guidance to the planni ng and mobilization process 
{Community organization and ongoing trouble-shooting) ( ,.,~ .~ t~v ,...L~ 

I • • 

b> Negotiate with foundations, organizations and purveyors of ) I..S-
7

) 

programs (training institutions, JCCA and JESNA) , the nature ofj~ ·L 
;their involvement and their contribution to Lead Communities. ~ ~ ~,P 

Begin training them for the assignment (I will elaborate sepa- (ti-' J 
rately) /}fl:- 1"-1 !t 

c> Provide funding facilitation as required . 
i/.,,,,,,,-1" 

d> Provide 
1> 
2> 
3> 
4> 

/ 
planning guidance for: l j [? 4. 
The self-study , 
The one-yea r plan 
Pilot projects to be launched in year 1 
The five-year plan 

e> Complete plans for the introduction of the Best Practices 
project and make educational consultants available to the commu
nities 

f> Introduce the monitoring and evaluation project in the 
community (field researcher to conduct preliminary interviews) 

t( g> Provide guidance for the development of goal-statements 
(with the Mandel Institute and the training institutions . 

h> Appoint a key staff consultant for each community? 

4) Develop ~eans of communications and p.r. 

c:) ongoing: 

1) 
2) 
month. 
3) 
4) 
5) 

Board Meetings and camper assignment (2- 4 t imes per year) 
Advisory group meetings or conference calls (now twice a 

With MLM) 
Monthly CIJE-Lead Communities planning seminar 
Communications 
Ongoing contacts with constituencies 

(organizations ,purveyors of programs, foundations lay 
leaders, educators,rabbis) 

6) staff meetings (for planning and discussion of educational 
content: twice a year with Mandel Institute) 
7) Guidance t o key projects (Mandel Institute) 

4 . 



c. Fall seminar -- Preliminary outline 

A major event to socialize, set the terms, create the 
dialogue, start work. 

The components might be as follows: 

General meeting of CIJE and lead community 
representatives re- the project in general and CIJE 
contribution. Includes CIJE and Lead Community Lay 
leadership. 

Communities introduce themselves, their views, 
hopes,ideas, past achievements, etc . . 

-- Lay leaders to lay-leaders 
community mobilization 

issues of funding and 

-- Vision and goals: presentation and illustration (followed 
by work with representatives of the training institutions 
and others -- who will ~e leading this effort) 

-- Professionals, educators, rabbis: discussion of the 
project, the process, getting to work 

- - The Best Practices project: presentation and discussion 
includes consultants on content 

-- Monitoring, Evaluation and Feedback :same 

~ 
G= 

The first year: 
self study 
pilot projects 
one year plan 
five year plan 

The ongoing CIJE seminar 

networking among Lead Communities 

Day-long Meeting with Organizations, purveyors of 
programs and Programmatic Foundations : discuss specific 
interests and projects: 

in-service training programs 
CAJE 
JESNA 
JCCA 
the Melton mini-school 
the CRB Foundation 
perhaps Evans 
etc . . 

Closing session and discussion of next steps 
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From CIJE PHONE No. Jun. 25 1992 10:00Al1 POl 

.... . 
,;-- .. · .. ~ 

Fax Cover Sheet 

TO I Jim Meit~r 
FROM: Shulamith Ii:lster 301 ~230-?.0)2 

Co unoil for In.i. ti.:Ltivoo iri Jttw.l 
DATE : June 25, )992 

Ouggeet you i.noludc o>tt>oui..iv0 eu.mrnu1·y 0f: A 'l' i111!':' to 7\<d·.~ clo y on 
have cl ~~n copy. 1 f n ot. , I do ,.lnd G-111 mail so you c:-.in lid\'') ' " •'!.:J l 
good copy . 

Al t:10 look at tho cnu ] c,ood miuo:i<.,n to:l..-d .. emont £ 0 ,:· l:1'1 t'I C J JE . Mny} .. 
that ehould AO n o w~l l . 

Will es-l you ·thf' r.,ther tliin ee, el~ i:;nnn HP. T C!nJI , . . 

. ' 
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JUL 15 

To: Arthur Rotman 

From: Annette Hochstein 

· Oaar Art, 

972 2 619951 

Re: CIJE Workplan 

P .2/6 

July 15, 1992 

Following our conversations I am sending you a brief overview of 
· the work I ~eliave the CIJE may want to undertake during the 

coming 12 months. ~his i• :not a detailed workplan, but I believe 
it can facilitate tha preparati~n ot the ClJE budget. It re- . 
tlects the com:mission•• decisions: your joining the CIJ! arena 
in a ' leadership capacity allows us to revert to the mandate and : 
relate to all the recommendation•. Some of this, wa• · neglected 

··until now. 

Aa•ignments are just liated. It may be uaeful to read the docu
ment within the context of the paper we aent laat. week ("Lead 

.. : 

. . 
• I 

I .. 
• i 

communitiea at work"). There is no reference here aa to who will 1 

· d.o what part of the work. l·• 

'.shulamith and I have been exchanging view• on work plans, time
lines and budgets during the past several weeks and thia ~ooument 
reflects tha~ work too. · 

· Hope this is helpful, and a~ of course available for any olarifi
ca~ion or for further details. 

Beat Regards, 

i ,· 

I 
1 • 

l 

l : I 
\ 
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DRAFT FOR DISCUSSION ONLY 

The CIJE -- Preliminary wor~plan 

1992/1993 

P.3/ 6 

· .A. J'\mction, atruoture and atatf aeaWlptiona 

The following assumptions guide this plan: 

' . . . 

. . ' 
I 

I : 

' . ' 
' ' 

r. 

I: . ,, 

' 
~ a. The function of the CIJE is to do whatever necessary to bring 

about the implementation of the commiaaion•a decision•. Thi• 
includes initiating, being• catalyat and a facilitator. The 
CIJE is not a direct provider of services. . .. 

•I 

b. The CIJE ia a mechanism of the North American Jewiah Community 
for ~the development 'ot Jewish education. optimally an i~creaaing 

' nwnber ot leaders wduld s•e it as their organization for purpo••• 
of educational endeavors. 

_c . It will always bal a small organization with tew statf and high 
standard• of excellence. We assume that its staff will include, 
in addition to the executive director and an administrative sup
port ,ata.ff, a planner and a chief education officer. conaultants 
will be used on an a~-hoc paais. 

~- The plan ia based on the assumption that the asaignment in
cludes fundraiaing tor the CIJE and for the CIJE 1 a contribution 
to Lead Communitiea . i 

. . . \· 

I I 
~- Major areas . of endeavor of tbe cxn and auqqeated aotion in 
each area for the next 12 months (please note: areaa 1,2,and 3 
·below muat be dealt ,with both at the continental level and in 
·Lead Communi tie•) : 1 

i 
1. Co11U11mity kobili1ation an4 communioationa 

Plan and launch ·the activities that will help mobilize communi
tiea, organizations and leaders to Jewish education and create 
more fertile grounds 1for access t ,9. the resources required. Two 7 possible areas of e~deavor are (i/work with the23 applicant 
communities to th• Lead communitiea project an~ launoh of a 
communication• proqra~ that will continue the work begun with th• 
publication of "A Time to A0t11 • 

In too many quarter• the work of the CIJE is not known, and thia 
limits our atfectiveneaa, particularly with reference to tun
draiaing and communit~ mobilization. 

Thia area has not yet lbeen planned and very limited work wa•done 
to date. I 

I 
I : .. 
,. 
I 

·1 2 

I 

L 
I 
I 
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.. 
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, Building tb• Proteeai on of Jewish education 

In order t o deal with the s hor tage ot qual i fied educator• 
at houghtful plan needa to be prepared concerning actions thatmuat 
be taken. at the central or continental level. We havedaferred 
dealing with issues such aa a portable benetitsp lan, salary 
.poi!cl ea; what would i t take to meet theahortage i n terma of both 
pre-eervice and in-aervioe training (beyo'nd the grant• to the 
training i natitutiona) 'eto .• . In the course of the current year we 

-DY want to beginthe planning the work. 

3. Developing~ ••••aroh capability 

·'l'Wo atepa were taken so tar: the development· ot two major ra
•earoh ·projecta to support the development ef fort in Lead Commu
nities (Holtz and Gamoran) and the preparation of abackground 
paper by. Dr . Isa Aron. I n preliminary convereationit was suggested 
-~hat we may hold off on further eftort:e in~he immediate future. 

! 
. , 

I ! 4. "• :l•teliahinq Lead communiti•• 
I 

, I 

! ' 

;, .If, aa anticipated, three Lead Communitiee are selected by late 
Auguat, the bulk of the CIJE's work tor this coming year, will be 
the pro-active effort• required to astabliah lead oommunitiaa, to 
gy.t da . tbem and guarantee the content, the acope and the quality 

' l Qf ' implementation, and .to help find funding ' for the Lead Commu-
rii tiea. · ! 

:Th- following is a liat ~t the tasks - the first t aw ara present• 
'. •d ~hronologi cally: 
: .. 

·. 1ai) uu1y .;. _ ~U9\lat : Selecting lead communities and gearing up: 

:, l') 1 complete the se.leetion process - site-via.it• , analysi• , 
, ·,recommendations. , 

; i2) : , Board meeting - August 25th (Includes : preparation and 
~i•tribution ot materials, camper assignment, aani or polioy · 
'a~v!aor · m,eeting, preparator y staff meeti ng, ,etc • • . ) 

3). , Ongoing: the two support projects : Best Practice• and 
' Monitoring, Evaluation, Feedback. · '. , . 
I l 

1 ~ )' ; l~-2 9§Y staff meeting to plan Board and: the launch otJ4_ad 
: communities. -
$) . Prepare written guideline• tor Lead communities, including . 
_P,lanninq guidelines, prop(?sed agreement, descriptive materiala. 
' } . : 

3 

, . _. 

o,? ? c1ooc::1 

·- ·-- .. . -~ 
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I, 

!,) aepteuer-Bovelll)er: Launch Lead communiti•• and continue gaar-
1 • , ing up 

I' 
I 
I t 

1) Launch the dialogue .~1th leadership in each community , 
towards an agreed upon proce••, the formulation of an 
agreement or contract, an understanding of the broad 1inea 
of the project : 

. ,, 
. I · 2) convene .the first meeting of CIJE-Lead Communitiea ongoing 

planning seminar (see belowi 1 and develop mean• ot networking 
-between communities. 

I, , 
. ; 

: If .,. ,. .. 
;• : ? : 3) ~et up the va~ioue expert contributions of" .. the CIJE: 
.. 1; 

·.;·. 
I 

·; l-

I! I 

! : 

a> Provide .guidance to the planning and mobilization proc••• 
(Community organizati~n and o*going trouble-shooting) . 

I i 
t •1 I 
1 

• b> Negotiate with tound~ti ona, organizations and purveyo~s of 
, . i program• (training inatitution•, JCCA' and JESNA), the nature of 
, · ··: thalr involvement and their oontr ibution to Lead czommuni ties. 

· · ·· Begin training them for tha aaaignment (I will elaborate aepa-· . ·, 
·, 

. i:. 
( : : ~~tely) · 
~. :-

' r·, 
. ~ .': 

t ,·, 
. I •• c:> Provide funding facilitation as required,· 

i: 
"d> 

I ." • • ' 

Provide 
l> 
2> 
3> 
4> 

planning guidance for: 
The aelf-atudy 
Th~ one-year plan 
·Pilot projects to be launohed in year 1 . 
The five-year 'plan 

; ·. ;· e> Complet~ plans for the ;introduction ot the Be•t Practices 
: , .. i · project and make educational consultants- available to the commu-
: : :" , = ni ties . , 

i •• .t> Introduce the monitoring and evaluation project in the , : . ~ ... ... . . . : · . .. : 

. .. 
: ' . : 

1 
, ·community (field r••attchar t~ conduct preliminary inte,rviewa) 

g> .Provide guida~ce tor the development of goal-statement• 
(with the Mandel Institute and the training institutions. 

h> Appoint a key ataff co'n'sultant for each community? . I 
Dev•lop means of communication• and p.r. }, 4) 

I : ~ • I , . 
t ~ 0 ~ t I 

' . 0) oaqoinqa 
:, ' l 
,. ! 

I , 

' l) Board Meetings and camper assignment (2-~ times per year) 
.2) Adviaory group ,maatings or oonterence calla (now twice a 
·month. With MLM) · 

: 1: 
I ' 

: I: 
I • 
I ' • 

i. 

i!· 

' .J) , Monthly CIJE-Lead Communities planning aeminar 
1 .. ,) communication• · 
: ·5) Ongoing contac~a with oonatituenciea 

(organizationa,pu~veyora ot programs, foundations ·lay 
i :· leader•, educatora,rabbie) 
' I 
I 

, 6) . staff meeting• (for planning and diaouasion of educational 
i, content: twice a yaar with Mandel Institute) 

:7) · Guidance to key proj•ota (Mandel Inatitute) 
' 
i ., 

4 
• j: , . I, 

~ ; . . . ,· . I •' . 
• • ~; I ; 

. : ! 
: i! i • 
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I I 
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972 2 619951 

I Ce fall seminar -- Preliainary out line 

. A major event to soci ~lize , · set the ter ms, creat·e the 
dialogue, start work , 

The components mi ght ·be as follows: 

-- General meeting of CIJE and lead .community 
repreaenta.t i ves re- the project in general and CIJE 
conirib~ti~n. Includes CIJE and Lead community Lay 
lead~rahip. · 
I 

-- communit i es i ntroduce themse lve•, their view•, 
hopes , ideaa, past achiavamanta, etc.. : 

: . ·. ..- Lay leaders to lay-leader• -· iaaues ot funding and 
'?~i.ty. mobilization 

I I 
1 

: -- .vi'aion and goals: presentation and illuetration (followed 
by ·.work with r epresentative• ot the training i n•titutiona 
and others -- who will be leading this effort) 

-- Profeaaionals, educators, rabbia: diacusaion ot the 
proj'ebt, tha · prooe••, getting to worx 

1 • 

I 

, -- The Beat Practioea project: presentation and diacuasion . 
-- includes consultants on content 

- - Monitoring, Evaluation and Feedback :same 

-- Th• f irst y•ar: 
-- •el f s tudy 
-- pilot projeote 
- - one year plan 
-- five year plan 

-- The· ongoing CI JE seminar 

-- networking among Lead Communities 

, • -- Day-long Meeting with Organiz·ation•, purveyor• ot 
programs and Programmatic Foundations : ~- diaeuaa apecitic 

. interest• and project•: 

' . 

l. 

- - in-service training programs 
-- CAJE 
-- JESNA 
-- JCCA 

, -- the Mel ton mini-school 
. -- the CRB Foundation 
~-- perhaps Evans 
-.- ate .; . 

.-- Closing seasiQn and discussion of next ateps 

5 
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To; Arthur Rotman September~lS, 1992 

From: Annette Hochstein 

Dear Art, 

Re: CIJE - Workplan 

Following his conv~rsation with you Seymour suggegted that a 
somewhat expanded workplan for the CIJE - with an emphasis on 
Lead Communities might be useful at this time. 

The document reflects the Commission's recommendations, some of 
which have not yet been addressed or have b9en addraaaed in a 
limited way (Building the Profession; developing a research 
capability; addressing the Community support issue) 

rt may be useful to read the document together with the document 
"Lead Communities at work", and the attached very drafty time
line (both appended). 

I hope this is useful and am of course available for any clarifi
cation or for further details. 

Best Rego.rda, ~ 

l 
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THB CIJB •- PRBLININARY WORKPLAlf 
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A. ~unotion, structure and ataftin; aaaumptio~• 

The followin9 assumptions guide this plan: 

Sep 15,92 22 :35 P . 03 

a. The function of the CIJE is to do whatever necessary to bring 
about the implementat ion of the commission's decisions. This 
includes initiating action, being a c a t alyst and a f acilitator 
for implementation The CIJE is not a direct provider of serv
ices. 

b . The CIJE is a mechanism of the North American Jewish Community 
for the development of Jewish education. Optimally an increasing 
number of leaders would 9ee it as their organization ror purposes 
of educational endeavors. 

c. It will a l ways be a small organization with few staff and high 
standards of excellence. we assume that its staff will include, 
in addition to the executive director and an administrative sup
port staff, a p lanner and a chief education officer as well a$ 
possibly some addition staff with content expertise. 

d . The plan is based on the assumption that the assignment in
cludes fundraising for the CIJE and for the CIJE's contribution 
to Lead Communities. 

B. Batabli8hin9 L•ad communities 

The bulk of the CIJE 1 s work tor this coming year, will be the 
pro-active effo r ts required to establish lead communities, to 
guide them and guarantee the content , the scope and the quality 
of implementat i on , and to help rai s e the necaaaary funds tor the 
CIJE's share in their work , as well as for the Lead Communities 
themselves (the CIJE's role in funding was debated at the August 
meetings -- I am not sure t hat this f ormulation accurately re
flects the debate). 

c. Blements ot the workplan for Lead communiti•• 

Xmat4iot11 Preparation. n,aotiationa w launQh 
l . Prepare written guidelines for Lead Communiti~s (LC) , i nclud
ing proposed agr eement , planning guidelines, description of the 
project and of the CIJE 's support role. 

2 



CD 
2. Prepare CIJE staff for the assignment wit h LC'• and have 
periodic •taft meeti ngs for ongoing work. Items land 2 involve 
turther preliminary d.evelopment of tha concept of Lead Communi
ties, ita tranalation· into apecific content and practice. 

J. otter ongoing gu i dance and backing to the two support 
projaota : Best Praott cea and Monitoring, Evaluation, Feedbaok. 

4. Launch the dialogue with lay and proteaaional laaderahip in 
each LC toward• an understanding of the broad line• ot the 
project, an agreed upon proc••• for the projeot and the tormula
tion ot an agreement or contract. The chronology is to be deter
mined. In particular we diacuaaed the queation of whether we 
ought to push tor rapid, written agreement ; or rather engage in a 
joint learninq procaaa that would lead to agreement when the 
communities are more· knowledgeable. Whatever the deci•ion, ~h~ 
dialoque with communiti•• would revolve around the concept qt 
Lead Commun! ty, the , t ·erms of the proj act, the planninq and 
deci•ion-making process, the relati on•hip with the CIJE - includ
inq funding and the two proj ects. 

s. Work wi th educator• and rabbis in the community: they usually ·, 
have atrong views, ooxnmi~ments and expectations on which we w111· 

' want to build. 

6. Convene an ongoing (monthly? ) planning a eminar ot the Lead 
Communities and the CIJE to further devel op and deaign tha _con
eept ot LC'•· Given the innovative and exparimental nature ot· the 
project much needs to be' wor ked out jointly, with the beat avail
able talent joining forces for th• design and planning work. 
Thia will ala~ provide a basis tor networking among LC'•· 

Th• character ot the tirst meeting, to be c onvened•• aoon a• 
possible, is yet to be determined (e.g. should it be a major 
meeting aimed at •ooializing, aoquainting, tamiliarizing the 
leaderehip (lay and professional) with the ideas , •taft, actors, 
project•, toundationa, ·related t o the CIJE, or ahould it be i 
amaller ~••ting of aeveral repr•••nt«tivaa of eae~ community and 
ot the CIJE (.see appendix B tor possible scenario) • 

7 . Set up the variou• expert oontrib~tions of th• CIJE: 

a> Provide planning guidanoe and guidance t or the co.unity 
mobilization process (Community organization and ongoing tr0ut>l•
•h00ting). Prepare guidelinea and discus• them with the oommuni• 
t i ••· As•i•t •• needed in the establiahmant of a strong plaMing 
group (~ommittea, co~aaion) with wall-to-wall representation. 

b> Negotiate wi th foundations, organization• and purveyors of 
program• the nature ot their involvement and their contribution 
to Lead communitiea. Begin training them tdr the aasigrunent (e.g. 
diacusa the inatitutiona ot higher Jewiah Learning their role in ' 
in-service and pre-aervice training,. zas well as their role tor 

3 
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the articulation of visions or goals of Jewish education; work 
with the JCCA, JESNA, CAJE, CLAL; approach program-orientAd 
foundations with specific programs). This requires preparjng 
background documents - for example what would the Israel experi
ence be in a Lead Community - and discussing with the appropri
ate organization or foundation their interest in taking all or 
part of the program upon themselves. 

c> Provide funding facilitation as required. 

d> Provide 
l> 
2> 
3> 
4> 

planning guidance tor: 
The self-study 
The one-year plan 
Pilot projects to be launched 
The five-year plan 

in year l 

e> Complete plans for the introduction of the Best Practices 
project into the community and make educ~tional conaultants 
available to the communities. 

f> Introduce th~ monitoring and ovaluation project in the 
community (field researchers to conduct preliminary interviews) 
and help process the findings of the periodic r•ports (first one 
in January 1993). 

g> Provide guidance tor the development of vision, mission, 
goal-statements at institutional and community levels. 

h> Appoint a key staff consultant for each community, to 
mediate the content (community mobilization, building the profes
sion) and make educational consultants available for specific 
needs (e.g. develop in-service training program for early child
hood educators; re-invent a best- practice supplementary school 
model into the community) . 

i> Develop networking between communities 

j> Develop means of communications and p.r. 

a. Toward the end of the year: gear up towards implementation 

ongoing KW== aenera1 rn ~ related t2 LU.a communitin 

1) Board Meetings (August and February), Executive group, Board 
Committees (Lead Communities, Monitoring/Evaluation, Best Prac
tices) and camper assignments 

2) Senior Advisory group meetings or conference calls 

3) Monthly CI~E-L8ad Communitiea planning aeminar 

4) Fundraising 
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5) ongoing contacts with constituenoi&s {org&nizations,purveyors 
of programs, foundations lay leaders, educators,rabbis) ~ 

6) Staff meeting& {for planning and discussion of educational 
content: twice a year 

7) Guidance to key projects 

8) Networking with educators, organizations and institutions. 

9) Plan the second and third years of the project. 

C, Beyond Lead Communities, 

Major ar••• ot endeavor of the CIJB and •uqq•ated actioh in each 
area for the next 12 months (please note: areas 1,2,and 3 below 
must be dealt with both at the continental level and in Lead 
Communities) : 

1, community Mo~iliEation and 001DJ11un1oation• 

Plan and launch the activities that will help mobilize communi
ties, organizations and leaders to Jewish education and create 
more fertile grounds for access to the re&ources required (beyond 
the three communities selected) . Areas of endeavor might in
clude: 

* work with the 23 applicant communitie3 to the Lead Communi
ties project (or with any differently def ined large group of 
communities) to capitalize on good will, initial i nterests, local 
initiatives. This should initially include a very limited numhar 
of activities -- until the CIJE's workload permits more. For 
example, during the coming year one might convene one& or twice 
representatives of the"communities to share with them two topica: 
findings of the Best Practices project and methodology of the 
Monitoring, Evaluation Feedback project 
and meeting with programs ana repr•~•ntativas of programmatic 
foundations (CRB for Israel; Melton for the adult mini-school; 
Revs on for media; etc ... ) · 

• launch a communicat ions program that will continue the work 
begun with the publication of "A Time to Act", 

In too many quarters the work of the CIJE is not known. This 
limits our effectiveness, particularly with reference to fun
draising, and misses on important opportunities tor community 
mobilization. 

This area has not yet been planned an'1 VQry limited. work was done 
to date. 

2. Buildinq the Profession of Jewish •ducation 
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In order to deal with the shortage of qualified educator& a 
thoughtful plan needs to be prepared concerning actiob required 
at the central or continental level. We have daferrod dealing 
with issues such as a portable benetits plan, salary policies; 
what would it take to meet the shortage of qualified personnel in 
terms of both pre-service ~nd in-servie~ training (b$yohd t he 
grants to the training institutions) etc ••• rn the course of the 
current year we may want to begin the planning t hQ work. (I 
believe this requires initially an in-hous~ or commi»aion~Q plan
ning piece). 

3. Developinq a Researoh capability 

Two ataps were taken so far: the development of two major re
search projects to support the development ettort in Lead commu
nities (Holtz and Gamoran) and the preparation of a background 
paper by Dr.Isa Aron. We have not yet found financial support for 
this project. 

,. Batablishinq Lead Communities 
(see above), 
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Pall seminar -- some suggestion• 

An event to start work, inform, set the termg, create the dia
logue. 

The components might include: 

1. General maeting of CIJE and l8ad community representatives r~
the project in general and CIJE contribution. Includes C!JE and 
Lead Community Lay leadership. (10-20 people per community plus 
CIJE &taff and consultants, as well as lay people for part of the 
meetings) 

a.communities introduce themselves, their views, hopes, ideas, 
past achievements , etc .. 

b. The CIJE introduces the present state of the Lead community 
idea -- its evolution from the Commission to today . The notion of 
these communities as spearheads for systemic change - - for ad
dressing the problems of Jewish education/continuity. 

2. Lay leaders to lay-leaders -- issues of funding and coll\ll\unity 
mobilization 

3. Vision and goals: presentation and discussion followed by work 
with representatives of the training institutions and others who 
will be leading this effort. 

4. Professionals , educators, rabbis: build upon their work, 
commitments, convictions. 

a.discussion of the project, the process, getting to work 

b. The Best Practices project: presentation and discuasion-
includes consultants on content 

c. Monitoring, Evaluation and Feed~ack ;sAme 

d. Planning: 
self study 
pilot projects 
one year plan 
five year plan 

The ongoing CIJE seminar 

5. networking among Lead Communitias 

6. Meetings with organizations, purveyors ot program• and Pro
grammatic Foundations: -- to discuss specific interests and 
projects: 

in-service training programs 
CAJE 
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JESNA 
-- JCCA 

the Melton mini-school 
the CRB Foundation 
etc .. 

7. Closing session and discussion of next steps 
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DRAFT FOR DISCUSSION ONLY THE CIJE-PREUMINARY WORKPLAN SEPTEMBER 1992 

THE CIJE - PRELIMINARY WORKPLAN 
1992/1993 

A. Function, Structure and Staffing Assumptions 

The following assumptions guide this plan: 

1. The function of the CUE is to do whatever is necessary to bring about the implementation 
of the Commission's deoiliii9m. This includes initiating action, being a catalyst and a 
facilitator for implementation. The CIJE is not a direct provider of services except 
consultations. 

2. The CUE is a mechanism of the North American Jewish com.munityv~~: i1e development 
of Jewish education. Optimally an increasing number of leaders """ see it as their 
organization for purposes of educational endeavours. 

3. It will always be a small organization with few staff and high standards of excellence. We 
assume that its staff will include, in addition to the Executive Director, and an administra
tive support staff, a planner, a chief education officer, a director of research and community 
projects, as well as possibly some additional staff with content expertise. 

4. The plan is based on the assumption that the assignment includes fundraising for the CUE 
and for the CIJE'~o Lead Communities. 

+ 11 
B. Establishing Lead Communities 

The bulk of the CUE's work for this coming year will be the pro-active efforts required to 
establish lead communities, to guide them and guarantee the content, the scope and the 
quality of implementation, and to help raise the necessary funds for the CIJE's share in their 
work, as well as for the lead communities themselves (the CIJE's role in funding was debated 
at the August meetings-I am not sure that this formulation accurately reflects the debate). 

1 



DRAFT FOR DISCUSSION ONLY THE CIJE-PREUMINARY WORKPL.AN SEPTEMBER 1992 

C. Elements of the Workplan for Lead Communities 

• Immediate: Preparation, Negotiations and Launch 

1. Prepare written guidelines for lead communities (LC), including proposed agreement, 
planning guidelines, description of the project and of the CUE's support role. 

2. Prepare CUE staff for the assignment with LCs and have periodic staff meetings for 
ongoing work. Items 1 and 2 involve further preliminary development of the concept of 
Lead Communities, its translation into specific content and practice. 

3. Offer ongoing guidance and backing to the two support projects: Best Practices and 
Monitoring, Evaluation and Feedback. 

4. Launch the dialogue with lay and professional leadership in each LC towards an under
standing of the broad lines of the project, an agreed-upon process for the project and the 
formulation of an agreement or contract. The chronology is to be determined. JN par
ticular, we discussed the question of whether we ought to push for rapid, written agreement, 
or rather engage in a joint learning process that would lead to agreement when the 
communities are more knowledgeable. Whatever the decision, the dialogue with the 
communities would revolve around the concept of Lead Community, the terms of the 
project, the planning and decisionmaking process, the relationship with the CUE- includ
ing funding and the two projects. 

5. Work with educators and rabbis in the community: they usually have strong views, com
mitments and expectations on which we will want to build. 

6. Convene an ongoing (monthly?) planning seminar of the lead communities and the CUE 
to further develop and design the concept of LCs. Given the innovative and experimental 
nature of the project, much needs to be worked out jointly with the best available talent 
joining forces for the design and planning work. This will also provide a basis for networking 
amongLCs. 

The character of the first meeting, to be convened as soon as possible, is yet to be 
determined ( e.g., should it be a major meeting aimed at socializing, acquainting, familiariz
ing the leadership (lay and professional) with the ideas, staff, actors, projects, foundations, 
related to the CIJE; or should it be a smaller meeting of several representatives of each 
community and of the cUE) see appendix B for possible scenario). 

7. Set up the various expert contributions of the CUE: 

a) Provide planning guidance and guidance for the community mobilization process 
( community organization and ongoing trouble- shooting). Prepare guidelines and 

2 



DRAFT FOR DISCUSSION ONLY THE C/JE-PRELIMINARY WORKPLAN SEPTEMBER 1992 

discuss them with the communities. Assist as needed in the establishment of a strong 
planning group ( committee, commission), with wall-to-wall representation. 

b) Negotiate with foundations, organizations and purveyors of programs the nature of 
their involvement and their contribution to lead communities. Begin training them for 
the assignment ( e.g., discuss the

4 
institutions of higher Jewish learning, their role in 

in-service and pre-service training, as well as their role for the articulation of visions or 
goals of Jewish education; work with the JCCA, JESNA, CATE, CLAL; approach 
program-oriented foundations with specific programs). This requires preparing back
ground documents - for example, what would the Israel experience be in a lead 
community-and discussing with the appropriate organization or foundation their 
interest in taking all or part of the program upon themselves. 

c) Provide funding facilitation as required. 

d) Provide planning guidance for: 

1) The self-study 

2) The one-year plan 

3) Pilot projects to be launched in year 1 

4) The five-year plan 

e) Complete plans for the introduction of the Best Practices project into the community 
and make educational consultants available to the communities. 

f) Introduce the Monitoring and Evaluation project in the community (field researchers 
to conduct preliminary interviews) and help process the findings of the periodic 
reports (first one in January 1993). 

g) Provide guidance for the development of vision-, mission-, goal- statements at institu
tional and community levels. 

h) Appoint a key staff consultant for each community to mediate the content ( community 
mobilization; building the profession) and make educational consultants available for 
specific needs ( e.g., develop in-service training programs for early childhood 
educators; re-invent a best practice supplementary school model into the community). 

i) Develop networking between communities. 

j) Develop means of communications and P.R. 

8. Toward the end of the year: gear-up towards implementation 

3 
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• Ongoing Work-General CIJE and Related to Lead Communities 

1) Board meetings (August and February), executive group, board committees (lead com-
munities, Monitoring/Evaluation, Best Practices) and camper assignments. 

2) Senior advisory group meetings or conference calls. 

3) Monthly CUE-lead communities planning seminar. 

4) Fundraising. 

5) Ongoing contacts with constituencies ( organizations, purveyors of programs, foundations, 
lay leaders, educators, rabbis). 

6) Staff meetings ( for planning and discussion of educational content - twice a year). 

7) Guidance to key projects. 

8) Networking with educators, organizations and institutions. 

9) Plan the second and third years of the project. 

D. Beyond Lead Communities: 

Major areas of endeavor of the CIJE and suggested action in each area for the next 12 months 
(please note: areas 1, 2, and 3 below must be dealt with both at the continental level and in 
lead communities). 

1. Community mobilization and communications 

Plan and launch the activities that will help mobilize communities, organizations and leaders 
to Jewish education and create more fertile ground/ for access to the resources required 
(beyond the three communities selected). Areas of endeavour might include: 

• Work with the 23 applicant communities to the Lead Communities Project (or with 
any differently defined large group of communities) to capitalize on goodwill, initial 
interestf, local initiatives. This should initially include a very limited number of ac
tivities - until the CIJE's work load permits more. For example: during the coming 
year one might convene once or twice representatives of the communities to share 
with them two topics 
- findings of the Best Practices Project and methodology of the Monitoring, Evalua
tion and Feedback Project 
- and meetings with programs and representatives of programmatic foundations 
(CRB for Israel; Melton for the adult mini-school; Revson for media; etc.). 
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• Launch a communications program that will continue the work begun with the publi-
cation of A Time to Act. 

In too many quarters the work of the CUE is not known. This limits our effectiveness, 
particularly with reference to fundraising, and misses~ important opportunities for com

munity mobilization. 

This area has not yet been planned and very limited work was done to date. 

2. Building the profession of Jewish education 

In order to deal with the shortage of qualified educators a thoughtful plan needs to be 
prepared concerning action required at the central or continental level. We have deferred 
dealing with issues such as a portable benefits plan, salary policies, wha woul~take to meet 
the shortage of qualified personnel in terms of both pre-service and in-service training 
(beyond the grants to the training institutions), etc. In the course of the current year we may 
want to begin planning of the work. (I believe this requires initially an in-house or commis
sioned planning piece.) 

3. Developing a research capability 

Two steps were taken so far: the development of two major research projects to support the 
development effort in lead communities (Holtz and Gamoran) and the preparation of a 
background paper by Dr. Isa Aron. We have not yet found financial support for this project. 

4. Establishing lead communities 

(See above). 
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January 26, 1993 

Fall Seminar - Some Suggestions 

An event to start work, inform, set the terms, create the dialogue. 

The components might include: 

1. General meeting of CUE and lead community representatives re: the project in general 
and the CIJE's contribution. Includes CIJE and lead community lay leadership (10-20 
people per community plus CUE staff and consultants, as well as lay people for part of the 
meetings). 

a. Communities introduce themselves, their views, hopes, ideas, past achievements, etc. 

b. The CUE introduces the present state of the lead community idea - its evolution from 
the Commission to today. Toe notion of these communities as spearheads for systemic 
change-for addressing the problems of Jewish education/continuity. 

2. Lay leaders to lay leaders -issues of funding and community mobilization. 

3. Vision and goals: presentation and discussion followed by work with representatives of the 
training institutions and others who will be leading this effort. 

4. Professionals, educators, rabbis: build upon their work, commitments, convictions. 

a. Discussion of the project, the process, getting to work. 

b. The Best Practices Project: presentation and discussion-includes consultants on 

content. 

c. Monitoring, Evaluation and Feedback: same. 

d. Planning: 
• self-study 
• pilot projects 
• one year plan 
• five year plan 
• the ongoing CIJE seminar 

5. Networking among lead communities. 
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FALL SEMINAR-SOME SUGGESTIONS JANUARY26, 1993 

6. Meetings with organizations, purveyors of programs and programmatic foundations: to 
discuss specific interests and projects 
• in-service training programs 
• CAJE 
• JESNA 
• JCCA 
• the Melton mini-school 
• the CRB foundation 
• etc. 

7. Closing session and discussion of next steps. 
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NOTES TOWARDS CIJE WORKPLAN 1993-1994: ITERATION 2 

1. This document is a first attempt to articulate tasks over time for the CIJE for 1993-94. 

2. It is intended for staff discussion in New York (August 19-20); discussion with the lead community 
partners (August 23-24); and for presentation, in gross form, to the Exedcutive of the CDE. 

3. It takes those outcomes for July 1994 which were projected in June 1993 and plans them within a 
timeline. 

4. When this plan is approved, it will form the basis for detailed workplans for: 
-Bach LC . 
-Each staff member 
-Bach assignment. 

t,. = 
CODE (for individual responsibility) 

Milestones/Benchmarks 
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Alan Hoffmann 

Annette Hochstein 

Seymour Fox 

Barry Holtz 

Gail Dorf 

Steve Hoffmann 

Adam Gamoran 

Ellen Goldring 

Virginia Levi 

7 



DRAFT FOR DISCUSSION ONLY THE C/JE-PRELIMINARY WORKPLAN SEPTEMBER 1992 

THE CIJE - PRELIMINARY WORKPLAN 
1992/1993 

A. Function, Structure and Staffing Assumptions 

The following assumptions guide this plan: 

1. The function of the CIJE is to do whatever is necessary to bring about the implementation 
of the Commission's decisions. This includes initiating actio~ being a catalyst and a 
facilitator for implementation. The CIJE is not a direct provider of services except 
consultations. 

2. The CIJE is a mechanism of the North American Jewish community for the development 
of Jewish education. Optimally an increasing number of leaders would see it as their 
organization for purposes of educational endeavours. 

3. It will always be a small organization with few staff and high standards of excellence. We 
assume that its staff will include, in addition to the Executive Director, and an administra· 
tive support staff, a planner, a chief education officer, a director of research and community 
projects, as well as possibly some additional staff with content expertise. 

4. The plan is based on the assumption that the assignment includes fundraising for the CIJE 
and for the CDE's contribution to Lead Communities. 

B. Establishing Lead Communities 

The bulk of the CIJE's work for this coming year will be the pro•active efforts required to 
establish lead communities, to guide them and guarantee the content, the scope and the 
quality of implementation, and to help raise the necessary funds for the CIJE's share in their 
work, as well as for the lead communities themselves (the CUE's role in funding was debated 
at the August meetings -I am not sure that this formulation accurately reflects the debate). 

1 
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C. Elements of the Workplan for Lead Communities 

• Immediate: Preparation, Negotiations and Launch 

1. Prepare written guidelines for lead communities (LC), including proposed agreement, 
planning guidelines, description of the project and of the CDE's support role. 

2. Prepare CIJB staff for the assignment with LCs and have periodic staff meetings for 
ongoing work. Items 1 and 2 involve further preliminary development of the concept of 
Lead Communities, its translation into specific content and practice. 

3. Offer ongoing guidance and backing to the two support projects: Best Practices and 
Monitorin& Evaluation and Feedback. 

4. Launch the dialogue with lay and professional leadership in each LC towards an under
standing of the broad lines of the project, an agreed-upon process for the project and the 
formulation of an agreement or contract. The chronology is to be determined. IN par
ticular, we discussed the question of whether we ought to push for rapid, written agreement, 
or rather engage in a joint learning process that would lead to agreement when the 
communities are more knowledgeable. Whatever the decision, the dialogue with the 
communities would revolve around the concept of Lead Community, the terms of the 
project, the planning and declsionmaking process, the relationship with the CIJE-includ· 
ing funding and the two projects. 

5. Work with educators and rabbis in the community: they usually have strong views, com
mitments and expectations on which we will want to build. 

6. Convene an ongoing (monthly?) planning seminar of the lead communities and the CUE 
to further develop and design the concept of LCs. Given the innovative and experimental 
nature of the project, much needs to be worked out jointly with the best available talent 
joining forces for the design and planning work This will also provide a basis for networking 
among Les. 

The character of the first meeting, to be convened as soon as possible, is yet to be 
determined ( e.g., should it be a major meeting aimed at socializing, acquainting, familiariz .. 
ing the leadership (lay and professional) with the ideas, staff, actors, projects, foundations, 
related to the CUE; or should it be a smaller meeting of several representatives of each 
community and of the CIJE (see appendix B for possible scenario). 

7. Set up the various expert contributions of the CIJE: 

a) Provide planning guidance and guidance for the community mobilization process 
(community organization and ongoing trouble- shooting). Prepare guidelines and 

2 



DRAFT FOR DISCUSSION ONLY THE CIJE-PRELIMINARY WORKPLAN SEPTEMBER 1992 

discuss them with the communities. Assist as needed in the establishment of a strong 
planning group ( committee, commission), with wall-to-wall representation. 

b) Negotiate with foundations, organizations and purveyors of programs the nature of 
their involvement and their contribution to lead communities. Begin training them for 
the assignment (e.g., discuss the institutions of higher Jewish learning, their role in 
in-service and pre-service training, as well as their role for the articulation of visions or 
goals of Jewish education; work with the JCCA, JESN~ CAJE, CLAL; approach 
program-oriented foundations with specific programs). This requires preparing back
ground documents-for example, what would the Israel experience be in a lead 
community-and discussing with the appropriate organization or foundation their 
interest in taking all or part of the program upon themselves. 

c) Provide funding facilitation as required. 

d) Provide planning guidance for: 

1) The self-study 

2) The one-year plan 

3) Pilot projects to be launched in year 1 

4) The five-year plan 

e) Complete plans for the introduction of the Best Practices project into the community 
and make educational consultants available to the communities. 

f) Introduce the Monitoring and Evaluation project in the community (field researchers 
to conduct preliminary interviews) and help process the findings of the periodic 
reports (first one in January 1993). 

g) Provide guidance for the development of vision-, mission-, goal- statements at institu
tional and community levels. 

h) Appoint a key staff consultant for each community to mediate the content ( community 
mobilization; building the profession) and make educational consultants available for 
specific needs ( e.g., develop in-service training programs for early childhood 
educators; re-invent a best practice supplementary school model into the community). 

i) Develop networking between communities. 

j) Develop means of communications and P.R. 

8. Toward the end of the year: gear-up towards implementation 
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• Ongoing Work-Geneml CIJE and RelaJed to Lead Communities 

1) Board meetings (August and February), executive group, board committees (lead com-
munities, MonitorinwEvaluation. Best Practices) and camper assignments. 

2) Senior advisory group meetings or conference calls. 

3) Monthly CDE-lead cornmuni~cs planning seminar. 

4) Fundraising. 

5) Ongoing contacts with constituencies ( organizations, purveyors of programs, foundations, 
lay leaders, educators, rabbis). 

6) Staff meetings (for planning and discunion of educational content -twice a year). 

7) Guidance to key projects. 

8) Networking with educators, organizations and imtitutions. 

9) Plan the second and third years of the project. 

D. Beyond Lead Communities: 

Major areas of endeavor of the CIJB and suggested action in each area for the next 12 months 
(please note: areas 1, 2, and 3 below must be dealt with both at the continental level and in 
lead communities). 

1. Community mnbilization and communications 

Plan and launch the activities that will help mobilize communities, organizations and leaders 
to Jewish education and create more fertile grounds for access to the resources required 
(beyond the three communities selected). Areas of endeavour might include: 

• Work with the 23 applicant communities to the Lead Communities Project (or with 
any differently defined large group of communities) to capitalize on goodwill, initial 
interests, local initiatives. This should initially include a very limited number of ac
tivities - until the CDE's work load permits more. For example: during the coming 
year one might convene once or twice representatives of the communities to share 
with them two topics 
- findings of the Best Practices Project and methodology of the Monitoring, Evalua
tion and Feedback Project 
- and meetings with programs and representatives of programmatic foundations 
(CRB for Israel; Melton for the adult mini-school; Revson for media; etc.). 
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• Launch a communications program that will continue the work begun with the publi-
cation of A Time to Act. 

In too many quarters the work of the CDE is not known. This limits our effectiveness, 
particularly with reference to fundraising, and misses on important opportunities for com
munity mobilization. 

This area has not yet been planned and very limited work was done to date. 

2. Building the profession of Jewish education 

In order to deal with the shortage of qualified educators a thoughtful plan needs to be 
prepared concerning action required at the central or continental level. We have deferred 
dealing with issues such as a portable benefits plan, salary policies, what would it take to meet 
the shortage of qualified personnel in terms of both pre-service and in-service training 
(beyond the grants to the training institutions), etc. In the course of the current year we may 
want to begin planning of the work (I believe this requires initially an in-house or commis
sioned planning piece.) 

3. Developing a research capability 

Two steps were taken so far: the development of two major research projects to support the 
development effort in lead communities (Holtz and Gamoran) and the preparation of a 
background paper by Dr. Isa Aron. We have not yet found financial support for this project. 

4. Establishing lead communities 

(See above). 
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January 26, 1993 

Fall Seminar-Some Su g gestions 

An event to start work, inform, set the terms, create the dialogue. 

The components might include: 

1. General meeting of CUE and lead community representatives re: the project in general 
and the CIJE's contribution. Includes CIJE and lead community lay leadership (10-20 
people per community plus CIJE staff and consultants, as well as lay people for part of the 
meetings). · 

a. Communities introduce themselves, their views, hopes, ideas, past achievements, etc. 

b. The CIJE introduces the present state of the lead community idea-its evolution from 
the Commission to today. The notion of these communities as spearheads for systemic 
change-for addressing the problems of Jewish education/continuity. 

2. Lay leaders to lay leaders -issues of funding and community mobilization. 

3. Vision and goals: presentation and discussion followed by work with representatives of the 
training institutions and others who will be leading this effort. 

4. Professionals, educators, rabbis: build upon their work, commitments, convictions. 

a. Discussion of the project, the process, getting to work. 

b. The Best Practices Project: presentation and discussion-includes consultants on 
content. 

c. Monitoring, Evaluation and Feedback: same. 

d. Planning: 
• self-study 
• pilot projects 
• one year plan 
• five year plan 
• the ongoing CIJE seminar 

5. Networking among lead communities. 
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6. Meetings with organizations, purveyors of programs and programmatic foundations: to 
discuss specific interests and projects 
• in-service training programs 
• CAJE 

• JESNA 
• JCCA 
• the Melton mini-school 
• the CRB foundation 
• etc. 

7. Closing session and discussion of next steps. 
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August 1, 1992 

MONITORING, EVALUATION, AND FEEDBACK IN LEAD COMMUNITIES 
TENTATIVE PLAN OF WORK FOR 1992-93 

I. CONTENT 

For Lead Communities, 1992-93 will be a planning year. The agenda for the 
evaluation project is to raise questions that will (a) stimulate and assist the planning 
process; (b) enumerate the goals that Lead Communities intend to address; and (c) 
identify current practice so that progress towards goals can be assessed in the future. 
Broadly, the field researchers will raise three questions: 

(1 ) What are the visions for change in Jewish education held by members of 
the communities? How do the visions vary across different individuals or 
segments of the community? How vague or specific are these visions? To 
what extent do these visions crystallize over the course of the planning year 
(1992-1993)? 

(2) What is the extent of community mobilization for Jewish education? Who is 
involved, and who is not? How broad is the coalition supporting the CIJE's 
efforts? How deep is participation within the various agencies? For 
example, beyond a small core of leaders, is there grass roots involvement 
in the community? To what extent is the ('Ommunity mobilized financially as 
well as in manpower? 

(3) What is the nature of the professional life of educators in this community? 
Under what conditions do teachers and principals work? For example, 
what are their salaries, and their degree of satisfaction with salaries? Are 
school faculties cohesive, or fragmented? Do principals have offices? 
What are the physical conditions of classrooms? Is there administrative 
support for innovation among teachers? 

Yisjons of reform. The issue of goals was not addressed in A Time To Act. The 
commission report never specified what changes should occur as a result of improving 
Jewish education, beyond the most general aim of Jewish continuity. Specifying goals 
is a challenging enterprise given the diversity within the Jewish community. 
Nonetheless, the Lead Communities project cannot advance -- and it certainly cannot 
be evaluated -- without a compilation of the desired outcomes. 

For purposes of the evaluation project, we will take goals to mean outcomes that are 
desired within the Lead Communities. We anticipate uncovering multiple goals, and 
we expect persons in different segments of the community to hold different and 
sometimes conflicting preferences. Our aim is not to adjudicate among competing 
goals, but to uncover and spell out the visions for change that are held across the 
community. To some extent, goals that emerge in Lead Communities will be clearly 
stated by participants. Other goals, however, will be implicit in plans and projects, and 
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the evaluation team will need to tease them out. The evaluation project will consider 
both short-term and long-term goals. 

Another reason for focusing on visions is that a lack of clear goals has hindered the 
success of many previous reform efforts in general education. For example, the New 
Futures Initiative, an effort by the Casey Foundation to invigorate educational and 
community services in four inner-city communities, was frustrated by poor articulation 
between broad goals and specific programs. Although the communities were 
mobilized for reform, the connections between community leaders and front-line 
educators did not promote far-reaching programs for fundamental changes. New 
programs were generally supplemental, and they tended to produce superficial 
changes. 

Questions related to visions include asking about anticipated obstacles, about 
overcoming barriers between segments of the Jewish community, and about how 
participants foresee moving from goals to implementation. By asking questions about 
visions, the evaluation project will not only document goals, but will help persons at all 
levels of the Lead Communities project -- lay leaders, parents, educators, and other 
Jewish professionals -- to think about their visions of the future. This process may lead 
to interactive thinking about goals, and may help the communities avoid purely top
down or bottom-up strategies. 

It will be important to consider the concreteness of the visions in each community. Do 
the visions include a concept of implementation, or do ideas about goals remain 
abstract? Do participants recognize a link between their visions of change and the 
structure they have established to bring about change? 

Community mobilization. According to A Time To Act. mobilizing community support 
for Jewish education is a "building block" of the Lead Communities Project, a condition 
that is essential to the success of the endeavor. This involves recruiting lay leaders 
and educating them about the importance of education, as well as increasing the 
financial resources that are committed to education. The Report quotes one 
commissioner as saying, "The challenge is that by the year 2000, the vast majority of 
these community leaders should see education as a burning issue and the rest should 
at least think it is important. When this is achieved ... money will be available to finance 
fully the massive program envisioned by the Commission {p.64)." 

Recent advances in educational theory also emphasize the importance of community
wide, "systemic" reform instead of innovations in isolated programs. Educational 
change is more likely to succeed, according to this view, when it occurs in a broad, 
supportive context, and when there is widespread consensus on the importance of the 
enterprise. Hence, an important issue for the evaluation of Lead Communities is the 
breadth and depth of participation in the project. What formal and informal linkages 
exist among the various agencies of the community? Which agencies participate in 
the visions of change that have been articulated? 
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As part of their applications Lead Communities are proposing planning processes for 
the first year of work. In studying mobilization in the communities, we need to observe 
how this planning process unfolds. Is the stated design followed? Are departures 
from initial plans helpful or harmful? Is there broad participation? Are the planners 
developing thoughtful materials? We will need to describe the decision-making 
process. Is it open or closed? Are decisions pragmatic or wishful? 

The professional lives of Jewish educators. Enhancing the profession of Jewish 
education is the second critical building block specified in A Time To Act. The Report 
claims that fundamental improvement in Jewish education is not possible without 
radical change in areas such as recruitment, training, salaries, career tracks, and 
empowerment of educators. Hence, the evaluation project will establish baseline 
conditions which can serve as standards for comparison in future years. 

Field research may center on characteristics and conditions of educators including 
background and training, salaries, and degree of satisfaction with salaries; school 
facilities; cohesiveness of school faculties; administrative support for innovation; and 
so on. Additionally, we will observe a subset of educational programs that are in place 
as the Lead Communities project begins. These observations will be used as 
baseline data for comparative purposes in subsequent years. We will try to consider 
programs which, according to the visions articulated in the community, seem ripe for 
change. 

II. METHODS 

In the long term (e.g., four years?), it is possible to think about quantitative assessment 
of educational change in Lead Communities. This assessment would involve limited 
surveys that would be administered in 1993-94 and repeated perhaps every two 
years. For the present, the evaluation project will make only limited use of quantitative 
data, relying mainly on information gathered by the community itself, such as 
participation rates, trends in funding, teacher turnover, etc. The bulk of the 
assessment carried out by the evaluation project, at least during the first two years, will 
emphasize qualitative assessment of the process of change in Lead Communities. 
The main methodological tools will be interviews and observations. 

Snowball sampling for interviews. A "snowball" technique for selecting interview 
respondents appears appropriate here. In this approach, the researcher identifies an 
initial group of respondents, and adds to the list of subjects by asking each interviewee 
to suggest additional respondents. At some point in an interview, for example, the 
researcher might ask, "Who else is involved in {program x)? Who else is a leader in 
this area in this community?" Subsequently, the researcher interviews some of those 
named by previous subjects, particularly if new subjects are named by more than one 
previous informant. 

In the snowball approach, it is important to begin with multiple starting points, so that 
one does not become confined to a narrow clique within the community. We might use 
the following three starting points from which we would snowball outward: 
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(1) Key actors identified in the Lead Communities proposal from each 
community. 

(2) A list of leaders of all community organizations that are involved in 
education, possibly prepared by the head of the local Jewish federation. 
The list must include leaders of any organizations that are not participating 
in the Lead Communities project. 

(3) Random samples of educators and lay persons not included in (1) or (2). 

These samples should clarify the social ecology of the Jewish community. 

Aims of evaluation. The purpose of the evaluation, especially in the first two years, is 
weighted more towards developing policy than towards program accountability. 
Feedback on the process is seen as much more important than summative evaluation 
at the present time. We suspect that most Jewish educators recognize that Jewish 
education is not succeeding, and will understand that the field researchers are not 
there to document their failures. Instead, the field researchers can serve the educators 
and their communities by helping them reflect on their situations and by serving as 
mirrors in which their programs can be viewed alongside their goals. 

In one sense, the evaluation project does emphasize accountability. By the end of the 
first year, Lead Communities are expected to have well-articulated visions for change, 
and implementation plans developed. The evaluation project will help judge whether 
the processes within the Lead Communities are leading towards these outcomes, and 
will assess progress toward these general goals in the spring of 1993. 



TOWARDS '1'BE IMPLEMEN'l'ATIOH OP '1'BE RECOMMENDATIONS OP TBE 
COMMISSION OH JEWISH EDUCATION IH HORTB AMERICA: 

'1'BE COUNCIL POR INITIATIVES IH JEWISH EDUCATION 

LEAD COMMUNITY PROJECT 

The Lead community: A concept, A Process, A Place 

AD overview and Basic conceptions 

A Lead Community is a concept, a process and a place
- a community engaged in planning for a comprehensive, 

far-reaching and systematic improvement of Jewish 
education. 

The CIJE and the Lead community 

Several lead communities will be established and each 
will enter a partnership with the CIJE committing· 
itself to develop and implement a specific plan of 
programs and project~ in the community. 

Content 

The community plan must include elements designed to 
address the 'enabling options' - professional 
development programs for all educators, recruitment and 
involvement of key lay leadership and enhanced use of 
Israel experiences as an educational resource. 

Programs 
The communities should undertake programmatic 
initiatives most suited to meet local needs and 
resources and likely to have a major impact on the 
scope and quality of Jewish education in the 
community. 

Monitoring. Evaluation. and Feed-back 
Community plans and projects should be carefully 
monitored and evaluated and feedback provided on an 
ongoing basis . 

Appendix: Recruitment and Selection of Lead communities 
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Basic conceptions 

1. The process of change is gradual. A long term project is 
being undertaken by the CIJE. The Lead Community Project 
is a means of bringing about meaningful change in Jewish 
education in North America by addressing those elements 
thought to be most critical to improvement. 

2. Without community support for Jewish education and an 
approach to deal with the shortage of qualified personnel 
no systemic change is likely. These are the "building 
blocks or enabling options" identified by the Commission. 

3. The initiative for bringing about community change should 
come from the local community itself. 

4. Each local community will be encouraged to strengthen 
existing programs and to develop innovative and 
experimental programs to expand thinking beyond existing 
.ideas and approaches. 

5 . A local planning mechanism will be responsible 
. for generating plans and ideas and designing programs 
that have the support of ·a coalition of the stakeholders-
key institutions and individuals . 

4. In order for a community plan for change to be valid and 
effective it should fulfill two conditions: 

• It must be comprehensive and of sufficient scope to 
have significant impact on the overall profile of 
Jewish education . · 

• It must ensure high standards of quality. This can be 
accomplished with the assistance of experts in the 
field , careful and thorough planning, and appropriate 
evaluation procedures. 

s. The CIJE will assist in designing and field-testing 
solutions to local problems through the professional and 
technical support of its staff and consultants and the 
assistance of the many resources of its co-sponsors-- the 
Council of Jewish Federations (CJF), the Jewish Community 
Center Association (JCCA) and the Jewish Educational 
Services of North America (JESNA)-- the national training 
institutions, the denomintions and the local, regional, and 
national organizations. 
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The cIJE and the Lead community 

A coali tion of the ma jority of the local educational institutions 
should be required to undertake a planning process and to make a 
commitment to recruit outstanding lay leadershi p so as to establish 
a supportive community climate to ensure the success of the plan. 

Based on the specifi c needs of the community and the resources 
available for i mplementation each community should propose a 
specifi c program that it believes will make a s i gnificant impact on 
the scope and quality of Jewish education. 

The CIJE should offer each lead community: 

- professional guidance by staff and consultants 
- on-goi ng consultation on content and process issues 
- liaison to continental and international resources 
- facil i tati on of funding for special projects through the 

CIJE's relationship with foundations 
- assistance in the recruitment of community leadership 
- Best Practice Project 
- Monitoring, Evaluation and Feed-back 

Each community should ma.ke specific programmatic choices selected 
by mutual agreement from a menu prepared by the CIJE . The CIJE menu 
will include required and optional elements. 

The required elements will include: 

• acti vities t o "build the profession" including in-se rvice 
education for all personnel 

• recruitment and i nvolvement of outsta.nding lay leaders 
for "community support" of Jewish education 

• maxi mum use of Best Practices so as to strengthen 
existing programs 

• additional and enhanced Israel experience programs 
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Personnel Development; 
Communi ties should develop and implement a plan for the recrui tment 
and training of personnel and for activities to "build the 
profession". The plan should consider the communi ty's varied 
settings for formal and informal Jewish education and plan for pre
service and in-service activities for teachers, principals, rabbis 
and all personnel working in the field, either as professionals or 
as avocational educators. It should include a plan to recrui t and 
train previously under-utilized community human resources . 

Specific examples of personnel deve lopment activi ties include the · 
development of policies and programs to improve salaries and 
benefits, to develop new career paths and to empower educators by 
creating new roles for educators in decision-making i n schools and 
in the community. 

The CIJE will recommend elements of an effective personnel 
development program and -assist communities in the planning and 
implementati on s tages. 

community support; 

Each lead community s hould launch a major effort at building 
community support. What is required is leadership at the 
congregational/school, agency board level and Federation levels. 
This requirement includes the recruitment of top leadership for 
f inancial support for Jewish education s o as to create a supportive 
community climate to influence funding decisions and provide 
effecti ve leadership for lead community activities. 

Some possi ble appr oaches to developing stronger leadership have 
been identified. They include: 

- improving the s tat us of leadership i n Jewish education 
- providing mentors f or you.nger leadership f rom among the 

well-established and influential community leadership 
- training of school and agency boards through a 

community based training program 
- recruiting leadership from active adult learners 
- community leadership development programs designed 

specifically for Jewi sh educational leadership 
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Among the specific activiies that should be considered is the 
adoption of a formal agenda for COMMUNITY SUPPORT that includes: 

- new financial commitments with specific appropriate 
approaches to local fund-raising 

- establishment of a formal education "lobby" 
- development of regional or inter-communal networks 
- formalization of lay-professional dialogues 
- public relations efforts 

Optional elements may include the enrichment and/ or modification of 
existing programs and the development of innovative and 
experimentai programs for a variety of settings. 

The CIJE should formalize its relationship with each lead community 
specifying the programs/pr oj ects t o be impl emented - the goals , 
anticipated outcomes, and the additional human and financial 
resources that the community will make available. The agreement 
should likewise spec ify the support that can be expected from the 
CIJE. 

The CIJE should provide each lead community with t imely feed-back 
. through the study of programs and projects. At a l ater stage, the 
successful programs may be offered to additional communities for 
replication or modification in other set tings. Others may be 
dropped altogether . 
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content 
A wide variety ot possible options reflecting the 
commitments, concerns and interests of the commissioners 
were considered - any one of wh.ich could have served as the 
basis tor the Commission's agenda. It was recognized that 
the options could be usefully divided into two large 
categories: enabling options and programmatic options. 

The Commission decided to focus its work i nitially on t wo enabling 
opti ons as major approaches to change without which other program 
opti ons were unlikely to achieve their goals. The enabling options 
are to "build the profession" so as to deal with the shortage of 
qualified personnel and "the community - its leadership« structures 
and fund i ng" so as to provide the support essential for community 
change. Each community will be required first t o plan for the 
"enabling options", the required element s of the community plan. 

The Commission identified pr ogrammatic areas f or intervention as a 
means to improving existing programs, strengthening institutions 
and developing i nnovative and experimental projects . The 
programmatic areas include the t arget populations (early 
childhood through senior citizens), settings and frameworks 
( intormal and formal - e.g. , schools, centers and camps) and 
specific content and methods. 

Each community should choose the programmatic areas through which 
they plan to address these options. 

"Enabling options" should be reflected in the programmatic areas 
selected by the community, those most suited t o local needs and 
conditions. 

Two examples help clarify the critical rel ationship between 
"enabling options" and s pecific programs . 

- Training programs f or principals i mpr ove schools . 
- Individual s chools bene fit when s upplementary school 

teachers participate in required in-service training 
programs. 

"As the Lead Communities begin to develop their plans ot action the 
Best Practices inventory would offer a guide to successful 
programs/ sites/curricula which could be adopted in the Lead 
Communities." (The Best Practices Project ~y Dr . Barry w. Holtz ). 
Thus a community choosing to undertake a speci fic program/ project 
will be offered models of successful programs/ projects by the CIJE 
so c\S to incorporate e xperience in the field in planning and 
decisi on making . The community can then either replicate, modify or 
devel op unique pr ogr ams, keepi ng in mind. the standards set by these 
model s . · 

7 



Monitoring. Evaluation. and Feedback 

Ongoing monitoring of progress -- collection and analysis of 
data -- should assist community leaders, planners and educators to 
improve and adjust implementation activities in the communities. 

The CIJE should establish an Evaluation Project to provide: 

• ongoing monitoring of activities and elements of the 
community plan 

• evaluation of progress in appropriate form/s 
• a feedback loop(s) to "connect practical results with a 

process of rethinking, replanning and implementation" 

Data will be collected locally and nationally to: 

- evaluate the impact and effectiveness of individual programs 
- evaluate the effectiveness of the Lead Community concept 

as a model for change 
- create indicators and a data base to serve as the basis for 

an ongoing assessment of Jewish education in North America. 

It is anticipated that this work may contribute to a periodic 
"State of Jewish Education Report" as recommended by the 
Commission. 

Research findings provided through the feedback loop(s) will make 
information available on a continuous basis for decision-making 
purposes. The feedback loop(s) provide for the rapid exchange of 
knowledge and the ability to use information in both planning and 
practice. It is anticipated that this approach will result in 
ongoing adjustments and adaptations of plans. 
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UPDATE; NEXT STEPS 

During its initial months the CIJE has succeeded in establishing a 
organization and infrastructure that is now ready to launch work on 
the recommendations of the Commission. The Senior Policy Advisors 
and the Board of Directors of the CIJE have held their initial 
meetings and reviewed preliminary papers and conceptions. The 
Education Officer has begun work on a full-time basis and a search 
is undrway for the Executive Director and Senior Planner. 

Two deliberations were held at the Mandel Institute in Jerusalem -
January and July 1991- with CIJE staff, advisors and consultants . 
A working group of educators and planners has been formed to assist 
the CIJE in its work. 

A first workplan for the CIJE and time line have been established 
that includes the following elements: 

Establishing Lead Communities - as outlined in this paper 

Undertaking a Best Practices Projects as outlined in 
the enclosed CIJE paper by Dr. Barry w. Holtz 

A paper now being prepared towards the establishment of a 
research capability in North America 

A project to building community support including the 
pr9paration of a strategic plan 

Development of an approach to a continental strategy for 
preparing Jewish educators 

Developing and launching a monitoring, evaluation and 
feedback program for the CIJE 

Separate papers will be forthcoming on each of the above elements 
of the CIJE's program. 

SRE 
8/91 
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Appendix; The Recruitment and Selection of Lead Communi ties 

The following approach has been proposed for the recruitment and 
selection of lead communities through a two round screening 
process. 

Application and se1e9tion 

Round One; Request for Proposals (RFP) 

Following a public announcement and communication to the local 
federation, which will include information about criteria and the 
selection process, communities will have six weeks to prepare a 
letter of intent which will be processed by CIJE staff, reviewed by 
Senior Policy Advisors and a committee ot the Board of Directors. 

selection criteria; 
A. City Size: minimum Jewish population of 15, 000 to maximum 

Jewish population of soo,ooo 

B. Commitment 
In the Letter of Intent the local federation will be asked 
to provide evidence of: 
1. the community's capability of a joint effort by all 

elements of the community 
* 2. commitment to involve all stakeholde~s 

3 ·• an existing planning process 
4. initiatives and progress in Jewish education in recent 

years (5 years) 
* 5. a serious commitment of lay leadership 

6. potential to recruit strong community l eaders 
7. potential for funding for lead community 

activities 
8. understanding of the importance of creating an 

environment conducive to innovation and experimentation 
9. commitment to developing personnel. 

* Letters of support should be included from a sampling of 
the stakeholders - educational and communal leaders. 

Communities will be selected to participate in the second round. 

Following discussion and approval by the Senior Policy Advisors and 
the Board of Directors, the CIJE staff will begin the recruitment 
process as outlined above. 
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Round Two; Formal Application 

Communities selected for Round Two will be invited to send 
representatives to an informational seminar in preparation for 
Round Two and a more detailed application process that will include 
a site visit by CIJE staff upon receipt of the completed form. 

Following screening by the CIJE staff, . comments will be elicited 
from the Senior Policy Advisors and all applications, materials and 
comments will be reviewed by a committee of the Board of Directors 
and recommendations made for approval by the Board. 

Timetable tor Recruitment and selection; 
1. Requests for Proposals (RFP): early September 1991 
2. Round One applications due: October 15, 1991 
3. Decision by CIJE Board: mid November 1991 
4 . Seminar f or Round Two Communit ies: earl y December 1991 
s. Round Two applicat i ons due: l ate January 1992 
6. Decision by CIJi Board: by March 1992 
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· .. :.:-- :·:/:_-r·~~-.Pr~~i~~-~ ~d~noe .t.o~ the d~velopme~t :·o°: ·:~i:~io~;: -~.1~-~ion-~ ·:: .·· _ .. ·-.:. :.-:: -----~- -~ .:~r~,~-~at~.~nJ~ :. at._ -~~~i-~~~on·~1 ·and oo~ui:lit~ -~~v~-~~; ;·_ · :·: . . : , __ ;. ·: ·. · .: ·_ · ... .."'. ~'. 
. -----~ ': .r h>

0 

:Appoin:t . ~-.:.·k•Y:. atatt · CQnsul-tant tor . eaoh·. commun.ity:,_ "!to .. . : .· ·_ .. :. ·. ·:: 
:-- ·»•diate th• c.ontent! ('c0JU1~n!ty inobili z.ation.; ··Qui_id.i ng the ·pr~~-~- ·. -·:_· . : .. : .~ 
··:· ·:: -s~4'.n) a.nd ma·~• -: •4.~c:a~ioJ)a l fQrisul tanta a.vaila·~le .·tor sp~~itlc :..:"· . . · _- · .. l: 

. ·-.:"-. _n!l.~4• . ( e...:q .... 4ey~l<?.~ _ _- i~~.se~~~e ~r aining -pr~~-· t~r ·. ~~lY .. ·chi;~~ ; · .- ·-: :· ... -~-: 1: 
. "···-· .hQ~.4. ... •cl®at.o.~J --~~·-inv.ent -a. bes t -pl:'actice.,, •uppl .amentary .. -.~choo_l .. : .. . .. , ... _ .. , ·, 1, :· • . •pd•l into the ·_cpmm~i ty) ./ • I ;· • : : • :: '. • • • , ,.-·, • • • • • • • • 

0

• " 

··, . •; l · : .. ' ' ·.. ._; ·.·: . . '. .., _:·.:, · .. . . ::·: .. ·:. · .. _. -_:· .. ··: :~ :· .. ~ y 
_ _. __ :-:_--.·. i ···~ j ·-.f-~ --~-~~~~~ . n~~-~o~k~g; ,.b~tve_en ·commu~~t7~~ _, ·. : .. · .. · ... ,: · .... · .. ·_ .. ·· .. ·. ..: . _ , -:·· , -t 

• I • • ~ • ! . : .,. - : . . . . . . . . : \. ;. . . . . • 

\a}". : ·>) j>· Dave19~ m·-.aF-~-: -~f! <:=:Ommiulications -~d -; P,.r• .. :·. ;:' .. ···:.·:, . :· ... · ... :: .. " ;' 
.. · . . at J ward th9 :~nd: or t' i•a~: . gear Up t~wa~~r~p;~~ntat:o~: ; . • < : . . 'I 

. · r· pngpig 1G.X ,=. gen:er1• · rn lli related ·a ~ -.apmm;uit!·ea.:·. · ·. · .. : .. 
. . : · ... ;. ·;. ! . . . . ; ·. .=_.-~ .. : .. '. . . . . ~ . . . . . : ... . :-: ·:··· .. _·.:·. ;: .. . : ..... : · .. · ... : ... ' . . 

. > · 1,):--;.,!.. . BoarcfM~~tit;·g•··_(Augi:tat' -,i'd ieb~aryr,:·zxa.~t~v. gro~p; ~~:'~>-: · . > , :· 
.·. C_9,~it1:••~· ,(Lead Com:au;~iti~• '., · M:onitorin.9/ ~alua:t;.ion; -, B~st- ~rac:-_ · . .- ; 

ti<r••) and oampe_r assiqnment:a· · . ··. ·: :- . . · - · · · · ·· .. ·. . · ·: · : . ·: . · .. ·= 

... : ~l -~<I -~.~i~r-·-idvi;~'.~-~ 9~oup~-lZl •• t1n~s or·· c;:m~~~~n~-~::~.11~ _·::/ .-:: ·.->:·-···.·. ·_.·.- . l 
··:. I : ~ , • . ; •. • • . • • • • • . • : . • • . . :·. • . • t :.-_.: 3r -· -r ··. _Mon~hly:··c:trr:::"".~~~-'.Co~~nit_ies _pl~nn~n~. s~m~naf .'. · ..... : . . ·y • • • i 

··; .:. F:\mdraisingJ' _·;._ _ :·.- · .. . · ·: .·,:.· .. ·. ·: ·: · · .-. 
I • • "• 
, . . j, : • . . . 

' ; • I • • 

• . ; .1 .: • I ·. : . .. 
. . ... ·. ,·. 

•• i 
I ' 
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5.) o~go~ng contacts wi tn: consti tue;hcies ( organi,z. ations_,_p~rveyoi· s. 
pf P~O(Jrams, foundations .l~y -leade;rs, bducators,r~l:>l:>is} · .· .··. · · · 
I • • • • I, . . .: _. ( . . . 

~) . Statt me·etings . (tor'· pl~nn·ing" and/ discussion_ of educ~tional : 
. con'ltent: twice a .year . . . ·: . . ·. . .. . . ... 

• .' •• ,.a • .J· ! . • ~ • 

.: ; · . i) Guid~ce· . to. key pro:f e9ts . .. . . •I 
: . · ...... : . 

: / • ; f, t 
O 

• I • '• 

. : .. .- ~)._ . Natwoi;k-ing with ._caduoa';ors, organ~~ation~ and ins~itut;ions·.-. .. 
,. ,. . . : : . : : 

i • 9) Plan, the ~econ,d ~~ third years otl the project. · · :· · .... . · 
I • i 

p. layond Lea~ communitiess 
. •, 

·. ·-· .. ... -.. ·. . .. 
• • : • • • •• • • I ••• : 

~- <: Major areas ot end~avol': ct the c~JI ~~ auqc;eate~ aotion. in •Jch : 
: .: area for tha-.next.·12 ·months (please . nolta: area.a lt2,and 3 . : below ··: 
i · .. ~uat be daait with bo.~h at the continental level and -iri : Lead ' 
,:· · ~ommuni ties.) .. ;· · · · · ··= · • · 
: . .. : : . . ~·=. . . ! . . ... . .. - . ., : : : 

. . .. r . .. : ... ·:- .- . 

., .. , 

,, 
11 

-: 

.. 
' 

·· · · . ..... '.1:. Commw:iity Mobilize.tio: a:d. ook:unicat.!ons· . ·;. ·.-' .. _;···. · ·.,'. . '! 

•••• • • I • • • • 
1' ' ••• • •. ' ' I • • • ' • • • • t l• 

. 1: :· .. )lan and lau·n.~ th• activit;es that ~ill help ~o.bilize·. c~•wii-. 1 
• • :· 

_t-:·.- . ·:ties, .organizations a~d leaders to Jitwish education . . a.nd __ c.r.~~:t•_· . ·: 
. .. ; ; . 21ior• fertil~ , g~ounds tor :access t ·~ th~ resources . ~aquir~d. .. (baY:~n<1-- ] _: - , . 

. ... _. .... ··;- -- ~----i~he . . thr-•~--0.:o~unities seleeted) • Are.as __ of .. •n~e.&.v.~n;~--~~-9'~~:.Jn-:- .

1
. -~-·-· :, 

• i (il uda i · · · - · '· · · · · ·· · . . , · · · · ·· · · 

-::. _: :;'. ;-;{i!~r~.r~\~2;;{h(o; 3 Wi ~~~ !7'~e~~\;::::tJ1~!ti~~1,aI;;~:1:=:;!i _'. ;.. · - '.1 

. · ·~_· .. .. ·Qommunities) to oapita~i:z~ -o~ good ,wi~l, initial · intare•ts; ,.·10<:?al-··,: · 
·· -·. · · ' · . · ;i;nitiatives_. ·. ~hi• •hould i~itially in lude a very limited· nwnl)•r . · 

• • ( 1 .ot activitie·s : --:- ·unti_l .. ~he CIJE ,'s .orkload pe.rmit·a 110't't1 / :~or · 
· .· ;ex~pla, during the comih.~ ·year one. lliight conv~n• once . ·er 'tw~_ae :. . ·· 

'"·., ... .. -;.; ._,_ -:rep:eserita~ives. ot. the ·communities to !share with-.them: tw.o _·.topio_s .. : ::/ '..- : =: 

___ ; ___ ·j_· __ ; __ Ji.n4~ng_s __ o! ~he_ ~~IJ..t ._ Practices· pro_jec;t_ aDd me~h·C?~~logy ·o .. ~ . -~~~_(, .· ... :.·· 
t ri:,1 • i·-' .. ( )'1onitoring, _._Evalu~tio~::·Feedback proj_e, t · .. · .. ·. .,. : ·:: ·-;· ·l .·:: .. : 
-~ . . :: _',···:: ~and maeting . 'l.ith._..pr0·9.ra~a. ~nd repre, _entati v. .. •~ ... 0~ . pr.0gra~~t.i~ 1· . : : · ."· 

: . :foundation• · (CU for _: Isra•l1 Melton· ifOr the adult mini-ac:~ool;:_ ··; 
. ~ ,Rev,on fo,: media·, ~tc)': . .-) · · ; · . · · . · · · :.- · . . · :! 

. ; . ;' . . ,. . . . : :· . . . ' . ~ . . : . . . : -. . _: . . : 
· -. : ·. < ·:·· "' launch a oommuniaat·iC?~s progra:m that ·will. c~ntii:i.u• ~~-• . work 1 __ . 
· .·: ·, 1·. r ~equn with the p~lic:ation 0t "A 'l'inie Ito Act" ; ·. '· · ' . . . . . 

. ;_·.; ;In too many quarters .. the. work . ot t hia CIJE is· ;tot known. T.his . .. 
• •• ::._.:.1 - .limit• our e.ttactivane1a, particula; ly with _reter•naa .to .tun- · 

·, ·: :· .. · :d.raisinq, ·and· misaes · on ' i mportant 0tp0rtuni t _ies tar . c_o~muni t:t: . 
mobilization, . : ·. · ·.: · · , 

: ... .- .. ·- _.;: ·. ·, :Thi• area has ·n·ot. yet_·_-_.been planned and va,-v lW.ted ._ work _was dona l._ 

. . . .: :>t clllta. 1luil'1i11g the ~:of8ssio11 ct Je~isl.-~ctucatlo11 , ·!:- l 
... 
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In ~#4•r tp'. deal:· ·With· .the shortage of (Naliti,<:t educator~ .. ~ . _. , 
. thougijttUl :plan: .needs to be .prap~red conce-;-ning · actic.n. re.quire.~-.. · ·, 

. at ·sne can~ral or ·· e'ontinantal level. 'We hava 'deterred :dealing . •' .· ·: ... ' 
· . v.i°tlf i~··\les :- •u'ch .as· a port~b~e benefits pla,n, salary po~ic:i~•.1 .. , 

wb.ati :woul'd lt take t.o 11aet the -shortage of qualitied personnel· .in 
t•~•::: of .' ):>otjl _pre·~·sar.vice· · ~nc; . in.-servica _traini~g.\ (~eyond th• 
gr~~~ to~• t~ai~ing ins~itutions) etc •.• In tha ·coµraa ot tlle 

:· .. cur.tent · ye'a~ w~ .may want .to· ·begin the P+ilnnin9 -~he work .. · (I 
·bali~v.• thitf ·t'~quitas lrii-tia;lt .. an in-hous~···or .~o~~~~ioned pl~n- . · : 
nincj ·piece).~ · : ··· ... ~ ; ·· · · · .. :.: · : 
. . .!! !-:· : ~ ' . :··· :·: . _: .. .. . . . , ~ . .-:, ' ·. . . : .' ·.-::. :~ . 

a. i/:(i De~el~pi_n~ .• .-.a~••arcsb ·capability . . .. · · ·.·;-;>_. · .. . . . ·; i··<·: ·,-:·. :, 
. • . • :f ,: ... • •· • . . • . •• • . : • . . . • . • • • 

• I 

' I 
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· .. :· .'l'Wo!: s:t~pa War~ ~-:k:~·n ::ifo·' tari the development· ct· . . t~.o ,-major . re!"" ·. ·. , .. · •••t~ proj•~ta· 1:o ·aupp.c:irt· ~a. devalopmen~ .effort: .i:n :~ ·ad .co~- · · .:· · 
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Fall Semi nar ·!'9·- some suggestion s . . . . . ; . . . : -~ .. 
I • • 

; 
. • i ·! 

.An evel'.it ·
1
,to s tart wo~k, i.riform, s e t the terms , crea t e t h e dia_- ·-.. ~- I .. 

logua. : . . . : . I .. :·.. I 

The -c~p<0ti•nts might _inc lu~e: · -:'. : . ·l 

1. Genera~ inaating of. CIJE ··~nd ·le.ad community reprase.zitatives . ra-.. __ : .; 
· . the -pr.oj•ct in general · and: CIJE eoritribu~ion. Incl ud:9s CIJE ·«nd · : 

··: ,--: Lea·d·,~ouuni:ty Lay ·-1eader~hip .. (10....:20 pJopl e per colft1Dunity plUSJ 
CIJ!: -•~aft and d0na1i1ltants,. ais wel l as l ay· people for :part ot t ha · . 
•••~in~•)J .. ·. . · ~ ·· 

. : . I : J 
-a.Conmiunfties introduce themJelves, their views, hopes , ideas, 
,pas~: :•~1•vements, et_c " • . ' ., · . ; 

· . ·: : ·. I · i . . , .i : 

b. · 'l'h• CtJZ introduces the .pres• nt s tate, ot th• Lea~ comnunity ·· 
W idea ~- i ~• •volution from ~the Coml1lission to today, Tha notion.-·-0,t :. :··: 
. :-·· · -t~ase·- :.oo•un.i-ties· 'as ~ spea2;'h~~ds for systemic chanc,e --. fQr ad:--. ·. : : 

~-8~~9' r··. pro}?l~•; ot , Jewish education/continuity. · . .· . .-_ . . ·f 

2. . ·'iAy leaders to ia'y-laaclers -- issues of fundi'n9 · and coram~i t y . · · . ,: 
llol:>ilizatlon -~ 

· ,' ·_ : ; • ~i-~~oJ and go&~.-~. :praaarita):ion and disoUB11ion t ollOwa~ b:f w_O,:k ·.. . . . , '. ·_ 
· .. with: . repi,esentatives !ot tbe training insti tution·s and others · who ,_. · ·· . · 

will--~ l.'eading this. 'eftort. ·· · .. 

. 4 . ;r.bfe~sional-s ; :·. ·e:dueat~rs, rabbis: build upon t he i r ~o·~~ ~-·-: :_ j 
-:~~~f\b, co~vic~~ons .• ·: . ·:. ·. 

• J _ I • • • , t • t 
J 1 • t , 

:,.-.di~cussion-- o! :the-p,:_ojeet, the process.,· .. qetting to work·. -:·:- ·. · 
i j . ! . ·.- .. · . ' . . . i . ·'. ' .· . .. . . . . 

. ·:: .. .. .. ·:~:.--;_ :b.~-.... 'l')ie Bes.t .. iratjtiees.:.pr.9j ec::t: .pre.sentatio.n .e.n~.- di•.~ssion·- ~. -·~. 
includ,u :Conaul. tant~ ,en cqntent · ·= · · : : ·. · . :1~ , I . I • 

\Ji· ,. : · -+ : 1oni l:.oring/ .f aluatioii and Feedback I sama . . ·. · ·' · ,. .. . _ _ -f . 
· d. · Planning . :: ; . :<: ·.. .- .- · ... !j 
· :· -- aelf studi, -~ · · : · · ; 

-: ·j. -:- pilot: proj'acta : -- : . .. .~ . . . : ! 

-;- one year plan , .. 
·. · : -;- ti ve y~ar plan ;··-; · 

: ' l i 

• . : 
1 j- 1'1_1• ong~~~~ _CI~ semi nar 

s. netwo~~ing amcnq 'i.ead' commuh~ties 
I , • • 

.. . . 
.. ~ . . .. . .. 

. . ,/ 

: . • ~ • • • j ,; • . 

, . Meet~q• with ·· ot;ani·z,~io~s, purveyo;r_s. ·of .p:;ogra:ns and Pro-.-_ 
vra1'!Jl&ti.F P'oundatj.ons: .-- to· discuss 11pacific i nterests and · 
. prcj ·~ :1 ·· • i ·.. . · : .. 

9;- in-•ei-vio~ trai.ning progr ams 
~-CA.1!! • j 'I' • , · • 

•. l • • • ' 
' .. · ! 
. ~ :-· : .-: ::. ~ 

I• 

. :· : . 
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D R A I' T 

T H E C I J E 1 9 9 4 W O R K P L A N 

The CIJE was created by the North American Commission on 
Jewish Education with a highly focussed mission which 
incorporated three major tasks. These are: 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 educational research. These so-called 
'building blocks' all involve major long-term improvements 
in infrastructure for the North American Jewis h community 
and so the Commission 111andated the creation of Lead 
Co111munities. These are development and demonstration s ites 
where, by mobilizing the leadership of the local community 
and by radically improving the quality of personnel for 
Jewish education, significant systemic change and impact 
could be shown to be possible relatively over time while the 
national infrastructure was under going major reform. 

The CIJE Steering Committee i s pr esently in the process of 
developing a multi-year strategic visi on which will 
articulate clear goals and benchmarks in each of the major 
areas of its work with specific objectives in each area. 
This strategic vision will constantly be revisited and 
revised as CIJE begins to engage its own committees in . 
reviewing both direction and implementation. The first 
iteration of this mult i -year vision should be completed by 
October 1994 and the 1995 annual workplan of t he CIJE will 
flow directly from this process. 

The 1994 Annual Workpl an is, therefore, a bridge into this 
long-range process. It is anchored in the immediate 
rea lities of CIJE's present commitments but it also looks 
towards a much more focussed multi- year perspective . 

The second half of 1993 saw the major investment of the 
resources of the CIJE in three Lead Communities - Milwaukee, 
Baltimore and Atlanta - with a c l ear objective of winning 
the trust of the communities and accelerating the processes 
of local coalition- building and o f moving towards a 
Personnel Action Plan in each of t he communities. 

~ working hypothesis o r this 1994 workplan is that 
while the Lead Communities remain key arenas !or development 
and exploration of critical i3sues ( o r North 1\.merican Jewis h 

1 



CIJE draft3 workplan 3/ 94 

educ~tion, CIJE's role is to engage a much wider circle of 
c~mmunities in benetitting ~rom our experience in the Lead 
Communities an4 trom our overall experience in Jewish 
eduoation. · 

2 

During 1994 this principle will direct CIJE into forging new 
partnerships with an ever-widening circle of communities 
while brokering with national agencies in providing support 
to this process. 

• * 1r 

The following workplan must be regarded as somewhat 
tentative and ungrounded in prior experience . Lt is an 
outline f or 1994 priorities but doubtless will need 
modulation and revision as the year unfolds. In [ J will 
appear the date by which action should take place and those 
responsible for that action. 

components of the 1994 workplan: 

A. CIJE POLICY-MAKING: STEERING COMMITTEE, COMMI'fTEE 
SYSTEM, BOARD, EXECUTIVE COMMITTEE. (p.3) 

B. DEVELOPING LAY LEADERSHIP FOR JEWISH CONTINUITY (p.6) 

C. LEAD COMMUNITIES PROJECT (p . 7) 

O. COALITION OF ESSENTIAL COMMUNITIES (p.9) 

E. BEST PRACTISES PROJECT (p.10) 

F. CONTENT (p.11) 

G. RESEARCH (p.12) 

H. COMMUNICATIONS AND DISSEMINATION (p.13) 

I. 1995 WOR.KPLAN AND BUDGET (p.14) 
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A. CIJB POLICY-HAJCING1 STBERING COMMITTEE, COMMITTEE 
SYSTEM, BOl\RD, EXECUTIVE COMMITTEE. 

1. A Steering Committee is composed of the Chair of the 
Board of the CIJE, committee chairs , core staff and 
consultants. The Steering Committee will meet five times 
during 1994 and will develop a first iteration of a multi
year strategic vision for the CIJE. The 1995 annual 
workplan, derived from this strategic vision, will be 
presented for discussion to the September meeting of the 
Steering Committee and thereupon to the October 1994 rueeting 
of the CIJE Board. ADH will staff the Steering Committee. 

Action needed: 

a . Calendar for Steering Committee for 1994 
including meetings at April and October board 
meetings. 
(1/4/94: VFL] 

b. First 'Total Vision' draft. 
(3/1/94:BH] 

c . Successive drafts at 1994 Steering Committee 
meetings. 
(BH) 

2. CIJE Board Committees include all members of the CIJE 
Board. The committees are: Building the Profession, 
Community Mobilization, Content and Research. 

As additional communities become part of the coalition of 
Essential Communities, lay and professional leadership will 
be invited to join the CIJE committee structure and, 
ultimately, the Board. 

These committees are staffed by the core full-time staff and 
some consultants of CIJE and will meet at each Board meeting 
and at least once between each board meeting for a total of 
four committee meetings during the year. 

A committee workplan will be developed for each committee 
and will be approved for 1995 at the October board meeting . 
The 1994 interim committee workplan will be presented at the 
first meeting o f each committee o n Apr il 20th. 

Action needed: 
a . Division of Board members into commi t t ees 

(1./21/94: MLMJ 
b. Letter from Board Chair i n formi ng members a bout 

3 
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committee process. 
(2/28/94: MLM] 

4 

c. Allocation of staff t o committees 
(1/4/94: Suggestion: Personne l - GZD 

Community Mobilization - ADH 
Content - BH 
Research - AdamG] 

e . Letter from committee chairs to me mbers about 
specific committee agenda. 
(3/8/94 : Committee chairs and committee staff] 

d. Calendar for individual committee meetings 
[Chairs and staff, unsynchronized] 

e. Allocation of staff for regular briefing of 
Board members. 
[3/25 /94:ADH) 

3. The CXJE Board will meet twice in New York, April 21st 
and October 20th, 1994. Board meetings will be preceded by 
a meeting of the Steering Committee in the afte rnoon (April 
20th and October 21st). For board members , their first 
attendance at committees will be on April 21st. staff will 
be assigned t o all board members so t ha t each board member 
will be individually briefed both before each board meeting 
and once between each board meeting. 

Action needed: 
a . Prepare Board meeting 

(3/8/94 : MLM/AOH/VFL) 
b. Assignment of staff to board members 

[3/17/94:AOH) 

4. The Exeoutive Committee of the Board will meet prior to 
each Board mee t ing and will be composed of committee chairs, 
officers and funde r s . The Executive Committee will review 
a nd approve the budget of CIJE. 

Action n eeded: 
a. Develop new 1994 budget based on 1994 workplan. 

(3/15/94:ADHJ 
b. Send out budget to Executive Committee prior to 

April board meet ing. 

5. Board conununication will be through a quater ly CIJE 
'Letter from the Chair' to appear i n June, September and 
December. I n addition, board members will r eceive more 
s pecialized written briefing materials from the c h air and 
staff of the committee on which they serve . 

Ac tion n eeded: 
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a. Appoint writer for Chairman's letter with 
detailed ti~etable for each draft and mailing 
date. 
(4/1/94:MLM/ADH) 
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B. DEVELOPING LAY LEADERSHIP FOR JEWISH CONTINUITY 

Thjs is the systematic process of bringing more key North 
Amerjcan community leadership into our work. The 
commissions on Jewish continuity which are emerging 
nat1onwide are the first targets for this undertaking. The 
emerging work ot the Goals Project with lay leadership in 
the lead communities could form part of the content of this 
projoct. 

A plan wj)l be developed using the best of available 
resources (e.g. Clal) to build a replicable process for 
leadership development in a model community. T~e Board and 
Committee structure of CIJE should be used to bring ne~ 
leadership into national involvement both as leaders and as 
funders. (See A above) 

Action needed: 

a. First draft by June steering Committee 
[6/2/94:ADH] 

b. Identiry new committee members before October 
Board meeting and bring to October meeting. 
[9/1/94:ADH-MLM] 

6 
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C. LEAD COMMUNITIES PROJECT 

A large part ot CIJE's work will continue to foc us on t he 
lead c ommunities. In 199 4 the lead c ommunities will, from 
CIJE's perspective, be seen as test s ites where 
developments, succeses (and problems ) wi ll be shared with an 
eve r-widening circle of 'essential' communities. 

-
The work of CIJE as an intermediary catalys t f or s yst emic 
change i n MilwaUkee, Baltimore and Atl anta will f ocus on : 

1 . strengthening the l ocal lead community wal l -to-wall 
c oal i tions by meeting with lay l eaders, rabbis a nd educator s 
in the communit y. The community mobilization process wi l l 
continue t o require assista.nce and trouble shooting. A 
clear g oa l for- CIJE is to have a fully c ommitted t op l evel 
i nne r coalition ot Federation exec.- Community .c hampi on -- LC 
p r of essional in each community. 

2 . Mov i ng e ach community towa r ds a Personnel Act ion Plan 
based . on the November 1993 training s essi on in Mont rea l. 
Fina l date s for ~he completion of the act ion p lan a r e to be 
set t ogether wit h the c ommunity , i nc luding the funding 
imp lica t i ons . 

Acti on needed : 
a . Individual ly negotiat ed written timet a ble for · 

per sonnel action plan i n each community 
[4/ 15/ 9 4:GZOJ 

3 . Provid ing expert support and cons u l tation for the 
implement ation of t he Personne l Act ion Pl an. Exampl es are : 
in-ser v i ce t r aining progr ams for earl y chi l dhood t eacher s , 
a n Institute f or day school and congrega tiona l school 
pri ncipals. 

Acti on needed : 
a . Pl an f or personnel action plans f rom CIJE 's 

pe rspective. 
(4 / 1 /94:G ZD) 

4. Working with key l ay a nd professional lead ership o n t h e 
a r t i c ulation of institut i o na l a nd community goals (Goa l s 
Project) . A J u l y semina r on Goal s i n coope ration wi t h t he 
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Mandel Institute will be an important milestone in this 
area. 

Action needed: 

8 

a. Develop plan for goals project after January 
consultation with Mandel Institute team 
[4/94: Dan PekarskyJ 

5. Provide guidance to the Monitoring, Evaluation and 
.r·ccdback support project. By February 1994 all communities 
will have reports on the Professional Lives of Educators and 
Educators survey data-gathering will have been completed. 
The report on community mobilization for 1992-93 will also 
have been completed in all 3 communities. 

In January 1994 the first composi_te community personnel 
profile for Milwaukee was completed by Adam Gamoran and 
~llen Goldring to be followed by Baltimore and then by 
Atlanta. 

ln the light of the new intensive involvement in the 
communities by the CIJE core staff, the feedback function 
may require reevaluation. The MEF Advisory Committee 
(Profs. Coleman,· Inbar, Fox, Gamoran;Steven Hoffman, · Alan 
Hoffmann and Annette Hochstein) will teleconference and 
convene in August to discuss this and other issues and to 
approve the Sept.1994 - Aug. 1995 MEF workplan. 

For action: 
a. Pr~posal for MEF Advisory committee 

[4/15/94: AG] 

6. Develop Pilot Projects, or Action-before-the-Action
Plan in each community. These are personnel initiatives 
whjch communities will adopt before they have a fully 
articulated and supported local personnel action plan. 

Amongst the options proposed are: planful recruiting of 
Jerusalem Fellows and Senior Educators; ongoing Leadership 
Institute for Principals; Basic Jewish literacy for early 
childhood professional; a seminar on goals in Israel. The 
communities informed CIJE which of these pilot projects they 
wish to undertake. CIJE will provide expert support from 
its own staff and assist communities, where appropriate, to 
obtain help from outside experts to build these projects. 
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D. COALITION OF ESSENTIAL COMMUNITIES 

The mission of t he CIJE is t o b e a agent for systemi c change 
for Nor t h Amer i can J ewish educati on . The key ass umptions 
are tha t per sonne l development and community mobilization 
are ind i s pensable t o systemic change. Lead c ommunities are 
test s i t e s wher e both t he notion of syst emic change and the 
individua l compone nts o f systemic r e form can be developed 
and refined. This process, in varying degree s, can als o be 
used in other communities whe r e serious e fforts are be ing 
made to improve Jewish education. 

CIJE i s committed to sharing its work with the enti re North 
American Jewish coJnlllunity in a way which will make an impact 
as earl y, as quickly, a nd as e ffective ly as possible . 

A new coalition of those communities who have made a major 
c ommitment to i mproving and investing in Jewish education at 
the local level will: 

1. Be a vehicle for CIJE to share its experie nce 
and then a s sist a continual ly expanding unive r s e 
of c olllll'lunities to implement those components which 
meet their needs. An example of this is the 
seque nce which leads from mult i-faceted research 
on the pe r sonnel situation in a given col'Ql11unity 
through policy report and then t o a personnel 
act ion p lan. 
2 . Mobilize ever-increasing key lay leadership 
for Jewish education. 
3 . Become a powerful lobby in directing t he 
tra ining institutions and denominations to provide 
solutions to the educational needs of communi ties . 
4 . Mobilize for changing the funding priorities-
of the North American Jewish community. · 
s . Sha r e in developments which may still be on t he 
CIJE drawing boards. An example is the Goal s pr oject 
for l ay leaders and professionals. 
6 . Enable CIJE to learn from individual community 
experiences . 

This coaliti on i s likely to incl ude many of t hose 
communities who initial l y applied to become Lead 
communit ies . Many have made r emarkable achievements over 
this period and the coalition will become a place for 
sharing amongst like-minded 'essential' communities. Lead 
communi t i e s wil l automatically be members in the coalition. 

A firs t meeting should take place when appropriate with a 
small group of individuals responsible for Commissions of 
Jewish Continuity in key communities to initiate the process 
of building the coalition. 
Staff : AOH with SHH's guidance. 
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E. BEST PRACTISES PROJBCT 

A plan for the development of Best Practises anthologies was 
presented by or. Barry Holtz to the Board in August 1993 
(appendix 1). 

A plan will be developed which relates to the use of the 
Best Practises materials for personnel and lay leadership 
development in 1994 and brought to the Steering Committee. 

Action needed: 
a . Plan for use of Best Practises in difterent 

contexts. 
[4/94:BK] 

10 



( 

CIJE draft3 workplan 3/94 11 

'J-. CONTENT 

1. Goals, The Mandel commission deliberately avoided the 
issue of the goals of Jewish education. In the past year 
in all the lead communities we have had requests for 
assistance in developing ' mission statements ', 'visions ', 
and 'visioning'(!) . 

In parallel the Mandel Institute in Jerusal em has, over the 
past 3 years, been engaged in a pathbreaking project which 
examines different conceptions of the Educated Jew and their 
different implications for a Jewish education. The 
project is now at the stage where these deliberations can 
have significant impact on the setting of institutional 
goals and community goals for Jewish education in North 
America. Community lay leadership on one hand and the 
training institutions on the other need to begin to grapple 
with this i ssue in a planful way. 

The Mande l Institute has agreed to provide help to CIJE in 
building this domain and Prof. Daniel Pekarsky will l ead the 
project in North America. After a January consultation in 
Israel, this was a key topic of the February staff seminar 
in New York and will lead to a seminar for selected lay 
leaders and professionals of the lead communities and ·the 
coalition of essential collllnunities in July 1994 in 
Jerus alem. 

Action needed: 
a. Develop a plan for the goals project 

(4/94: DP] 

2 . Beat Practises: See section E above. 
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G. RESEARCH 

The formulation of a comprehensive agenda for research for 
North Alllerican Jewish education is one of the three major 
recommendations of the North Alllerican commission. At the 
moment CIJE is not involved in any planful process leading 
to building the agenda for research, yet the MEF project is 
currently the largest research undertaking in Jewish 
education in North America. 

12 

As in several other ·spheres of the work of CIJE, our work in 
MEF in the lead communities is raising many generalizable 
questions which ultimately will become part of the 
continental agenda for research. 

In order to develop a plan for building research and 
research capacity in this field, CI~E will have to consult 
with some of the best minds in educational research, 
sociology and sociology of knowledge. Such a consultation 
should take place in September and should lead to a first 
iteration of a strategy to be p~esented to the October 
Steering Conunittee . Adam Gamoran and ADH will plan that 
consultation. 
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H. COMMUNICATIONS AND DISSEMINATION 

A brochure describing CIJE and intended for general 
distribution is presently being designed and will be 
completed at the end of February (Sandee Brawarsky]. 

In parallel a plan will be developed for telling the story 
of the CIJE in a wide variety of contexts ranging from key 
lay leadership through professional educators, rabbis, 
community professionals, the Jewish- press, the non-Jewish 
press, Jewish journals etc. (Sandee]. This is in addition 
to the need to develop an internal communication program for 
the CIJE board referred to in A above. 

CIJE will also have to decide at which regional and na tional 
Jewish forums - lay and professional - it wishes to appear 
and how much of our human r esources to appropriate to this 
important but all-consuming area. An outline ~or 1994 will 
be proposed to the Steering committee in September (~HJ 

The Lilly Foundation has proposed a high-level consultation 
between CIJE and leaders in American reljgious education 
during 1994 which Lilly will convene. We are curre ntly 
awaiting a response from Lilly about the date . 

For action: 
a. Plan for written communications 

(4/1/94:SB) 
b. Plan for Jewish professional and lay forums 

during 1994 
(4/1/94: BH) 



( 
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X. 1995 WORICPLAN AND BUDGET 

The 1995 workplan will flow from the work of the Steering 
Com~ittee and its articulation of a multi-year strategic 
vision for the CIJE. 

For action: 

a. Draft workplan (7/94:ADHJ 
b. Second draft for Steering Committee [9/94:ADH) 
c. Final draft for October Board Meeting (ADH] 

14 
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TO: 

PROM: 

date: 

re: 

COUNCIL FOR INITIATIVES 

MLM 

Alan D. Hoffmann 

February 28th, 1994 

workplan - draft 2 

IN JEWISH EDUCATION 

As you can see from the a t tached, I was finally able t o 
get my computer married up with a printer which was 
responsive . 

This draft is based upon the version I prepared for the 
January Steering commit tee with appropriate changes etc. 
I have assumed that this document may go out to Steering 
Committee members before April 15th and I have therefore 
eliminated, a s we discussed in January, some confidential 
sections - particularly the one relating to finding my 
successor. 

We will b e speaking on Thursday and if you approve this 
draft I want to develop a graphic matrix which will follow 
the text. The matrix will have all the sections and sub
sections of the plan with a 12-month timeline. I will also 
develop a timeline for each individual staff person although 
I am not sure whether this should come to the Steeri ng 
Committee. 

Finally, an approved workplan will be the basic matrix for 
a 1994 budget . 

I am indeed comin~~ to Flori da on Wednesday afternoon 
and wil l" -see Florence Melton on Wednesday evening and 
Charles Bropfman on Thursday morning at 9 .00 a.m. I will 
be meeting Barbara Steinberg at 1.15 p .m. and leaving for 

----A~tlanta at 4 .15 from West Palm. We wi l l need to reschedule 
our conversat i on or e lse I can drop in on you any t ime which 
is not one of the above times on Thursday. 

,· 



S E C O N D D R A F T 

THE CI J E 1 9 9 4 WORKPLAN 

The CIJE was created by the North American Commission on 
Jewish Education with a highly focussed mission which 
incorporated three major tasks. These are: 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 educational research. These so- called 
'building blocks' all involve major long-term improvements 
in infrastructure for the North American Jewish community 
and so the Commission mandated the creation of Lead 
Communities. These are development and demonstration sites 
where, by mobilizing the leadership of the local community 
and by radically improving the quality of personnel for 
Jewish education, significant systemic change and impact 
could be shown to be possible relatively quickly while the 
national infrastructure was undergoing major reform. 

The CIJE Steering Committee is presently in the process of 
developing a multi - year strategic vision which will 
articulate clear goals and benchmarks in each of the major 
areas of its work with specific objectives in each area. 
This strategic vision will constantly be revisited and 
revised as CIJE begins to engage its own committees in 
reviewing both direction and implementation. The first 
iteration of this multi- year vision should be completed by 
October 1994 and the 1995 annual workplan of the CIJE will 
flow directly from this process. 

The 1994 Annual Workplan is, therefore, a bridge i nto this 
long-range process. It is anchored in the immediate 
realities of CIJE's present commitments but it also looks 
towards a much more focussed multi-year perspective. 

The second half of 1993 saw the major investment of the 
resources of the CIJE in three Lead Communities - Milwaukee, 
Baltimore and Atlanta - with a clear objective of winning 
the trust of the communities and accelerating the processes 
of local coalition-building and of moving towards a 
Personnel Action Plan in each of the communities. 

A working hypothesis of this 1994 workplan is that 
while the Lead Co:inmunities rell\ain prime arenas for 
development and exploration of critical issues for North 



American Jewish e ducation, CIJE's role is to engage a much 
wider circle of communities in benefitting from our 
experience in the Lead Communities. Also, our invo lvement 
in Lead Communities raises and will continue to raise issues 
and opportunities where response is most useful at a 
national level. 

During 1994 this principle will direct CIJE into forging new 
partnerships with an ever-widening circle of communi t ies 
while brokering with national agencies in providing support 
to this process . This will lead t o a redeployment of staff 
resources and t hi s process will have to be carefully 
monitored. 

* * * 

The present core staff of CIJE has not yet completed one 
full annual cycle of implementation so t hat the f ollowing 
workplan must be regarded as somewhat tentative and 
ungrounded in prior experience. It is an outline f or 1994 
priorities but doubtless will need modulation and revision 
as the year unfolds. In ( ] will appear the date by 
which action should take place and those responsibl e for 
t hat action. 

Components of the 1994 workplan: 

A. CI JE POLICY-MAKING: STEERING COMMITTEE, COMMITTEE 
SYSTEM, BOARD, EXECOTIVE COMMITTEE . (p.3) 

B. DEVELOPING LAY LEADERSHIP FOR JEWISH CONTINUITY (p.6) 

C. LEAD COMMUNITIES PROJECT (p . 7) 

D . COALITION OF ESSENTIAL COMMUNITIES (p.10) 

E. BEST PRACTISES PROJECT (p. 11) 

F. CONTENT (p.12 ) 

G. RESEARCH (p .13) 

H. COMMUNICATI ONS AND DISSEMINATION (p.14) 

I. 1995 WORKPLAN AND BUDGET (p. 15) 
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A. CIJE POLICY-MAKING: STEERING COMMITTEE, COMMITTEE 
SYSTEM, BOARD; EXECUTIVE COMMITTEE. 

1. A Steering Committee is composed o f the Chair of the 
Board of the CIJE, committee chairs, core s t aff and 
consultants. The Steering Committee will meet five times 
during 1994 and will develop a first iteration of a multi
year strategic vision for the CIJE. The 1995 annual 
workplan, derived from this strategic vision, wil l be 
presented for discussion to the September meet ing of the 
Steering Corranittee and t hereupon to t he Octobe r 1 994 meeting 
of the CIJE Board. ADH will staff the Steering Committee. 

Action needed: 

a. Calenda r f or Steering Committee for 1994 
including meetings at April and October board 
meetings. 
[1./ 4 / 94 : VFLJ 

b. First 'Total Vision' draft. 
[3/1/94 :BH] 

c. Successive drafts at 1994 Steering Committee 
meetings . 
(BH] 

2. CIJE Board COJnmittees include all members of the CIJE 
Board who serve on at l east one committee. The committees 
are : Bui l ding the Profession , Community Mobilization, 
Content and Research. 

As additi ona l communities become part of the Coalition o f 
Essential Communiti es, lay and professional leadership will 
be invited to join the CI JE committee struct ure and, 
ultimately, t he Board. 

These cormnittees are staffed by the core full-time staff and 
some consultants of CIJE and will meet at each Board meeting 
and at least once between each board meeting for a total of 
four committee meetings during the year. 

A workplan which is a sub-set of this workplan wil l be 
developed for each committee and will be approved for 1995 
at the October board meeting. The 1994 interim workplan 
will be presented at the firs t meeting of each committee on 
April 20th. 

Action needed: 
a. Division of Board members into committees 

3 
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(1/21/94: MLM) 
b. Letter from Board Chair informing members about 

committee p r ocess. 
[2/2 8/94: MLM] 

c . Allocation of staff to committees 
[1/4 / 94: Suggestion: Personnel - GZD 

Community Mobilizati on - ADH 
Conten t - BH 
Research - AdamG] 

e. Letter from committee chairs to members about 
specific committee a genda. 
(3/8 /94 : Committee chairs and committee staff] 

d. Calendar for individual committee meetings 
[Chairs and staff, unsynchronized] 

e. Allocation of staff for regular briefing of 
Board members. 
(3/25 /94:ADHJ 

3. The CIJE Board will meet twice in New York, April 21st 
and October 20th, 1994. Board meetings will be preceded b y 
a meeting of the Steering Cormnittee in the a f ternoon (April 
20th and October 21st ) . For board members , their first 
attendance at committees wil l be on Aoril 21st. The 
steering committee will serve as a nominating c ommittee for 
new board members . Staff will be assigned to all board 
members so that each board member will be individually 
briefed both before each board meeting and once between each 
board meeting . 

Action needed: 
a. Prepare Board meeting 

(3/8 /94: MLM/ ADH/ VFL] 
b. New board members nominated 

[every Steering Committee meeting] 
c. Assignment of staff to board members 

(3/17/94 :ADH] 

4. The Executive COJnmittee of the Board will mee t prior to 
each Board meeting and will b e composed of committee chairs, 
officers and f unders. The Executive will review a nd 
approve t he budget o f CIJE . 

Action needed: 
a. Deve lop new 1994 budget based on 1994 workplan. 

[3/15/94:ADH] 
b . Send out budget t o Executive Committee prior to 

April board meeting . 

5. Board Communication will be through a CIJE 'Letter from 
the Chai r' to appear i n June, August and December. In 

4 
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addition, board member s will receive more specialized 
written briefing material s from the chair and staff of t he 
committee on which they serve. 

Action needed: 

a. Appoint writer for Chairman's letter with 
detailed timetable for each draft and mailing 
date . 
[4/1/94:MLM/ADH] 

5 
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a. DEVELOPI~G LAY LEADERSHIP FOR JEWISH CONTINUITY 

This is the systematic process of bringing key North 
American community leadership into our work. The 
commissions on Jewish cont,inuity which are emerging 
nationwide are the first targets for t his undertaking. The 
emerging work of the Goals Project with lay leadership in 
the lead communities could form part of the cont ent of this 
project. 

A plan will be developed using the best of available 
resources (e.g . Clal ) to build a replicable process for 
leadership development in a model community. The Board and 
Committee structure of CIJE shoul d be used to bring new 
leadership into national involvement both as leaders and as 
funders. (See A above) 

Action needed: 

a. First draft by June Steering Committee 
[6/2/94 :ADH) 

b. Identify new committee members before October 
Board meeting and bring to October meeting. 
[9/1/94:ADB-MLM] 

6 
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C. LEAD COMMONITI ES PROJECT 

A l arge part of CIJB's work will continue to focus on the 
lead communities. In 1994 the lead communities will, from 
CIJE's perspective, be seen as test sites where 
developments, succeses (and problems) will be shared with an 
ever-widening circl e of 'essential' communities. 

The work of CIJE as an intermediary catal yst for systemic 
change in Milwaukee, Baltimore and Atlanta will focus on: 

1.. Four planning seminars with professional and lay 
leade rs from all three communities to held in Mar ch 
(Atlanta), May (Milwaukee), September (Baltimore) and at the 
G.A. in Denver in November. Each of these seminars will 
focus on a specific area of common implementation. 

(Coordinator:GZD] 

2. St rengthening the local lead community wall-to-wal l 
coalitions by meeting with lay leaders, rabbis and educators 
in the community . The community mob ilization process will 
continue to require assistance and trouble shooting. A 
clear goal f or CI~E is to have a fully committed top l evel 
i nner coalition of Federation exec.- Community champion - LC 
professional in each community. 

3 . Developing a process which would lead, by October 1994, 
to a written agreement between CIJE and each lead community. 
The exact chronology is still to be detennined but a 
timetable for this joint learning process will be created 
which will oblige both the communities and the CIJE . 

Action needed: 
a. Negotiated timeline towards wr itten agreement with 

each community . 
[3/94: GZD] 

4. Moving each community towards a Personnel Action Plan 
based on the November 1993 training session in Montreal. 
Final dates for the complet i on of the action plan are to be 
set together with the community, including the funding 
implications. 

Action needed: 

7 
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a. Individually negotiated written timetable for 
personnel action plan in each community 
[ 4/15 /94: GZD] 

b . Lobbying for funding of personnel action p lan 
[CIJE lay l eadership) 

5 . Providing exper t support and consultation for t he 
imp lementation o f the Personnel Action Plan. Examples are: 
in-service training programs for early childhood teachers, 
a n Institute f or day school and congregational sch ool 
principals. 

Action needed : 
a. Plan for personnel action plans from CIJE's 

perspecti ve . 
(4/1/94 :GZD] 

6. Working with key lay a nd professional leadership on the 
articulat ion of instituti onal and community goals (Goals 
Project). A Jul y seminar on Goals in cooperation with the 
Mandel Inst itute will be an important mil estone in this 
area. 

Action needed: 
a. Develop plan for goals project after January 

consultati on with Mandel Institute team 
[4 /94: Dan Pekarsky] 

7. Provi de guidance to the Monitoring, Evaluation and 
Feedback support project. By February 1 994 all communi t ies 
wi ll have reports on the Professional Lives of Educators and 
Educat ors survey data-gath~ring will have been completed. 
The report on community mobilization f or l992-93 will also 
have been compl eted in all 3 communities. 

In January 1994 the first composi te community personne l 
profile f or Milwaukee was completed by Adam Gamoran and 
Ellen Goldring to be followed by Baltimore and then by 
Atlanta . 

In the l ight of the new intensive involvement in the 
communities by the CIJE core staff, the feedback function 
may require reevaluation. The MEF Advisory Committee 
(Profs. Coleman, Inbar, Fox , Gamoran;Steven Hoffman, Alan 
Hoffmann a nd Annette Hochstein) wil l teleconference and 
convene in August to discuss t his and other issues and to 
approve the Sept . 1994 - Aug. 1995 MEF workplan. 

For action: 
a. Proposa l f o r MEF Advisory Commi ttee 

(4/15/94: AG] 

8 
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8. Develop Pilot Proj ects, or Act i on-before-the-Action
Plan in each community. These are personnel initiatives 
which communities will adopt before they have a fully 
articulated and supported local personnel action plan. 

Amongst the options proposed are: p lanful recruiting of 
Jerusalem Fellows and Senior Educators; ongoing Leadership 
Institute for Principals; Basic Jewish literacy for early 
childhood professional; a seminar on goals in Israel. The 
communities informed CIJE which of these pilot projects they 
wish to undertake. CIJE will provide expert support both 
from its own staff and from outside experts to build these 
projects. 

9 
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D. COALITION OF ESSENTIAL COMMUNITIES 

The mission of the CIJE is to be a agent for syscemic change 
for North American Jewish education. The key assumptions 
are that personnel development and community mobilization 
are indispensable to systemic change. Lead communities are 
test sites where both the notion of systemic change and the 
individual components of systemic reform can be developed 
and refined. 

CIJE is committed to sharing its work with t he entire North 
American Jewish community in a way which wi ll impact as 
early, as quickly , and as effectively as possible. 

A new coalition of those communities who have made a major 
commitment to improving and investing in Jewish education at 
the local level will: 

1. Be a vehicle for CIJE to share its experience 
and then assist a continually expanding universe 
of communities to implement those components which 
meet their needs. An example of this is the 
sequence which leads from multi-faceted research 
on the personnel situation in a given community 
through policy report and then to a personnel 
action plan. 
2. Mobilize ever-increasing key lay leadership 
for Jewish education. 
3. Become a powerful lobby in directing the 
training institutions and denominations to provide 
sol utions to the educational needs of communities. 
4. Mobilize for changing the funding priorities 
of the North American Jewish community. 
5. Share in developments which may still be on the 
CIJE drawing boards. An example is the Goal s project 
for lay leaders and professionals. 

This coalition is likely to include many of those 
communities who initially applied to become Lead 
communities. Many have made remarkable achievements over 
this period without CIJE and the coalit ion wil l become a 
place for sharing amongst like-minded 'essential' 
communities. Lead communities will automatically be 
members in the coalition. 

A first meeting should take place in May with a small group 
of individuals responsible for Commissions of Jewish 
Continuity i n key communities to explore the notion of the 
coalition. 

Staff: ADH with SHH's guidance. 

10 
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E. BEST PRACTISES PROJECT 

A plan f or the development o f Best Practises anthologies was 
presented by Dr. Barry Holtz to t he Board in August 1993 
(appendix 1). 

A plan will be developed which relates to the use of the 
Best Practises materials for personnel and lay leadership 
development in 1994 and brought to the Steering Committee. 

Action needed: 
a. Plan for use of Best Practises in different 

contexts. 
[4/94:BH] 

11 
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F. CONTENT 

1. Goals: The Mandel Commission deliberately evaded the 
issue of the goals of Jewish education. In the past year 
in all the lead communities we have had requests f or 
assistance in developing 'mission statements', 'visions', 
and 'visioni ng'(!) . 

12 

In parallel the Mandel Institute in Jerusalem has, over the 
past 3 years, been engaged in a pathbreaking project which 
examines different conceptions of the Educated Jew and their 
different impl ications for a Jewish education. The 
project is now at the stage where these deliberations can 
have significant impact on the setting of inst i tutional 
goals and community goals for Jewish education in Nor th 
America. Community lay leadership on one hand and the 
training institutions on the other need to begin to grapple 
with this issue in a planful way. 

The Mandel Institute has agreed to provide help to CIJE in 
building this domain and Prof. Daniel Pekarsky will lead the 
project in North America. After a January consultation in 
Israel , this was a key topic of the February staff seminar 
in New York and will lead to a seminar f or selected lay 
leaders and professionals of the lead communities and the 
coalition of essential communities in J uly 1994 in 
Jerusalem. 

Action needed: 
a . Develop a plan for the goals project 

[4 /94: DP] 

2. Best Practises: See section E above. 
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G. RESEARCH 

The formulation of a comprehensive agenda for research f o r 
North American Jewish education is one of the three major 
recommendations of the North American commission. At the 
moment CIJE is not involved in any planful process leading 
to building the agenda for research , yet the MEF project is 
currently the largest research unde r t aki ng in Jewish 
education in North America. 

13 

As in several other spheres of the work of CIJB, our work i n 
MEF in the lead communities is raising many generalizable 
quest i ons which ultimately will become par t of the 
continental agenda for research. 

In orde r to develop a plan for building research and 
research capacity in this field, CIJE will have to consult 
wi th some of the best minds in educational research, 
sociology and sociology of knowledge. Such a consultation 
should take place in September and should lead to a f i rst 
iteration of a strategy to be presented to the October 
St eering Committee. Adam Gamoran and ADH will plan that 
consul tat i on. ·· 
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H. COMMUNICATIONS AND DISSEMINATION 

A brochure describing CIJE and intended for general 
distribution is presently being designed and will be 
completed at the end of February [Sandee Brawarsky]. 

In par a llel a plan will be developed for tell ing the story 
of the CIJE in a wide variety of contexts ranging from key 
lay leadership through professional educators, rabbis, 
community professionals, the Jewish press, the non-Jewish 
press, Jewish journals etc. [Sandee). This is in addition 
to the need to develop an internal communicati on program for 
the CIJE board referred to in A above. 

CIJE will a lso have to decide at which regional and national 
Jewish forums - lay and professional - it wishes to appear 
and how much of our human resources to appropriate to this 
importan t but all-consuming area. An outline for 1994 will 
be proposed to the Steering Committee in September [BH) 

The Lilly Foundation has proposed a high-level consultation 
between CIJE and leaders in American religious education 
during 1994 which Lilly will convene. We are currently 
awaiting a response from Lilly about the date. 

For action: 
a. Plan for written communications 

(4/1/94:SB] 
b. Plan for Jewish professional and lay forums 

during 1994 
[4/1/94: BH] 

14 
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I . 1995 WORKPl'.AN A?ro BUDGET 

The 1995 workplan will flow from the work of the Steering 
Committee and its articulation of a multi-year strategic 
vision for the CIJE . 

For action: 

a. Draft workplan [7 /94 :ADH] 
b. Second draft for Steering Committee (9/94:ADH] 
c. Final draft for October Board Meeti ng (ADH] 

15 
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DRAFT 2 - 3/14/94 

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; 

Mobilizirtg 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 J ewish 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) Building the Profession - Mission . •. 

b) Community Development - Mission 

c) Content and Program - Mission •.. 

d) 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 ins ti tut ions 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 elevat ing 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. 



TllE COUNCIL FOR INITIATIVES IN JEWISH EDUCATION (CIJE) is a 
continental organization created to provide the North 
American Jewish community with a planful strategic design 
for systemic change of Jewish education through building the 
prof ession of Jewish education, mobilizing cont i nental 
leadership for Jewish education and developing a meani ngful 
research program. 

CIJ E i s a hothouse f or developing and then disseminating 
stat e-of-the-art innovat i on for Jewish education and Jewish 
continuity in North Amer ica. 

CIJE develops, tests, monitors and disseminates new models 
and appr oaches to p ersonnel development and community 
organization for both formal and informal Jewish education. 

CIJE enga ges i n speci fic content areas which undergi r d al l 
Jewish education - an exampl e is the Goals Proje ct which 
will help community leadership to develop and think through 
institutional and community visions of Jewish education. 
The Best Practices project documents outstanding practice 
throughout North American Jewish education (supplementar y 
school s, day schools, JCC's, camping , early childhood , e t c.) 
as a basis for developing new models for upgrad i ng and 
revita1ic ing inctjr11rinn~ at the local level. The 
Monitoring, Evaluation and Feedback project has c reated, 1n 
three communities, a paradigm for fo::-mative and s ummat i ve 
eval uation of Jewish educational intervention in a 
community . The Personnel Project has produced a desi gn f or 
a communi ty-wide personnel project which moves from research 
(a diagnostic profile of a community's educators) through 
pol i cy analysis to a comprehensive action plan for improving 
Jewish educational personnel in a community. 

CIJE works with local communities, from three selected lead 
communities to additional communities who wish to commi t 
themselves to meaningful systemic change . At the 
continental level CIJE will engage the denominational 
trai ning inst i tvtions and other Jewish and general cent e r s 
of excellence to provide expert support in its p r ojects . A 
continental strategy for change also incl udes helpi ng 
selected exi sting i nstitutions bui ld the capacity f or ne w 
initiatives in recruit ment and training of formal and 
i nformal educators and in providing that expert support to 
local communities . 

Cl JE s e es its mi ssion as hel ping generate community-based 
and continental lay "champions" for Jewish education who 
will lead the process of radically elevati ng the pr iori ty of 
J e wish educati on and i ts support i n the North American 
Jewish community. 



CIJE: A Catalyst for Change 

Launched in 1990, the Council for I nitiatives in Jewish Education (CIJE) is an 

independent organization dedicated to the revitalization of Jewis h education 

across North America through comprehensive, systemic reform. through 

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

working in partnership with individual communities , local federations, 

continental organizations, denominational movements , foundations, and 

educational institutions. CIJE focuses on critical educational issues which 

will ul timatel y impact on the future of Jewish life, for Jewish educat ion is a 

cornerstone of meaningful Jewish continuity. 
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Mandel Institute 

Tel: 972-2-882 296; 618 728 

Fax: 972-2-619 951 
Fae.simile Tranemiaaion 

To: ------------------
Mr. Morton L. Mandel Date: ___ J_u_1_y_J_1_,_1_99_J __ _ 

Alan Hoffmann From: _______________ _ ~ No. Pages: ________ _ 

Fax Number: _______ _____ _ 

MEMORANDUM 

RE : WORI<PLAN 8/93- 7/94; ITERATI ON f2 

I understand the · confi:rmation I prooesa is moving towards 
complet i on and I am both excited and nervous about the challenge 
and the task. 

As you know, several months ago we had already p l anned t o spend 
the tirst two weeks of August on vacation in Britanny, France , 
where we have ranted a cottage which has no telephone -- but t he 
landlord can r each ma in an emergency and Seymour will hava tha 
tal aphone n\llllber. 

I am sending you a second cut into a proposed 1993- 1994 workplan 
tor the CIJE . If, in the document I prepared in Juna i n Israel, I 
rel ated to outcomes oy July 19 9 4 -- this iteration t ries to put 
t hese outcomes into a perspeotive of time and staff 
responsioility . 

I have ra i sed aoma i$s~es tor discussion in the margin, but in my 
mind almost every i tq raisee. i s sues for discussion, both with 
the staff and with you . 

The versi on you r e ce ive ia a tenta tive bas i s for staff 
rasponsibi li ties around each milestone -- but I am preparing 
another ver5ion, t or sta f f (and maybe Executive com~ittee? ) 
disouseion in which the assignments do not appear. · 

I will come to Naw York a couple of days before tha ataf! maating 
to meet my daughter who i s at camp i n t ha U.S . and will call you 
when I arrive. 

Sinc erely, 

Alan D, Hoffmann 
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I. THE CIJE CORE 

a Baaed 

· -Regular i:neetings .. 

-Executive Committee 
. . 

- Committees operating (MEF, LCs, 
Researcht 

- New board members CX3t 

b Staff 

-Job defBlffions for CUE staff 

-Planning function in place 

-Core staff meetings . 

. - Advisocy group coostituted 

-Review CUE staff job ~ -ptions. 

c, Administration 

-Satemte office NY 

-Satenits in Jerusalem 

-Carendar events· 1 993/4 

CIJE WORKPLAN 8/93-7/94: ITERATION 112 

For Discussion Alig. Sept. 

-

March rather than Febru-- A 
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July rather than Au~st 
1994. 

Adcitional January &/or A 
May meeting. 

Wm staffs each 
committee? 

A 
ADH 

Full time/part time 

ADH,ftiJGDNLJAG A A 

New professional advisory 
group 

. , ... •.:.· 

A 
ADH 

1 

1993 

Om. 

A 
lsrem 

A 
SHHIADH 

A: 
AOHJGD 

:~: 
-? 

Nov. Dec. .fan. 

.A 
AOH 

A 
ADI-I 

A .A 

A 
ConstiL 

: 

1994 

F•b • Mar. Apr. 

-. 
A 

ADH 

A 

A+1 
>OH 

A 
A[»f 

A A A ..... 
.d 

ADH . 

May 

A 
ADH 

A 

.A 
Mallling 

: 

Juv28, 1993 

.June July 

A 
AOH 

A 

A +2 
ADH 

A A 

-.. 

. ·.:. 
S" 
'S' 



;.• 

CJJE WORKPLAN 8/93-7/94: _ITERATION #2 .J4.Jv28. 1993 

1993 1994 

L THE CIJE CORE For Discussion Aug. Set,t. Oet. New. Dec. .Jan. Feb • Mar. Apr. May J- .Jcay 

- Budget prasented - 6 months 6 month interim budget A 
1194-7,94 ,ADH 

- Proposed budget 8J94-7 /95 Jaooary-December JlC .A A 
August.July budget vears. 1st PropJ 2nd Ver. 

- Outline events calendar 1994/95 
-· 

.A 
GO 

d, Fundraislng 
- Plan for foundations-Jewish A 

.«ai 
-Plan for general foundations A 

ADHJAH 

e. CUE Executbu: Dircciar 
- Plan for recn.itrnent .A 

AOH 

f. Communicatlaos 

l - Plan for 1994-95 coufefence for A 
sharing developments 

-Brochure on OJE A .. ··-- -:.· 

- CUE Education letter- 3 issues to .A 
be developed BH 

g. Na:tiooal Dqiaofzatbls 

- Naliooal advisory group to be CJF Commission relation- A 
established ships -. 

- Connection with national ,\ 

organizations 

b.. Dis:scmi.ouiao of LCs 
-Fmm 310 23: A plan A 

BK 
-. 
! 

2 
~ 
' 
i. 



CIJE WORKPLAN 8/93-7 /94: ITERATION #2 Jliy28, 1993 

1993 1994 

II. LEAD COMMUNffiES For Discussion Aug. s.pt. Oct. Nov: Dec. .Jan. Fall. Mar. Apr. May June July 

. . 

a Lai.:al Cammissiaos 
-Wall-to-wall coalition est.a blished /:,. -

. 
-Mufti-year strategy & plan A 

completed inclu::ling: Self-study, GD? 

EducatDrs" survey, Persomel plan 

-a.JE-t..C Meetings A A GA A A .6. 
SW ADH AOH N>H ADH 

b. eilot Pmjects fBl:U 
-Implementation of at least 1 in each 

. 
Ao& 

c:ommUlity 

-Summer seminars in Israel A 
SW 

c Calendar 
-1993194 LC "wi1m1' & 'across' A 

ADHI 
Planne.-

-1994195 calendar A 
. . . .,· Planner 

- 1995196 gross calendar A 
P1onner 

d, Local LC Team 
- CUEJlocaJ LC joint team fo,med in A 

each LC GD -. . . 
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CIJE WORK.PLAN 8/93-7 /94: ITERATION #2 Jliy 28, 1993 

1993 1994 

· II. LEAD COMMUNITIES For Discussion Aug. Ses-t. Oc:t. Nvv. Dec. Jan. Feb. ..... Ape. .., Juoe July 

1:. LC Peaoaoel Denlaammr 
- Personnel statistical survey A 

EG 
-'Lives of eriJcatDrs' in all 3 LCs A .. · - · . .. 

. . 

- Senior educators/Jerusalem A 
Fellows recnitme!}t · AOH 

: 
-Sunmer institute for stratEgically A Ptan A targetted groups GO 

-Plan for LC/training imtitutions per- A 
sonnet initiative in LC Aai/SW 

t MEE 
-Oevek>p workplan A 

AfM/Nj 
EG/AH 

·-Mid-year Report A 
AG.IEG 

- 1994J95 plan -
A 

AG/Bi .. . .. .. --· 
g, Goals l!mied 

- $eminars for c0111 CUE staff October •3 seminar in ·a A . A . . . ... 
Israel. SW/AT)H ADHJSF ACHJSF 

(lsraelt 

-SeminarforJocal commission 'Nhert wit we be ready A 
AOHISF 

-Summer retreat Lay & professionals? - A 
Israel? NM/SW 
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CIJE WORKPLAN 8/93-7 /94: ITERATION #2 Juy28, 1993 

1993 1994 

II. LEAD COMMUNITIES For- D lscussion Aug. Sept. Gd. Nov. D.c:. Jan.. Felt. ...... •• Mey June July 
~ 

.. 
h . Best Practices 

-Early childhood volume & A A A . 
consecutive volumes (X3} SH BH 

-Colloquium on supplementary Held in LCs for educators . -· A 
school for LCs & convnts1ity leadership 81-1 

-Best pracrlce 'Pilot Proiect' initi~ted A 
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CIJE WORKPLAN 8/93-7/94: ITERATION #2 Juy28, 1993 

1993 1994 

Ill.BUILDING THE PROFESSION Fof Discussion Al,9. Sept. Oct. Nov. D•c. Jae. Feb. Mar. Af,r. May . J-.. Jajy 
.. 

- Training instiMions: Personnel plan A 
consutation 

. 
-CIJE plan linking LC needs, training Who staffs this? A 

institution capability & uimet GD 
needs: First iteration 

.· 

-

IV. COMMUNITY LEADERSHIP 

-lnfonnation system initiated Staff A 
ADH 

- ·Camper plan for key individuals 0 
ADH 

-Plan for major leadership A 
<Xlnfenn:e in 1995 oo won. of LC GDJBH 
& CIJ E;. First iteration 

V.RESEARCl;I 
: ' 

-Consultation towards a plan for A 
developing a research agenda AOH.'SF . 

-· 
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TO: 

FROM: 

DATE: 

MEMORANDUM 

Walter Ackerman, Sheila Allenick, Adam Gamoran, Ellen Goldring, 
Steve Hoffman, Daniel Pekarsky, Bill Robinson, Richard Shatten 

Alan D. Hoffmann ~-

January 13, 1995 

I am sorry that we had to cancel the CIJE Staf f Meeting scheduled for January 5. I was 
looking forward to your input on a number of matters relating t o CIJE. 

Among the items w e had planned to discuss were two documents which I enclose: the 
current draft of the 1995 CIJE Workplan and Daniel Pekarsky's paper on the agenda for 
building capacity through t he Goals project. A review of these documents should help bring 
you up to date on where we are going and make future conversations as productive as 
possible. 

CUE\ck 



CIJE W orkplan and Budget 
Fiscal Year 1995: Draft 4 (111219s1 

I. INTRODUCTION 

In 1995, as in no previous year, CIJE will be able to focus all of its energy on implementing the 
major elements of its mission. 1995 will focus primarily on the CIJE building blocks: 

- addressing the shortage of qualified personnel - in particular through in
service training; 

- community mobilization for Jewish education. 

Planning efforts will continue in the other areas prescribed by the Commission: developing a 
plan for building the profession, building research capacity and enhancing North American 
Jewish community capability for the strategic planning of quality Jewish education; enlarging the 
understanding of what CIJE is and does. 

Past years - including much of 1994 - have been devoted in large measure to building CIJE's own 
capacity through hiring staff and consultants, setting up a lay Board and Steering Committee and 
dealing with issues of image, perception and CIJE's place and role within the North American 
communal framework. 

By the latter part of 1994, much has been achieved in: 
• building an outstanding expert staff 
• recruiting consultants 
• forging strategic alliances with key organizations in North America 
• completing comprehensive surveys of all teachers and principals in the three laboratory 

communities and publicizing the key findings . 
• engaging these and other communities to consider issues of content through the goals 

project and best practices 
• convening a seminar for 50 principals at Harvard University's principal center to 

demonstrate models of in-service training new to Jewish education 
• convening in Jerusalem a seminar on the goals of Jewish education, for lay and 

professional leaders from the lead communities together with the Mandel Institute 
• restructuring the board and the board process 

cije/95wkplan/jan 12.95 
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• creation and publication of policy brief on "The Background and Professional Training 
of Teachers in Jewish Schools" 

. distribution of policy brief to 3,000 GA attendees and CIJE sponsored forum on the data 
• coverage of policy brief data in Jewish and some general media outlets 

By the November 1994 General Assembly, CIJE was able to bring to the North American 
community, for the first time, a diagnostic profile of its educators. The main issue facing CIJE 
towards 1995 is: 

How can CIJE maximize the impact of MEF's survey findings and use it as a catalyst for 
the development of in-service training capacity in various regions on the North American 
continent? 

We recommend developing strategies that will respond to the critical issue of capacity. 
Two examples for consideration and discussion: 

a. In 1995 CIJE will begin the process of creating capacity for teacher and 
leadership training. One possibility is to identify a finite cadre (no more than 45) 
of outstanding educators and training them to be teacher-trainers for select CIJE 
communities. The training of such trainers could be in cooperation with the 
Mandel Institute. In each of the following years, this cadre could be enlarged as 
needed. 

b. Another possibility is for CIJE to develop with one of the local training 
colleges (the Cleveland College of Jewish Studies, for example,) a fully fleshed
out plan for becoming a regional in-service training institution. 

cije/wkplan95/janl 2.95 
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II. WORKPLAN 

In light of the above it is proposed that in 1995 the CIJE should focus primarily on the following: 

A. BUILDING THE PROFESSION 

To include: 

a. Impacting in-service training strategically.through developing a plan to 
build capacity for training nationally, regionally and locally and then 
testing the plan. 

b. First steps towards a comprehensive plan for building the profession 

a. in-service training 

Based upon the major findings of the educators survey and the interest and opportunities that it 
generates, 1995 will see a major focus of CIJE's activities in the area of in service training of 
educators in CIJE laboratory and selected communities. These should include: 

1. Developing and implementing a plan for a finite pool of high quality teacher trainers 
who can implement in-service education in communities and institutions. CIJE will 
develop the strategy and will be directly involved with pilot implementation. It is 
anticipated that the Mandel Institute will participate in the training of these trainers. 
Where possible, implementation will also be handed over to others. 

2. Offering selected communities guidance in preparing their comprehensive in-service 
training plan based on the Study of Educators. 

3. Exploring ways to mobilize existing training institutions, central agencies, professional 
organizations, and the denominational movements to the endeavor. A model plan for 
developing regional in-service training capacity should be crafted. Over a period of 

years this should include Institutions of Higher Jewish Learning, some general 
universities and regional colleges. 

cije/wkplan95/janl2.95 
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4. Articulating and disseminating (where necessary developing) in-service training 
concepts, curricula and standards. 

b. comprehensive planning for Building the Profession 

An ongoing function of the CIJE has to be the development of a comprehensive continental plan 
for building the profession. First steps towards this plan will be taken in 1995 by: 

Establishing an academic advisory group to define and guide the assignment. This group will 
articulate the charge to a planner to be commissioned in 1996. 

* * * 

cije/wkplan95/janl2.95 
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B. MOBILIZING THE COMMUNITY 

At the heart of CIJE is an axiom that national champions, local community leaders, intellectuals, 
scholars and artists need to be mobilized to ensure that Jewish education emerges as the central 
priority of the North American Jewish community. 

In 1995 this will be translated into 4 major foci of our work: 

1. CIJE Board, Steering Committee and Committees 
This involves the continued mobilization of outstanding lay leaders to CIJE leadership positions 
through: 

• Appointment of vice-chairs to the CIJE Steering Committee which will meet 5 times in 
1995 

• Adclition of 8 - 16 Board members in 1995 ( 4 - 8 at each of two meetings) and 6 - 12 
additional committee members (3 - 6 at each board meeting) 

2. Impacting on the Jewish educational agenda of an ever-increasing number of 
communities 
This involves: 

. Ensuring that an ever-increasing number of North American Jewish communities are 
engaged in comprehensive high quality planning for Jewish educational change. Our target 
for December 1995 is 9 communities engaged in this process . 
• Articulate a plan for creating a network of "affiliated" or "essential" communities leading to 
a definition of such a community and a proposed time line and outcomes in creating the 
network . 
• Working closely with the CJF and its new standing committee to focus CJF's central role in 
continental community mobilization for Jewish education. 

3. Telling the Story 
This means articulating CIJE's core mission to the most significant lay and professional 
audiences so as to help build the climate for change. This will involve: 

• Dissemination of policy brief to key constituencies 
• preparing and disseminating 3 - 4 CIJE publications selected from: 

- guidelines on preparation of local personnel plan from educators' survey 

cije/wkplan95/jan 12.95 



- guidelines on in-service training 
- policy brief: on the remuneration of Jewish educators 
- occasional paper: the goals project 
- occasional paper: best practices on in-service training 

• Development of a data base both for distribution of all our materials and for ranking and 
tracking of professional and lay leadership 

• Distribution plan for Best Practices volumes 
• Creation of small advisory group ( e.g. Finn) for strategizing media and communication 
opportunities 

• Develop a publicity program with future targets 
• Planning and preparation for 1995 GA 

4. A Strategy for engaging potential community champions 
• Develop think piece toward a 1996 first iteration of a plan for engaging major community 

leaders in Jewish education. 

* * * 

cije/wkplan95/janl2.95 
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C. MONITORING, EVALUATION AND FEEDBACK 

The workplan for monitoring, evaluation and feedback has been developed in consultation with 
the advisory committee and reflects the completion of some work in progress and some new 
directions for this project. 

The main areas of work for 1995 that are proposed are: 

1. Analysis and Dissemination of Community Data on Educators and Survey Methods 
This includes: 

7 

• Further analysis of Educators' Survey data in the CUE laboratory communities including 
further Policy Briefs on: Salaries and Benefits; Career Plans and Opportunities and Teacher 
Preferences for Professional Development; Educational Leaders 

• Full Integrated Report across all three communities 
• Development of a "module" for studying educators in additional communities which 

involves refining the survey instruments and interview protocols and making them available 
to other communities by writing descriptions of the procedures. 

2. Monitoring and Evaluation of CIJE-initiated Projects 
In CUE selected communities, MEF will: 

• Guide communities to monitor and evaluate Personnel Action Plans 
• Monitor and evaluate Goals Project activities 
• Analysis of changing structures of Jewish education in North America (Ackerman) 

3. Conceptualizing a Method for Studying Informal Education and Educators 
A process of consultation with experts and thinking to result in a design by the end of 1995 for 
implementation in 1996 

4. Leading Educational Indicators 
In place of monitoring day-to-day process in the Lead Communities, the MEF Advisory 
Committee has suggested the development of Leading Educational Indicators to monitor change 
in North American communities . 

• In 1995 to hold by June the first discussion with consultants on establishing some "Leading 
Indicators" and to begin gathering data on those indicators in the second half of the year. 

5. Towards a Research Capacity 
In the second half of 1995 develop a plan for creating a research agenda for North America. 

cije/wkplan95/jan 12.95 



D. CONTENT AND PROGRAM 

The resources of both the Best Practices and Goals Projects will, in 1995, be primarily 
redirected to the CIJE efforts in Building the Profession and Community Mobiliz.ation. Thus: 

Best Practices will: 
• be designed around those best practices of in-service education with the preparation of 

shorter occasional papers on these practices 
• be developed on the Jewish Community Center (in cooperation with JCCA) emphasizing 

the personnel aspects of these outstanding practices 
• create one-day short consultations on aspects of in-service training as these emerge in the 

community personnel action plans 
• make presentations to lay leaders as part of CIJE Community Mobiliz.ation efforts 
• create two seminars for educators on Best Practices in local communities. 

The Goals Project 

8 

• The Goals Project will, following the July 1994 seminar in Israel, engage with several 
"prototype-institutions" in order to show how increased awareness, attention and seriousness 
about goals has to be tied to investment in educators. This will also serve as a limited 
laboratory for CIJE to learn about how to develop a goals process. Seminars will take place 
in Milwaukee, Cleveland and Baltimore and in Atlanta CUE will engage with a group of lay 
leaders planning to create a new community high school. An intensive goals project will not 
commence anywhere until additional capacity has been developed through training"coaches" . 

• CIJE will concentrate on developing 11coaches11/resource people fur._9 communities in order 
to seed Goals Projects in select communities. This will involve identifying and cultivating a 
cadre of resource-people to work in this project. This should take the highest priority of our 
work in the Goals Project. 

* * * 
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E. FINANCE AND ADMINISTRATION 

I . In the light of CIJE's recent 501 C-3 and tax exempt status, several important areas of 
administration and fiscal management will need attention in 1995 These include: 

9 

• Development of a fully-functioning independent payroll and benefits system centered in the 
New York CIJE office (January 1995) 

• Identification and training of a successor to Virginia Levi 
• Development of a full set of office and inter-office procedures and implementing them for 
fiscal management and control of CIJE expenses. 

2. Developing and implementing a fundraising plan for CIJE with: 
• a fundraising subcommittee to approve supervise and cooperate on the plan 
• clear $ targets and clear allocation of responsibility 
• a system for monitoring fundraising income and regular solicitations 

3. Managing the CIJE side of the successor search: 
• Contact with Phillips Oppenheim 
• Convening search committee 

* * 
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ID. HUMAN RESOURCES 

a. In 1995 the CIJE core full-time staff will consist of: 

Executive Director 
Personnel Development 
Content/Program and In-Service 

Education 
Community Mobilization 
Research and Data Analysis 

b. Consultants on ongoing fixed retainer basis 

Alan Hoffinann 
Dr. Gail Dorph 
Dr. Barry Holtz 

Nessa Rapoport 
Bill Robinson 

MEF and Research Agenda Dr. Adam Gamoran 
MEF and Leadership Dr. Ellen Gold.ring 
Goals Project Dr. Dan Pekarsky 
Building the Profession Prof. Lee Shulman 

c. Consultants on an ad hoc basis 

Monograph on Restructuring of Community 
Education + Regional Colleges 

CIJE Steering Committee meetings and 
Staff meetings 

Planning Consultant on Building Profession 
Community · Organization 

d. Mandel Institute 

Prof. Walter Ackerman 
Dr. Ellen Goldring 
Dr. Adam Gamoran 
( as yet not identified) 
Stephen Hoffman (unpaid) 

• Consultation on Goals, Planning and Building the Profession; 

10 

• Collaboration on Senior Personnel Development, pieces of in-service training and on Goals 
Project; 

• Cooperation in fundraising. 

e. Successor Search 
Phillips Oppenheim & Co. 

[See Exhibit 1 for matrix of allocation of staff/consultant time t~ major activity areas) 

cije/wkplan95/janl2.95 
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APPENDIX A: ISSUES FACING CIJE 

Some conceptual issues have arisen regarding the preferred role for CIJE: 

I. With its outstanding education staff, should the CIJE develop and implement 
projects (e.g. seminars for principals) or should it enable others to implement, using its 
resources to develop the ideas, the plans and the policies that will enable others to 
implement and disseminate change? 

The 1995 workplan recommends a mid-position, with the CIJE devoting the largest share of 
its staff time to developing the appropriate strategies and leading others to implement them, 
while undertaking a small number of pilot field/implementation activities. These are 
required, we believe, in order to energize a depressed field and demonstrate that quality can 
be achieved and that serious content can make a difference. 

2. How can CIJE influence existing organizations (JESNA, CJF, JCCA, universities, 
institutions of higher Jewish learning) so that their work in education reflects the 
priorities of our mission? 

This workplan takes the position that in 1995 CIJE should engage with three carefully 
selected organizations - probably JESNA and JCCA - and develop joint planning groups to 
target specific areas of Jewish educational activity and plan for capacity and funding. In 
future years this function should be expanded to other organizations. In addition, the creation 
of the new standing committee on Jewish Continuity of the CJF in 1995 will have CIJE at the 
core of the framing of its mission. 

3. How should we relate to projects of CIJE which could grow beyond the present 
mission in order to ensure their maximum contribution? 

It is recommended that some time in the future some CIJE projects could be spun off into 
semi-independent activities which would both be highly attractive for fundraising and have a 
life of their own. The Goals Project could be considered as first in this category. In 1995 
first steps could be taken to establish this as a "project" rather than a center at Harvard 
University in a relationship similar to that of the present Harvard-Mandel project. This 
could be a model for other areas of CIJE's work and has considerable potential for fund
raising. 

cije/wkplan95/janl2.95 



[ EXHIBIT I: TIME ALLOCATION BY PERCENTAGE OF STAFF AND CONSULTANTS I 
CORE BUILDING THE CONTENT COMMUNITY RESEARCH 

& BOARD PROFESSION & PROGRAM MOBILIZATION -A. FULL-TIME STAFF 
I 

•:• 

ALAN HOFFMANN 40 25 15 15 5 100 
GAIL DORPH 20 70 10 0 100 

BARRY HOLTZ 20 40 30 10 100 
NESSA RAPOPORT 40 60 100 

BILL ROBINSON 10 90 100 
ROBIN MENCHER 100 

SANDRA BLUMENFIELD 

B. CONSULTANTS ON RETAINER 
% of CIJE Time ----T··~;-; 

ADAM GAMORAN 10 90 100 
ELLEN GOLDRING 10 20 70 100 

DAN PEKARSKY 10 40 50 100 
LEE SHULMAN 5 60 35 

WALTER ACKERMAN 

C. MANDEL INSTITUTE 
% of CIJE Consulting Time 

01/12/95 13 EXHIBIT1 .WK4 



MEMORANDUM 

To: Steve Hoffman 

From: Alan Hoffmann 

Date: April 11, 1995 

Re: CIJE workplan 

I am enclosing the CUE workplan for 1995 in a format which has now been 
arranged as a timetable. Our upcoming Steering Committee meeting has such a 
full agenda that we won't get a chance to talk about this matrix at that time, but I 
thought you'd like to have a copy of the document. 

Best wishes for the holiday. 



MEMORANDUM 

To: Richard Shatten 

From: Alan Hoffmann 

Date: April 11, 1995 

Re: CIJE workplan 

I am enclosing the CUE workplan for 1995 in a format which has now been 
arranged as a timetable. Our upcoming Steering Committee meeting has such a 
full agenda that we won't get a chance to talk about this matrix at that time, but I 
thought you'd like to have a copy of the document. 

Best wishes for the holiday. 



FAX TRANSMISSION 
COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 

I 5 EAsT 26TH STREET 

NEW YORK, NY I 00 I 0 
(21 2) 532-2360 

FAX: (2 I 2) 532-2646 

To: Alan Hoffman Date: July 25, 1996 

Fax#: 0l l-972-2-567-1416 Pages: 17, including this cover sheet. 

From: Sarah Feinberg 

Subject: CIJE Work:plan 

COMMENTS: 

Alan: 
I am sending you what I found. I think that this is the most recent version. I found it in the 
computer and reprinted it. Also, I am sending the "CIJE Workplan: 1995 towards 1996." I hope 
that this is what you are looking for. Let me know if there is anything else you need. 
Talk to you soon. 
sarah 



CIJE W orlcplan and Budget 
Fiscal Year 1995: Draft 5 [711119s ] 

•Footnotes indicate text that has been altered or removed. 
•Underscored words indicate text that has been added. 

I. INTRODUCTION 

In 1995, as in no previous year, CIJE will be able to focus all of its energy on implementing the 
major elements of its mission. 1995 will focus primarily on the CIJE building blocks: 

- addressing the shortage of qualified personnel - in particular through in
service training; 

- community mobilization for Jewish education. 

Planning efforts will continue in the other areas prescribed by the Commission: developing a 
plan for building the profession, building research capacity and enhancing North American 
Jewish community capability for the strategic planning of quality Jewish education; enlarging the 
understanding of what CIJE is and does. 

Past years - including much of 1994 - have been devoted in large measure to building CIJE's own 
capacity through hiring staff and consultants, setting up a lay Board and Steering Committee and 
dealing with issues of image, perception and CIJE's place and role within the North American 
communal framework. 

By the latter part of 1994, much has been achieved in: 
• building an outstanding expert staff 
• recruiting consultants 
• forging strategic alliances with key organizations in North America 
• completing comprehensive surveys of all teachers and principals in the three laboratory 

communities and publicizing the key findings . 
• engaging these and other communities to consider issues of content through the goals 

project and best practices 
• convening a seminar for 50 principals at Harvard University's principal center to 

demonstrate models of in-service training new to Jewish education 
• convening in Jerusalem a seminar on the goals of Jewish education, for lay and 
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professional leaders from the lead communities together with the Mandel Institute 
• restructuring the board and the board process 
• creation and publication of policy brief on "The Background and Professional Training 
of Teachers in Jewish Schools" 

. distribution of policy brief to 3,000 GA attendees and CIJE sponsored forum on the data 
• coverage of policy brief data in Jewish and some general media outlets 

By the November 1994 General Assembly, CIJE was able to bring to the North American 
community, for the first time, a diagnostic profile of its educators. The main issue facing CIJE 
towards 1995 is: 

How can CIJE maximize the impact of MEF's survey findings and use it as a catalyst for 
the development of in-service training capacity in various regions on the North American 
continent? 

We recommend developing strategies that will respond to the critical issue of capacity. 
Two examples for consideration and discussion: 

a. In 1995 CIJE will begin the process of creating capacity for teacher and 
leadership training. One possibility is to identify a finite cadre (no more than 45) 
of outstanding educators and training them to be teacher-trainers for select CIJE 
communities. The training of such trainers could be in cooperation with the 
Mandel Institute. In each of the following years, this cadre could be enlarged as 
needed. 

b. Another possibility is for CIJE to develop with one of the local training 
colleges (the Cleveland College of Jewish Studies, for example,) a fully fleshed
out plan for becoming a regional in-service training institution. 

* * 
* 
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II. WORKPLAN 

In light of the above it is proposed that in 1995 the CIJE should focus primarily on the following: 

A. BUILDING THE PROFESSION 

To include: 

a. Impacting in-service training strategically through developing a plan to build capacity for 
training nationally, regionally and locally and then testing the plan. 

b. First steps towards a comprehensive plan for building the profession 

a. in-service training 

Based upon the major findings of the educators survey and the interest and opportunities that it 
generates, 1995 will see a major focus of CIJE's activities in the area of in service training of 
educators in CIJE laboratory and selected communities. These should include: 

1. Developing and implementing a plan for a finite pool of high quality teacher trainers 
who can implement in-service education in communities and institutions. CIJE will 
develop the strategy and will be directly involved with pilot implementation. It is 
anticipated that the Mandel Institute will participate in the training of these trainers. 
Where possible, implementation will also be handed over to others. 

2. Offering selected communities guidance in preparing their comprehensive in-service 
training plan based on the Study of Educators. 

3. Exploring ways to mobilize existing training institutions.1 A model plan for 
developing regional in-service training capacity should be crafted. Over a period of 
years this should include Institutions of Higher Jewish Learning, some general 
universities and regional colleges. 

'central agencies, professional organizations, and the denominational movements to the 
endeavor 
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4. Articulating and disseminating (where necessary developing) in-service training 
concepts, curricula and standards. 

b. comprehensive planning for Building the Profession 

An ongoing function of the CIJE has to be the development of a comprehensive continental plan 
for building the profession. First steps towards this plan will be taken in 1995 by: 

Establishing an academic advisory group to define and guide the assignment.2 

* * * 

2This group will articulate the charge to a planner to be commissioned in 1996. 
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B. MOBILIZING THE COMMUNITY 

At the heart of CIJE is an axiom that national champions, local community leaders, intellectuals, 
scholars and artists need to be mobilized to ensure that Jewish education emerges as the central 
priority of the North American Jewish community. 

In 1995 this will be translated into 4 major foci of our work: 

1. CIJE Board, Steering Committee and Committees 
This involves the continued mobilization of outstanding lay leaders to CIJE leadership positions 
through: 

• Appointment of vice-chairs to the CIJE Steering Committee which will meet 5 times in 
1995 

. Addition of 8 - 16 Board members in 1995 (4 - 8 at each of two meetings) and 6 - 12 
additional committee members (3 - 6 at each board meeting) 

2. Impacting on the Jewish educational agenda of an ever-increasing number of 
communities 
This involves: 

• Ensuring that an ever-increasing number of North American Jewish communities are 
engaged in comprehensive high quality planning for Jewish educational change. Our target 
for December 1995 is 6 communities3 engaged in this process. 

• Articulate a plan for creating a network of "affiliated" or "essential" communities leading to 
a definition of such a community and a proposed time line and outcomes in creating the 

network . 
• Working closely with the CJF and its new standing committee to focus CJF's central role in 
continental community mobilization for Jewish education. 

3. Telling the Story 
This means articulating CIJE's core mission to the most significant lay and professional 
audiences so as to help build the climate for change. This will involve: 

• Dissemination of policy brief to key constituencies 

39 communities 
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• preparing and disseminating 1 - 2 CIJE publications4 selected from: 
- guidelines on preparation of local personnel plan from educators' survey 
- guidelines on in-service training 
- policy brief: on the remuneration of Jewish educators 
- occasional paper: the goals project 
- occasional paper: best practices on in-service training 

• Distribution plan for Best Practices volumes 
. creation of small advisory group (e.g. Finn) for strategizing media and communication 

opportunities 
• Develop a publicity program with future targets 
• Planning and preparation for 1995 GA5 

4. A Strategy for engaging potential community champions 
• Develop think piece toward a 1996 first iteration of a plan for engaging major community 

leaders in Jewish education. 

* * • 

43 - 4 CIJE publications 

5 1996: Development of a data base both for distribution of all our materials and for 
ranking and tracking of professional and lay leadership 

cije/wkplan95/july l 1.95 

6 



C. MONITORING, EVALUATION AND FEEDBACK 

The workplan for monitoring, evaluation and feedback has been developed in consultation with 
the advisory committee and reflects the completion of some work in progress and some new 
directions for this project. 

The main areas of work for 1995 that are proposed are: 

1. Analysis and Dissemination of Community Data on Educators and Survey Methods 
This includes: 

• Further analysis of Educators' Survey data in the CIJE laboratory communities including 
a further Policy Brief on Educational Leaders6 

• Full Integrated Report across all three communities 

7 

• Development of a "module" for studying educators in additional communities which 
involves refining the survey instruments and interview protocols and making them available 
to other communities by writing descriptions of the procedures. 

2. Monitoring and Evaluation of CIJE-initiated Projects 
In CIJE selected laboratozy communities, MEF will: 

• Guide communities to monitor and evaluate Personnel Action Plans 
.Monitor and evaluate Goals Project activities 
• Analysis of changing structures of Jewish education in North America (Ackerman) 

3. Conceptualizing a Method for Studying Informal Education and Educators 
A process of consultation with experts and thinking to result in a design by the end of 1995 for 
implementation in 19967 

6further Policy Briefs on: Salaries and Benefits; Career Plans and Opportunities and 
Teacher Preferences for Professional Development; Educational Leaders 

7Leading Educational Indicators 
In place of monitoring day-to-day process in the Lead Communities, the MEF Advisory 
Committee has suggested the development of Leading Educational Indicators to monitor 
change in North American communities . 
• In 1995 to hold by June the first discussion with consultants on establishing some 

"Leading Indicators" and to begin gathering data on those indicators in the second half 
of the year. 
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4. Towards a Research Capacity 
In the second half of 1995 develop a plan for creating research capacity and an agenda for North 
America. 
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D. CONTENT AND PROGRAM 

The resources of both the Best Practices and Goals Projects will, in 1995, be primarily 
redirected to the CIJE efforts in Building the Profession and Community Mobilization. Thus: 

Best Practices will: 
• be designed around those best practices of in-service education with the preparation of 
shorter occasional papers on these practices 

• be developed on the Jewish Community Center (in cooperation with JCCA) emphasizing 
the personnel aspects of these outstanding practices 

• create one-day short consultations on aspects of in-service training as these emerge in the 
community personnel action plans 

• make presentations to lay leaders as part of CIJE Community Mobilization efforts8 

The Goals Project 

9 

• The Goals Project will, following the July 1994 seminar in Israel, engage with several 
"prototype-institutions" in order to show how increased awareness, attention and seriousness 
about goals has to be tied to investment in educators. This will also serve as a limited 
laboratory for CIJE to learn about how to develop a goals process. Seminars will take place 
in Milwaukee, Cleveland and Baltimore and in Atlanta CIJE will engage with a group of lay 
leaders planning to create a new community high school. An intensive goals project will not 
commence anywhere until additional capacity has been developed through training"coaches" . 

• CIJE will concentrate on developing "coaches"/resource people for laboratory comrnunities9 

in order to seed Goals Projects in select communities. This will involve identifying and 
cultivating a cadre of resource-people to work in this project. This should take the highest 
priority of our work in the Goals Project. 

* * * 

8create two seminars for educators on Best Practices in local communities 

9for 9 communities 
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E. FINANCE AND ADMINISTRATION 

1. In the light of CIJE's recent 50 I C-3 and tax exempt status, several important areas of 
administration and fiscal management will need attention in 1995 These include: 

10 

• Development of a fully-functioning independent payroll and benefits system centered in the 
New York CIJE office (January 1995) 

• Identification and training of a successor to Virginia Levi 
• Development of a full set of office and inter-office procedures and implementing them for 

fiscal management and control of CIJE expenses. 

2. Developing and implementing a fundraising plan for CIJE with: 
• a fundraising subcommittee to approve supervise and cooperate on the plan 
• clear $ targets and clear allocation of responsibility 
• a system for monitoring fundraising income and regular solicitations 

3. Managing the CIJE side of the successor search: 
• Contact with Phillips Oppenheim 
• Convening search committee 

* * 
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ill. HUMAN RESOURCES 

a. In 1995 the CIJE core full-time staff will consist of: 

Executive Director 
Personnel Development 
Content/Program and In-Service 

Education 
Community Mobilization 
Research and Data Analysis 

b. Consultants on ongoing fixed retainer basis 

Alan Hoffmann 
Dr. Gail Dorph 
Dr. Barry Holtz 

Nessa Rapoport 
Bill Robinson 

MEF and Research Agenda Dr. Adam Gamoran 
MEF and Leadership Dr. Ellen Goldring 
Goals Project Dr. Dan Pekarsky 
Building the Profession Prof. Lee Shulman 

c. Consultants on an ad hoc basis 

Monograph on Restructuring of Community 
Education + Regional Colleges 

CIJE Steering Committee meetings and 
Staff meetings 

Planning Consultant on Building Profession 
Community Organization 

d. Mandel Institute 

Prof. Walter Ackerman 
Dr. Ellen Goldring 
Dr. Adam Gamoran 
(as yet not identified) 
Stephen Hoffman (unpaid) 

• Consultation on Goals, Planning and Building the Profession; 

11 

• Collaboration on Senior Personnel Development, pieces of in-service training and on Goals 
Project; 

• Cooperation in fundraising. 

e. Successor Search 
Phillips Oppenheim & Co. 

[See Exhibit 1 for matrix of allocation of staff/consultant time to major activity areas] 
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APPENDIX A: ISSUES FACING CIJE 

Some conceptual issues have arisen regarding the preferred role for CIJE: 

1. With its outstanding education staff, should the CIJE develop and implement 
projects (e.g. seminars for principals) or should it enable others to implement, using i~s 
resources to develop the ideas, the plans and the policies that will enable others to 
implement and disseminate change? 

The 1995 workplan recommends a mid-position, with the CIJE devoting the largest share of 
its staff time to developing the appropriate strategies and leading others to implement them, 
while undertaking a small number of pilot field/implementation activities. These are 
required, we believe, in order to energize a depressed field and demonstrate that quality can 
be achieved and that serious content can make a difference. 

2. How can CIJE influence existing organizations (JESNA, CJF, JCCA, universities, 
institutions of higher Jewish learning) so that their work in education reflects the 
priorities of our mission? 

This workplan takes the position that in 1995 CUE should engage with three carefully 
selected organizations - probably JESNA and JCCA - and develop joint planning groups to 
target specific areas of Jewish educational activity and plan for capacity and funding. In 
future years this function should be expanded to other organizations. In addition, the creation 
of the new standing committee on Jewish Continuity of the CJF in 1995 will have CIJE at the 
core of the framing of its mission. 

3. How should we relate to projects of CIJE which could grow beyond the present 
mission in order to ensure their maximum contribution? 

It is recommended that some time in the future some CUE projects could be spun off into 
semi-independent activities which would both be highly attractive for fundraising and have a 
life of their own. The Goals Project could be considered as first in this category. In 1995 
first steps could be taken to establish this as a "project" rather than a center at Harvard 
University in a relationship similar to that of the present Harvard-Mandel project. This 
could be a model for other areas of CIJE's work and has considerable potential for fund
raising. 
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CIJE WORKPLAN: 1995 TOWARDS 1996 

A. ~yilQing th!. f[Qf!.liliiQD 
a. in-Service Training 

i)TEJ X 2 -TEJ x 45 
ii)Advisory Team on Early -Recruit Cohort 

Childhood Education -Meets-develops strategy-writes 
iii)Harrard Principle Center -Hrd. Principal's centre Spring+Fall -Pricipals for Community Day High 
iv)Consultation on TEI for - ? Schools (Steinhardt, Jim Joseph, 

Torah u ' mesorah Arihar) 
v)Consultation on - Consultation in first 1/4 

Professional 
Development for Schools 

b. Quidanc!; tQ !:;Qmmunities 

in Q!.V!.l212ing 
CQmi;!r!.h!.nliive ln-S!.ai~!. 

Training 
i) 3 Consultations in NYC -3 Consultations in NYC for 

for Milwaukee, Atlanta, Baltimore, Milwaukee, Atlanta, 
Baltimore leading to local Plus Clevland, San Francisco, 
pilot init iative Hartford (?), W. Palm Beach (?) 

ii)Machon l' Morim in -Will continue 

Baltimore 
iii)Cleveland College -? 

Masters Program 
consu latation 

C. E1S.12I2ring waxli tQ m2!2ili~ 
existing training instit1.!ti2m, 

central agencies 12r2fesliiQnal 
mQV!;m!.Dtli 1!DQ 
denQminatiQnli 
i)Consultation on Early -? 

Childhood with Colleges 
of J. Study 

ii)Planning process with -Continue through 1996 

Branders University 
d. Articulating and 

Disseminating (wh~re 
D!.~!.lili!l!Y d~v~J212ing) in-
service conce12ts, curriculae 
and lit1indards 

---
e. ~2m12rehensive Planning fQr -Establish advisory committee with 

Building the PrQfession charge to planner. Hire planner 

i)Establisb advisory 
committee 



C. MQ~lTQBJNQ,J;;V A!..!.!AIJQ~ 
AND FEEDBACK 

a) Building Research Capacity Distribution, dissemination of all 
-Integrated Report on Teachers -
-Reports on Educational leaders -
in 3 communities (individual 
and combined) 
-Research papers on teacher Policy brief on leaders 
power, teacher in-service and 
levers for change 

b) Building Evaluation Capacity 
for North America 
-CIJE Manual Publish and distribute Dissemination plan 

-develop 
-Proposal for evaluation -

institute 
-Consultation on evaluation -
institute 

c) Evaluating CIJE Initiatives Continued and increased 
-Evaluating TEI 

d) Planning for the Future Continued towards design of Hire staff and develop institute 
-JnfonnaJ education instruments and survey in 1996-97 

-consultation school year 
-Plan for seminar on what have 

we learned July 1996 in Israel 



1995 1996 ROLLOVER PLANNED OR IN 
DEVELOPMENT STAGES 

D, CONTENT AND PROGRAM 

a) Best Practices 
f) Complete JCCA-Best Practice Publish volume Dissemination plan 
ii) Best Practices in professional Write and publish 

development - begin 
iii)One day short consultation One-day short consultations 

on in-service 
iv) Plan for presentations to lay Presentations to lay leaders 

leaders 

b)Goals Project 
!)Engage with prototype Continues 

institutions 
ii)Plan for extending capacity July 1996 Seminar 
iii) Engage with communities ? 

iv) Wexner Heritage ? 

E. FINANCE AND 
ADMfNISTRA TION 

a) Hire new executive director ? "Curriculum" for new director, 
overlap with previous director 

b) fully-functioning payroll and -
benefits in New York 

c) Successor to VFL -

d) Full set of inter-office Continued 
procedures for fiscal management 

e) Fundraising plan and Continued 
implementation 




