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To : Adam Gamoran 
Ellen Goldring 
Julie Tammivaara 
Roberta Goodman 

From: Bill Robinson 

Re: Keao to UP 'l'eam on Box4 Project, Januacy 22, 1994 

The following are some issues of concern regarding the upcoming 
Institutional Profile {Box #4 on page #12 of the Planning Guide). 

I• 

There are three ( rel~ted) conceptual issues which need to be 
addressed prior to developing the instrument . 

II. 

1. What is the purpose o: the profile? 
2. What. is the relationship of t.he profile t.o the other 
su=veys (i.e. Educator's and Educational Leader's Survey and 
t:1e planned "Market:. .Analysis")? 
3 . What role is each community to have in developing and 
impl ementing the su:vey in the short-term and lonq-term7 

: suggest that there could be three purposes for the Institutional 
?rof~le. In outlining these purposes, ! will (hopefully) address 
all three conceptual issues. 

Base-line Da,ta: 
~irst ( though not necessari ly ~n order of importance), the profile 
~ould be used as ~ase-line data to evaluate changes i~ 
instit~tional activities. The type of data one may want to assess 
could include the following . 

On teachers and directors: 
salary 
retention rates 
advancement 
skills 
training opportunities 
material resources 

On students: 
n\llllbers 
retention/graduation ~~te$ 
classes available (types) 
hours of cont~ct 

en corranunity (i .e. Federation, JES) i nputs: 
funding 
training prog~ams 
teacher benefits 
material resources 
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~: 
Second, the profile could be used in conjunction with the 
Educator's ( and. Educational Leader's ) survey and the p l anned Market 
Analysis to assess the •gaps• which exist between community 
needs/desires and resources/opportW1ities. If this is to be a 
purpose of the profile, then care must be taken to acquire data 
which matches the type of data already acquired with the Educator's 
(and Educational Leader's) survey. In addition, some sense of what 
types of data will be collected in the ~rket Analyeie rnust be 
known ahead of time for the same reason. 

In other words, since the Educator's surv~y asks 'wh~t sorts of 
things would encourage you to consider full-time employment• (page 
11), the institutional pro!ile should assess the availability of 
these resources/opportunities. Similarly, IF the Market Analysis is 
t o be used (at least in part) to examine what things a~e important 
t o parents in choosing to send their kids to a Jewish educational 
institution , then the institutional profile must explore the 
availability of these "things •. The following are some centative 
:~ems whi ch may be important to assessing the •gapsw. 

In reference to the Educator's Survey: 
- salary & benefits 
- professional trainirt9 requirements and opportunit ies 
- location {ease of travel ) 
- forma l and informal teacher i nteraction ~imes 
- upward mobili t y wi thin the inscitution 
- affiliation/ ideology 

requirements fo~ hiring and advancement (degrees, 
educat ion, empl oyment experience, other) 

In reference to the planned Ma rket Analysis: 
- costs and availability of scholarship money 
- loc~tion (e~se of travel) 

image of school (director's abilities , educator's 
abilities/expertise, q1.1a l ity of programs} 
- hours of schooling 
- availability of supplementary programs after school 
hours and in the summer (or even s pecial programs -
camps, Israel ... ) 

Cornrnµnity Mobilization: 
Thi rd, the research coul d be used to mobi lize the communities in 
both the short- term and the lonq-term. 

1 . In the short-term, the communities coul d be mobilized by 
engaging them in developi ng the i nstrument (i.e. what types of data 
do they think is important to collect, how should it be collected 
and disseminated) , Eng~ging in this ''bottom-up" process could have 
the added benefits of creating · refl ective practitioners•, making 
more concrete the •partnership• between ClJE and the communities, 
and facilitating long-term change. 

2. By long- term change I am referring the ex-pansion of 
community-based research capacities. The purpose of the 
institutional profile would be to illustrate to the communities the 

----- ·-·----- ·-.. - . . -. -
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benefits of continuing to gather the aforementioned data long after 
ClJE curtails its direct involvement, and to set-up the 
institutional procedures and resources to accomplish this. 

Notably, if the profile is to be used to acquire base-line data 
(the first purpose), then developing a self-sustaining, community 
research capacity is essential . 

III. 

Thege conceptual issues raise three prac~ical concerns. 
1. Timing: To mobilize the communities and to match the 
In~titutional Profile with the planned Market Analysis 

. requires signilicant expenditures of time before the 
instrument c~n even be used. (For in~tance, in terms of the 
latter, interviews or focus groups with parents to aacert~in 
what "things" go into their educational decisions seetnS 
appropriate.) Moreover, in developing a time-line for the 
project, conununi ty schedules will have to be taken into 
account. 
2. Agenda: To mobilize the comun:it.1.es requires placing 
research squarely on the CIJE-corranunity agen6a. One-to-one 
interactions between field researehers, community leaders 
(e .g. Janice and Lauren in Atlanta), and educational leaders 
could onl y mobilize che corranunity so far. The community 
leaders need t.o feel t.hat research is a CIJE priority and 
integral to its other components. However, this shouldr.'t be 
done in c m~nner which inhibits the cormiunity ' s sense of 
•ownership" of the process. 
3. Inter-Corrgnunity Relations: If re~e~rch is to be seen as a 
process of community mobilization (as suggested above), inter
community relations becomes ~n significant issue. During t he 
research process, COilllTlunity differences may arise in terms of 
what types of data are deemed important to collect. the timing 
of the implement.ation, and which central agencies are to be 
involved . The degree to which the communities should integrate 
their approaches and work together on this project requires 
careful conaider~tion. 
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I. Rationale 

Lead Community Institutional Profiles 

A Proposal 

Our goal should be to make it possible for every Jewish 
person, child or adult, to be exposed to the mystery and 
romance of Jewish history, to the enthralling insights and 
special sensitivities of Jewish thought . . . Education, in 
its broadest sense, will enable young people to confront the 
secret of J ewish tenacity and existence, the quality of 
Torah teachi ng which fascinates and attracts irresistibly. 
They will t hen be able , even eager , to find their place in a 
creative and constructive Jewish community. 

Professor Isadore Twersky 
A Time To Act, p.19 

By acting as a catalyst for systemic change within the Lead 

Communities, CIJE has endeavored to reach this vital goal of 

creating committed and educated Jews. The efforts of CIJE have 

focused on encouraging the Lead Communities to e ngage in three 

fundamental tasks. First , their lay leadership must be mobilized 

in pursuit of improving Jewish education . Second, they need to 

develop and implement community- wide plans f or building a 

profession of Jewi sh education. Third, they must realize the 

i mportance of the critical r ole that vis ioning should play in 

planning for Jewish education. 

These tasks focus on improving Jewish education through 

creating change at the community level . However, the success of 

these tasks will rest greatly upon the a bility of individual 

educationa l institutions to meet the challenges ahead. The 

s ystemic communal change envisioned by CIJE necessi tates that 



systemic change will occur also on the institutional level. 

In general, community planning must take into account the 

quality and extent of institutional capacities for implementing 

coJI111\unity goals. More specifically, in building a profession of 

Jewish education, institutional level constraints must be 

addressed. For instance, do educational institutions have the 

resources to enable educators to take advantage of training 

opportunities and the means to evaluate the impact of training in 

the classroom? 

To accomplish CIJE's goal of creating committed and educated 

Jews, both CIJE and the Lead Communities ~equire greater 

knowledge about educational institutions. Therefore, the MEF team 

proposes that research should be undertaken to increase the 

knowledge available on both formal and inf ormal educational 

institutions. This project lies within the overall mission of the 

MEF team to assist the Lead Communi ties in becoming more 

evaluation-minded . It will encourage in the Lead Communities an 

ongoing process of self-study 

to provide commission members with an increasingly solid 
foundation of information, to enlighten even the most 
knowledgeable insider, and to identify the critical issues 
and choices the commission may choose to address. It will 
also help move the community towards establishing standards 
of achievement that the community aspires to~ (Lead 
Communities Planning Guide, p.10). 

The Institutional Profiles will provide data useful on both 

a community and an institutional level. It will be designed to 

serve two basic purposes. 

First, the Institutional Profiles will gather data for use 

in evaluating the community's progress in developing effective 



formal and informal educational institutions. It will allow those 

concerned to assess the nature and e~tent of change occurring 

within institutions. However, in developing this evaluation 

capacity within the Lead Communities, it is crucial that the 

Institutional Profiles be designed and implemented in a manner 

that facilitates their continual, periodic use by the Lead 

Communities. 

Second, the Institutional Profiles will provide a means of 

discerning those crucial issues that need to be addressed in 

developing more effective educational institutions. There are two 

levels to this purpose . 

1 . The Institutional Profiles can be used at the communal level 
to assess the existence of gaps between community needs and 
institutional resources. Moreover, based on this 
information, community priorities can be established based 
on a realistic assessment of the extent of work that will be 
required to reac h a lternativ e goals . Specifically, the data 
obtained could be employed by the communities in "mapping" 
their current situation, as a step toward developing their 
Personnel Action Plans. 

2 . The Institutional Prof ile s can be u sed at the level of 
individual educational institutions to assess where they are 
in relation to the goals which they are envisioning for 
themselves. As with communities, before an institution can 
proceed to realize its goals, it must begin by taking stock 
of where it stands now. only then, can institutional 
priorities be determined based upon a realistic assessment 
of the amount of time and effort that will be needed to 
accomplish alternative tasks. 

In concert with these two purposes, the Institutional 

Profiles could be employed to facilitate increased community 

mobilization. Initially, this will be accomplished by including 

personnel from each Lead Community in the designing and 

implementation of the Institutional Profiles. Subsequently, the 

community personnel will be engaged in the analysis of the data 

· ' 



and in drawing pertinent conclusions from the analysis. 

This inclusion of personnel from communal agencies and 

educational institutions in all aspects of the process may 

contribute toward increased planning being undertaken by lay 

leaders and professionals within the Lead Communities. Finally, 

the project could illustrate to the communities the importance of 

engaging in an ongoing process- of information gathering, 

analysis, planning and evaluation. 

II. The First Stage - Development of Alternative 
conceptualizations. 

The types of information that could be collected on 

educational institutions are both varied and numerous. Even the 

selective list of items set forth in the Lead Community Planning 

Guide (Box 4) illustrates the enormity of the task ahead. 

Therefore, the MEF team needs to determine the types of 

information that is most useful in fulfilling the above stated 

purposes of the project. To accomplish this, we propose the MEF 

team engage in an interview study. 

This will involve conducting interviews with funders, 

academicians, educational practitioners, rabbis, communal service 

personnel, and lay leaders at the international, continental and 

local levels. Participants in this study will represent expertise 

in both formal and informal educational settings. Analysis of 

these interviews will yield alternative models for designing and 

producing institutional profiles. 
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Procedure and Timeline 

Develop and field test interview protocol------ March 1994 
Select participants---------------------------- March 1994 
Conduct interview (telephone or in person) ----- April 1994 
Transcribe interviews. -------------------------- May 1994 
Analyze interviews----------------------------- June 1994 
Write conceptual paper------------------------- July 1994 
Selection by CIJE of conceptual model---------- August 1994 

III. The Second Stage - Development of design and implementation 
of Institutional Profiles project. 

Once an appropriate conceptualization is approved, the MEF 

team will design the instruments, develop an implementation 

process, suggest approaches for analyzing the data and propose 

appropriate products to be written . This will be undertaken in 

conjunction with both the CIJE and the Lead Communities. 
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To: Adam Gamoran 
Bllen Ooldr1ng 

Froft: Bill Robiruson 
Roberta Goodman 
Julie Ta1T1J111vaax-

BILL RJBI MSCH - CIJE 

Re: Plan for Developin9 In3tttut ional Profiles 

PAGE ell 

The follow1n9 document is concerned vith nature of the proposed 
Lead comuntty tnstitutignnl exof11u, and the proce5• by vhlch 
t hey will be developed a~ impleinented. Per Adam'5 £ax ( 2/15) 
summarizing hi • meeting with the adv1so~&, we have been asked to 
conceive a long-term study of educ~tional 1netitutiohs. Moreover, 
we have been r equested to situate a sho~t-te%m quantltatlve 
survey within this larger project. Th~ followi ng d ocuaent deta1ln 
the f1e ld resea~chezs' proposed plan 1n regard to both ele .. nts . 
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Lead Cownun1ty Inatttutlonal erafJtca 

I. Background 

According to the Lead 
~~s envlsloned that the 
proceeft of self-study 

communttx Planning Guide (p.10>, it 
lead communities would engage in• 

to provide commission members with an increasingly aolld 
foundation of information, to enlighten even the most 
knowledgeable insider, and to identify the critical issues 
and choices the CoJ'lllllis~ion may choose to addraaa. lt vill 
also hel~ ~ove the commun1ty to~ards eetabllshin~ ~tandards 
of achievement th~t the community a~pire5 to. 

In this process, the CIJE woul~ act as "a ~esource for de&igning 
and carrying out the self-studyr as well ~~ dlssemlnatlng 
findings and new products" . 

The proposed InstJtuttpnol Proftlee will serve to promote 
this proce53 of on-going self-study. In particular, lt will serve 
to gather base-11ne data £or use ln evaluating the co111111unity 1 a 
progress in developing effective educational institutions. This 
vill be accomplished in two stages, employing two separate 
instruments: the Institutional Char1cter1sttce Suiv~ and th• 
Inst\tutional Practices ·survey. 

II . Des er lpt 1 on 

A, rnst1tut1ona1 charactcr1ottc, survex 
The Institutional characteristics survey w111 ba deaiqnad to 

gather data in quantitative form providing a broad overview of 
the educational lnstltutlons (both foiPMl ~nd 

1
1nf

1
ormadl}Aw1th1n 

I 
I 

each community . Thl~ component of the Profi1es s nten e~ as a I 
tool 0£ sel£;:::study to be em.ployed by the lnst:ltutlons on an ,. 
annual basls.,The type of data which vill be collected vlll be v'~ .q v~ 
dete rmined by'tt9 approprlatenees i~ fulfilling thte purpo.::_) .J 

The eeRtang g£ihe 10at1tut1ona1 charactetl§tics sµrvov will 
lnclude the items delineated in "Box'" of the Lead communttles 
Planning Guide1 as well as additional infoxmation such ~• the 
mission and gov@rnlng structure of each institution. ~ 
aaucture ef thi:, :,ur:wey i:, en•-t'i:, 1e11ed ae iello\e: 

( ::,-,.A • . 

l 

( ~-
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1. Organizational 
a. type of in~tltutlon 

day school, JCC, 
organlzation) 

(e.g. congregational achool 1 

camp, retreat cent~r1 youth 

b. ~enominatlon affiliatlon/1\embership 
c. misalon/goals 
d. boar~ qovernance 
e. leadership of educational director 
f. admlniet~ative structuree 
g. communlcatlon with parent~ 
h. relation~ with other agencies 

2. Learners 
a. enrollment and graduation rate 
b. age range 
c, degrees/certlf1cates offered 
~- institutional transitions (from Where & to vhere) 
e. pa~ticlpatlon in other ~~og~aJl5 

3. Kducatoi:s 
4. number• of full- ana pa~t-time 
b. erea& of expertlae/apeclallzatlon 
c. qualificntions 
d. rellgtoa& affiliations 
e. tu~nover/retentlon rates 
£. profes~ional developraent (evaluation proc~4ures, 

in-honse serv1e~s and u~e of external pro9~~msl 

~- Curriculum/Program Components 
a. ~ub~ecta taught 
b. duzat1on 
c. methods 
d. eur~iculum development 

5. Resourc:ea 
a. support staff 
b. libra~y 
c. computer systems 
d , pub11c st~ff spac es 
e. s tudent services 
£ . buildin9 capacitr 
9. publicity 

6. Finances 
a. ~ources and nmounts of lnco:me 
b. expenae8/budget 

2 

.. . . -. 
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B. Institutional Practicoa survey 

The Instttuttonal eiactSees survey will be designed to 
gather data in mostly qualitative fo~m providing a more focused L 
and richer View of the educational lnatitutlons (both forl'Ml and ~JS~~ 
informal) wlthln each coramun1ty. This component of the Ptofllea / t:.,. 

ls desj..gned .. ~s ~-- tqql o.f _~elf-study to be employed on a per todl~-· 
basisVef gt@ater lehgth <l' ,e-., every four to six years) ~ ·fiu: 
xn~titutlonal Chatactert1tlg3 Survey, It Wlll be designed to 
bring together institutional lay leadershi~, senior staff and 
educator& in the process of completing the survey. The survey 
will en9age the p4rticipants in: 

1. examining and refining their 1n&titutional goals, 
2. evaluat!ng the weakn~sses •nd strengths of their 

1n~titutions, and 
3. discovering the posslb111t1ee for change. 

The Inntitutlopal practices GQtYIY will prov16e an in-depth 
analysis of those practices deemed. to be most i11lpo~tant 1n 
developing effectlve educational institutions. However, the 
precise content of this second •urvey, and therefore lts method 
of implementation, will only be determined after the field 
researchers complete an interview process deeigneo to develop a 
conceptual framework for the instrument. 

The field ~esearchers will conduct telephone interviews with 
CIJE personnel, selected central a9ency personnel w1th1n the lead 
coJ11Dunities, educational funders, and outeide experts ln Jewish 
education. The followinq questions have been developed to guld8 
th~ interview pzocess . 

l. tf you wante d to learn about an educational 
lnstltutiQn/organlzatlon, vhat are the things that you 
~ould need to know to 9et a picture of that 
lnstltution/org~nizatlon? (What are the components of 
an educational in~titution?J 

2 . What dist1nguiBhes an effective educational 
institutlon/orgqnization? 

3 . From your perepective, what ne~ds to be improved in 
Jewish educatio~? 

4. WbAt would you nead to know to 1Mp~ove a spec1£ic 
Jewish educational lnatltutlon~l/or9an1zat1onal 
setting? (e.g., mi~5ion, personnel, gove~nance, 
funding, cur~iculum, reaourceaJ 

The interview ~~oceaa will culminate in a memo which Vill be 
shared with CIJE personnel. The memo w!ll include a syate~ic 
conceptuall+~tion of educational in5tltutlons, a rationale for 
using thls particular conceptualization and 1~pl1cat1ons for 
developing indicators . This nemo will then guide the constructlon 
of the Institutional Practice; survey. 

3 
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III. Plah of Action !with tlme pirlodsJ 

l, Oevelo~ and conduct 
survey. th~ I.nstttutlonaJ charac;terl1t1co 

a. Develop the survey in3trument and the implementation 
procedures. [Karch - April 1994] 

b. Implement the survey. (Kay - June 19941 
c, Analyze the data ~nd write a paper summarizing the 

analysis. £July - October 1994) 
d. Dl~seminate the paper to communities. roetober 19941 

2. Conduct th~ interviews deslgned to develop the rnetttutioou 
eract\ceo survey. [April - May .1994J 

a. Collect ~uggeations ~~ to vhlch experts on J~wish 
education and fQnders of Jewish education should be 
interviewed. Sase~ on these su9geations, comp11• a liat 
of prospective interviewees. 

b. Notify all pto$pectlve lnt@rviewees of our desire to 
interview them over the phone (unle3~ they are local) 
and provid~ them with a list of the lnt@rvlew question& 
to ~rovote thought beEorehand . 

c. Conduct the interviews. 
d , Analy~e the interv1e"'8 and wi:lte a memo to be shared 

with CIJB per~onnel, sugge!tlng certain way~ of 
conceptual1z1ng ~ ~ewish educational ln5tltutlon, a 
rationale £or these conceptualizations, and the 
lmpl1cat1ons for developing indlaato~s. 

3. Develop and conduct the Instltutlonal Practices survey. 
a. Develop the Instrument and the implementation 

procedures. (June - September 199~) 
b. Imple~ent toe survey. [October - January 19951 
c, Analy~e the da~a and write• aeries ol papers (one for 

each participating institution) cornblnlng the analyze~ 
data from both surveys. Thi~ final product will 
entitled the Inst\tµtlgnal Prof1Jen- (December - April 
1995) 

d. Disseminate the papers to t~e CQJIIUl~nitie~. (Hay 19951 

4 
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IV, Time- tine 

1994 1995 
H A M J J A S O N D J F M A H 

1. 1ost1t. ~haracterlst1cs 
survex -

1~. Develop survey: xxxxxx 
lb. Implement survey: xxxxxx 
le. Analyze data & 

write paper; xxxxxxxxxx 
ld. Dlsse~lnate p~per: xx 

2. Conduct Interviews: 

3. rn~t1t, e;act1eos 
su;yey -

3a. Develop survey~ 
3b. Implement survey: 
3c. Analyze data 6 

write p.-per: 
~d . D1~~emlnate paper: 

xxxxxx 

1994 1995 
K A K J J A S O N D J F H A H 

xxxxxxxxxxxx 

5 

xxxxxxxxxxxx 

xxxxxxxxxxxxxxx 
'XX 
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To: Adam Gamoran 
Ellen Goldr ing 
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Roberta Goodman 

From: Bill Robinson 

BILL ROBINSCN - CIJE 

__f__ pages in all 

Re: Addendum to th~ Institutional Profiles Proposal 

PAGE 01 

The {nstitutional Profiles Proposal was the result of a 
consensu~ reached among the three field researchers. For the most 
part, it represents those element5 which could be agreed upon by 
all three of us. Thus, there are elements in my 1nitlal drafts 
which were not included i n t he ftnal version. Per Julie's 
suggestion, I decided to write this separ~te memo. Jt serves two 
l?urposes: 

1. to delineate those excluded items which I believe warrant 
additional consideration in the future; 

2. in so doing, to describe some of t he reasoning through which 
we arrived at the final draft; 

3. to rai5e some conc~rns r st ill have regarding the current 
proposal. 

In preparing this memo ! realized that I could not discuss 
adequately the excluded items without addressing certain key 
issues regarding the Proposal. The memo will £ocu5 on three key 
issue5: 

A, the papers to be written based on the two surveys; 
B. the content of the tnstltutional Character istics Survey; 
C. the purpose (rationale) of the project. 

A. Concerning t he papers to be written based on the two surveys: 

The current proposal for the institutional Pro£ile..s mentions 
that a paper or papers wi ll be written at two points !n the 
pi;oject: 

1. following analysis of the data obtained from the 
Institutional Characteristics survey, a paper will be 
written summa~izing the analysis (see l.c. in the Plan of 
action); 

2. foll owing analysis of the data obtained from the 
Iostitutlona1 Practi~es Survey. a s eries of papers Cone for 
each participating institution} will be written combining 
the analyzed data from both surveys (see 3.c. in the Pla n of 
Action these papers will be called the Institutional 
Prof 11es >. 

1 
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This current situation represents a compromi~e among the 
field researchers. Roberta and Julie have acceded to my 
suggestion that a paper be written providing a community-level 
summary of the data obtained from the wstitutional 
Characteristics survey. (In practice, this will result in three 
papers - one for each community . ) However, the field researchers 
could not reach agreement on the need to write a community-level 
summary of the data obtained from the Institutional Practices 
Survey. Thus, there are currently no plans to do so. Moreover, 
there are currently no plans to write a community-level summary 
combining the data from both surveys and incorporating policy 
implications. 

In an earlier draft, I had delineated a process £or the 
Institution~l Profiles which would mirror the work being done on 
educators. Three papers (reports) were envisioned: 

1 . a community-level summary of the (quantitative) data 
obtained from the Institutional Practices sutvey (only this 
item remained in the final draft); 

2. a community-level summary of the (mostly qualitative) data 
obtained from the Institutional Practices Suryey: 

3. an integrated report containing policy implications 
(entitled Community Profile of Institutional Resources,). 

Part of the debate on this issue revolved around the 
intended purpose/audience for the papers. Writing sepa~ate 
profiles (papers) for each institution could be useful ln 
assisting eaeh institution in evaluating its own effectiveness . 
Distribution of these individual proflles to central agency 
personnel may als o prove somewhat helpful. However, individual 
profiles would not be very useful fo~ community-level planning. 

If one purpose of the project is to assist central agency 
personnel in planning, then it is advisable that they receive a 
document which maps total community resources. This purpose seen~ 
to be explicitly stated on page 10 of the Planning Guid~ (an~ is 
quoted in the beginning of our cuirent proposal) . Moreover, the 
minutes of the CIJE Lead Communities Semin~r in Montreal 
(Ap~enc'llx I) specifically discuss the "mapping" process which 
lead communiti@s should undertake in preparing their action 
plans. Flnally, lt seems that CIJE would also ~ppreclate an 
overa l l map of community institutional resources and activities. 

2 
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B. concerning th~ content of the ID~titutionnl Ch,3racteristics 
suryey: 

PAGE 03 

As written, the proposal dra~s a ~ide net over the type of 
quantitattve oata to be included 1n this first survey. It 
includes (almost) all the items listed in Box 4 of the Planning 
~jde 1 as well as additional items suggested during our last 
conference call (governance), by Ada~ 1n hls last fax {mi5~ion, 
parent involvement), and by each of the field researchers (in 
particular: curriculum development, building capaclty, publicity, 
leadership, l~st itutional transitions and participation in other 
pr ogra:ros) . 

The amount of ~ub-categories already listed is probably 
already too large to include within a single survey, as each 
contains within it 5everal possible item5. Currently, there are 
two criteria mentioned in the proposal which could be used to 
refine the survey. Under section I, i t states thdt the 
Institutional Ptofiles 

"will serve to .l;lilther base-line data £01: use in evaluating 
the community's progress in developing effective educational 
inRtitutions" . 

In section r, it states that the Instltutional Characteristics 
surve~ 

"i:l intended as a tool of self-study to be employed by the 
institutions on an annual basis~. 

These two criteria are e5sentially one. The current purpose of 
thi~ f1r5t 8urvey is solely to gain dat~ which c~n illu~trate 
significant change ( or lack thereof) on a yearly basis. 

However, if we were solely to employ this criterion certain 
items included in Box 4 would be eli~inated (i.e. affiliation, 
subjects, activity duration, support resources , major sources of 
revenue), ~~ well as items we have added (i . e. mission, 
governance, parent involvement). Wh ile most of these itemn will 
change ovex tlme, they would not be expected to change on a 
yearly basis. Nevertheless, some of these "additional» items 
could be. considered vital depending on the purpose of the surveys 
(i.e., to gain a community-level understanding of the 
institutional re5ources and act1v1ties?J. 

There are three possible solutions to this problem: 
1. still include these "addltional" (non-yearly) ttems in t he 

first survey (the Institutional Characteristics SutveyJ; 
2 . include these "add1tion"l" items in the In:-;tltutlonal 

eractices Suryey; 
3. 1nc)ude these "additional" items in another survey wh~ch ha:s 

not yet been planned. 

Two issue~ need to be considered in this decision. Which 
option pose5 the lea~t additional burden on the field researchers 
and on the educational directors who will be filling oat the 
surveys? Would inclusion of these "aaditional" items in either of 

3 



' . - . ... . .. .. , ......... , .. -.. - .. 

03/07/1994 10:08 4049980860 BILL ROBINSON - CIJE PAGE 04 

the planned s~rveys pose conceptual difficulties which cannot be 
adequately mitigated? 

I believe that the fir~t option 1s the best. tt is the least 
burdensome to both the field researchers and the educational 
dicecto~s. Notably, the 1nstitutional Practices Survey is 
intended to gather a more focused amount of data on educational 
institutions 1n mostly qualitative form. If we want to collect 
some gen~ral information on thes~ "additional" items (Le., 
5ubjects, activity duration, support resources, major sources of 
revenue, mission, governance, parent involvement) in quantitative 
form, then the fir~t survey seems the most appropriate means 
toward that end. The fact that these "addi ti ona 1" i terns do not 
change on a yearly basis should not prove too conceptually 
problematic. Conceptual and logistical problems could be 
mitigated by developing an instrument with two sections: one 
which is repeated every year and a supplementary section which 
changes depending on the needs of the community at the time. 

of course, choosing the first o~t1on will not e11mlnate the 
original problem (i.e., too many iteros already planned for the 
survey). The list of items which could be examined through the 
In~titutional ChaLacterlstics surve~ needs to be refined. 
However, ~e must consider carefully the criteria to be employed 
in eliminating items. The criterion of gathering (base-line) data 
to evaluate institutional change on a yearly basis may not be 
appropriate by it~elf, Additional ctiteria may need to be 
included. In particular, one additional crite~ion - to assess 
"qaps 11 between community needs and resources in order to as!31St 
in the community planning process - was mentioned in my original 
me.mo on the project, 

This raises an additi onal concern about the order of the 
elements in the proposed plan of ~ction. Currently, the p~oposal 
indicates that the development and implementation of the first 
survey will take place before the lnterview process (designed to 
determine what is important t o ~xamine in an educational 
institution) is completed. l n an earlier draft {and in 
conversation with Adam on 2/18), t suggested that the first 
survey follow completion of th~ interview process . Thi5 would 
provide us with the needed additional criteria for selecting 
which items to include in the first survey (as discussed above). 
~he drawback of the earlier draft is that the implementation of 
the first survey will then be delayed, possibly until the summer. 
A summer implementation may pose logistical difficulties since 
schools will be closed. 

One must ca~efully weigh the costs and benefits of this 
dec151on. If we could decide upon additional criteria without the 
interview process then the !nstitutlonal Chatact.eristics Survey 
could be implemented prior to complPtlng the 1ntervlew process. 

4 
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c. The purrose (rationale) of the project: 

In both section~ above , ~im1lar issues were raised. 
1. concernlnq the papers to be writt~n based on the surveys, I 

pointed to the need to determine the purpose/audience for 
the papers. Specifically, will the papers be directed only 
toward individual institutions or toward central agency 
per5onne1 to assist ln their p lanning process? 

2. Concerning the content of the first survey, I pointed to the 
need to develop additional criteria in order to select which 
items s hould be included in the survey. Conseguently, I 
suggested that the decision to implement the first ~urvey 
prior to the int erview process should only be taken if these 
additional criteria can be ascertained without the interview 
process. 

Seemingly, this last issue of rationale should be the least 
important. Rationale are often used a wi ndow d~e9slng to entice 
support fol t he project. Howevet, in this project they could 
seive a more fundamental function - to refine the purpose of the 
project. In so doing, we would obtain ~ clearer and more 
compreh~nslve set of criteria by wh ich to determine which papers 
need t o be written and which items should be included in the 
surveys. 

In an early draft of the proposal, I incl~ded a wider range 
of rat ionale for the El;ofiles. These were l isted a5 fo1low~. 
(Only the first two remained in amended form in the final draft. l 

"The Lead community Institutional Profiles will be utilized: 
1 . to fulfill and extend CIJE'~ goal of develQping within the 

lead communities "an ongoing process of serious self-study"; 
2. to gather base-line data whjch would be used at a latet 

point to evaluate changes ln institutional demograph ics and 
practices; 

3 . to assess the gaps which exist betwee n available 
institutional re sources and 

a. the needs of the educators 
b. the needs of parents and students 
c. the goals of the respective lnstltutlons 
d . the goals of the respective communities and CIJE 

(as part of the mapping process to be undertaken by the lead 
commun ities in preparation for deve loping their Personnel 
Action Plans); 

4. to ~ssess the institutional capacity to act in pu~suit of 
any deelred goal; 

5. to facilitate the development of reflective 
(where key personnel think systematically 
processes which occur w1th1n their institution as 

!nstitutione 
about the 

se lected 
goals are pursued); 

6. to develop a 5en5e of 
accountabillty." 

institutional potential and 

5 
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There seems to be four questions one should ask in 
determining which set of rationale for the project is more 
appropriate. The team discussed each of these but reached no 
consensus. 

a . Are the additional four functions already included ln the 
first two? 

b. Will the inc l uglon of the additional 
facilitate or hinder the reception of 
Profile Proposal among CIJE pers onnel 
personnel)? 

four f unctions 
the 1nstitytiona1 
(and possibly LC 

c. Doe5 the exclusion of the add i tional four function s 
represent a diminished or realistic view of the possible 
uses for which the Instituttonal Profiles c ould be employed? 

d. Will the inclusion of the additional four functions 
facilitate or hinder t he ability of the fleld xesearchers to 
design and implement the Institutional Profiles? 

r hope thl s merno proves helpful to you ln understanding 
the Institutional eroflles proposal and the process 
through wh ich it was written . I would appreciate any 
comments you ha ve on t he proposa l , the addendum and the 
process . 

Bill 

6 
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Ia1titat1onal Proflloa: a propoul 

According to tho Planning Guidolin1's, an institution or progre1m protlle project shall be 
undorta.kcn to obtain reliable informltion about educational institutions and programs in the lead 
communitios. TI1c assumption is that "as the oommu.nity learns more about it,e~ its dcci1ion
making wlll improve, p. 10." In conversation amonpt ouraelvcs and with others, we now 
rccogniz.c that there an, many po111lble purpotes, configurations, use,, and a1.1dionccs for 
something called an institutionaJ, program [or community] profile. 

To discover the most appropriate conceptualization and, ultimately, dosign for this 
projoct, we propose a lwo-stage process: developmcnl of altomativo conceptualizations and 
development of desian and Implementation of Institutional }>rofllcs Study. 

I . Development of alternative conceptualizations. 

The MEF team nt.eds to clarify both the reasons for ombarking on this endoavor and 
detenninc the kinds of information that will be most useful to the LCs u tboy progro,, toward 
improvins Jewish education. In particular, we need a better undemanding of the ways in which 
and the audiences for whicl\ the institutional profilci; wiJI be helpful. To accomplish these 
purposes, we propose the MEF team conduct an interview study. 

We will conduct interviews with funders, academician.a, educational practitioners, 
rabbis, communal service r,crsonnel, and lay leaders at tho international, continental and local 
level,. Participants in thi1 sludy will represent expertiso in both f onnal and informal educational 
settings. Analysis of these interviews will yield altcmalivc models for designing and producing 
institutional profiles. We propose, the following procoduro and timelino: 

Procedure and Tuncllnc 

Devel March 1994 
March l 

MllY 1994 
June 1994 
July 1994 
Au at 1994 

2. OGvelopmont of dc.~ign and itt1plementation oflnstitutional Profile project. 

Once the an appropriate conccpt.ualiiation is approved, tho MEF team will propose a 
procedure, develop instruments and other data collection .strategjos, suggest analytic approaches 
and proposo appropriate products. This will be undertaken in conjunction with both the CJJE 
and the Lend Communities. 



type wrkplncmt.wr GAMO$ 
From: EUNICE:: 11 74104.3335@CompuServe.COM" 31-MAR-1994 18:32:38.66 

Adam Gamoran <gamoran>, Ellen Goldring <goldrieb@ctrvax.vanderbilt.edu>, 
Unknown CompuServe address <Postmaster@CompuServe.COM>, 

To: 

Unknown CompuServe address <Postmaster@CompuServe.COM> 
CC: 
Subj: Comments on MEF Work Plan 

Adam, 

The following are my comments on the tentative MEF work plan. 
They are in two parts - a brief suggestion on the monitoring and 
evaluation of PAPs and a longer discussion of the time line for 
Institutional Profiles. 

Monitoring and Evaluation of Personnel Action Plan -
Should we not also be concerned about who are the people 

involved in the process? Are ed.ucational professionals and lay 
people included? Are different councils/institutions involved 
( inside and outside of the Fede.rations)? Does this represent a 
broad spectrum of people in the community? 

Obviously, this edges into mobilization issues. However, 
they are important aspects of the PAP process that will affect 
its relative success in each community. It seems that all ongoing 
monitoring projects will overlap somewhat in content. 

(Suggestive) Time Line for Institutional Profiles -
Given the timing of your work plan, I have gene.rated a more 

detailed (suggestive) time line for the Institutional Profiles. 
As you will notice, the timing will be very tight (for us and the 
communities). In order to complete the reports by December 1st 
(and to keep in mind community schedules), the survey will have 
to be implemented in June and the data analyzed in August. (I 
discuss an alternative to this below. ) There are of course 
benefits to proceeding at this pace. In particular, it will 
provide the communities with needed information on their 
educational institutions within a reasonable time period. 

A M J J A s 0 N D 
STAGE I 

Select and notify 
interviewees X 

conduct interviews xx 
Analyze interviews 

& write concept 
memo XXX 

Approval of memo X 
Develop and .test 

instrument xxxxx 
Develop implement-

ation process XXX 
A M J J A s 0 N D 

STAGE II 
Implement instrument xxxxxxxx 
Input data xxxx 
Compute & analyze data xxxxxxxxxxxxx 
Write reports xxxxxxxxxxxx 



I expect that we will include community personnel in the 
analysis of the data and the writing of the reports. Thus, the 
time-line will have to be modified for each community since they 
will be receiving their data at different points in time. 
Hopefully, they will all receive their data within a few weeks of 
each other. 

There is another option for Stage II. 
A M J J A s 0 N 

xxxxxxxx 
STAGE II 

Implement instrument 
Input data xxxx 
Compute & analyze data 
Write reports 

xxxxxxxx 
xxxxxx 

D 

This alternative option has the benefit of allowing the 
instrument to be field tested and revised during June. In terms 
of time pressure, it alleviates pressure in June but provides 
less time for the communities and the MEF team to analyze the 
data and write the reports in the Fall . In addition, given the 
Jewish Holidays which occur in September, the communities will 
probably have very little time to devote to the project during 
that month. 

A third option is to implement the instrument in one or two 
of the communities in June/J uly and then in the other 
community(ies) in July/August. 

Finally, there are two other factors to consider . First, 
when will the educational directors of the various institutions 
be present in the communities and available to complete the 
survey? Second, when will communal per sonnel find it most useful 
to analyze the data and receive a report? 

I don't know the schedules of Milwaukee or Baltimore, but 
based on a recent conversation I had with Bill Schatten I was 
able to delineate a VERY tentative time line for Atlanta. The 
following is what an Atlanta-MEF calendar (which also includes 
analysis of Educator's Survey data and development of PAP) may 
look like. It follows the first time line given above. Notably, 
providing them with Institutional Profiles (data and report) 
could fit nicely with their planning activities. 

A M J J A s 0 N D 
Educator's Survey -

Analyze Data xxxxxxxxxxxxxx 
Write Report ?????xxxxx 

Institutional Profiles -
Implementation xxxxxxx 
Analyze Data xxxxxx ???? 
Write Report xxxxxxxxxx 

Begin serious PAP work - ???????? xxxxxxxxxxxxxxx 

I hope these additional time lines prove helpful in deciding 
on the practicality and the costs/benefits of the (proposed) work 
plan and time line. It was very helpful to me in comprehending 
what has to be accomplished and when . I'd appreciate any comments 



that you and the rest of the MEF team may have on my time lines . 

Bill 



GAMO$ 
From: 
To: 
cc: 
Subj: 

Adam, 

\ ~ type ' · 11 . cmt 
E~ E::"741O4.3335@CompuServe . COM" 
Adam Gamoran <gamoran> 

Suggested time line?'? 

1-APR-1994 12:19:20.65 

Ignore the following if you want . I don't mean to swamp you with time 
lines! I just thought that it may be useful for your thinking if I shared 
them with you. 

Based on the conference call, I composed TWO "more reasonable"(?) time 
lines for the Institutional Profiles. HOWEVER, THE FIRST ONE IGNORES ALAN'S 
REQUEST FOR A WORK PLAN WHICH ENDS (completes most projects?) BY DECEMBER 
31ST. 

Both provide increased time for: 
- conducting interv i ews and writing memo ; 
- for development of the i nstrument ; 
- for development of the procedures for implement ation. 

There are three key concerns: 
1. How much time can we make available t o br ing t he communities into the 

process? 
2. How practical are the alternative i mplementation t i mes? Is August 

possible? or must we wait to October? 
3. How will the work p lan look to Alan? Namely, is there a need for us to 

produce this by December 31st? 
In particular, I have my own concern. If we go with the f ollowing time 
line, by December 31st I will have produced nothing "substantial" (beyond 
the updates, and the ongoing verbal information I give t o Gail to 
facilitate her job) . What will be my value to CIJE,? 

THE FIRST (LONGER) TIME LINE -

A 
STAGE I 

Select and notify 
interviewees 

Conduct interviews 
Analyze interviews 

& write concept 
memo 

Approval of memo 
Develop and test 

instrument 
Develop implement

ation process 

STAGE II 
Implement instrument 
Input data 

A 

Compute & analyze data 
Write reports 

M J J A s 0 N D 

XXX 

xxxx (due May 31st) 
xx 

xxxxx??????xxx (due August 31st) 

xxxx??????xxx (due August 31st) 
M J J A S O N D 

xxxxxxxx 

J 

xxxx 
xxxxxxxxxx 

F 

(due February 28th) xxxxxxx 



THE SECOND (COMPROMISE?) TIME 

A M 
STAGE I 

Select and notify 
interviewees xx 

Conduct interviews XXX 

Analyze interviews 
& write concept 
memo XXX 

Approval of memo 
Develop and test 

instrument 
Develop implement-

ation process 
A M 

STAGE II 
Implement instrument 
Input data 
Compute & analyze data 
Write reports 

LINE -

J J A s 0 N D 

(due May 15th) 
xx 

xxxxxxx (due July 15th) 

xxxxxx (due July 15th) 
J J A s 0 N D J 

xxxxxx 
xxxx 

xxxxxxxxxx 
(due December 31st) 

Good luck! 

Bill 

xxxxxxxx 

F 
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This fax co ns i ~ts of 2 p~g~e. For problems with jte transm i s -
e,on, please c ont~ct Roberta Goodm~n ~l 608-231-35 34. 

Memorandum 

M1'y 12 , 1994 

To : Adam aamoran 

Fr o m: Roberta Goodman and Juli~ Ta•miveara 

Re : Draft of the Lett~r for th~ tnstitutional Profiles 

cc: F.ll e n Go'\dring 

We hav e some comments both about th~ letter and the interviewing 
process . We liet the~e c~mm e nts in no particular order of impor
tance. 

l ) The l~tter's ton e is formal, dist«nt, pre~umptuous, and stiff. 
As we will be interviewi ng peopl~ who are in the communities 6nrl 
we ll known to us , the t o ne is in~pprupriate. Many of the "out 
side" experts will also he known 'i f not to Sill personally, to 
th~ CIJE. Some may be Ct JE 8oHrd membR r s or fo rmer Comm i ssion 
members. 

2) The letter suggests that th• person c all Bill to state date 
an d t i me preferences or to ~ay that thP.y are not interested in 
pRrti r. ipating . This puts th~ burden on soMeone who is grRciousl y 
sh~ring h is/he r time. A preferab l e st At ement would indicat~ that 
Bill will be c ontacting th~ p~rson in t h~ n~x l few weeks to 
a nswer quAstione Bbout thA intP.rviP.w ~nd to aP.t up a t i me, if 
s / he i~ 8V8 i1eble . 

3 ) The lette r is present ed more RS a request Asking for their 
pe r mis sion to he interviewr.d than as a r~quest asking for thP.m to 
participate. Nowhere i n th ~ Jetter d oP.s it explain why thes e 
pP.op l ~'s opin i on are nP.eded . We w~nl to hear a range of perspP.c
tives o n what is impo rtan t to know About Jewish edu c At ianel 
institutions to help an institution grow . We consid~ r the s e 
people cri ti c ffl t.o our discovering that. From th~re, we can 
produc e instruments . Devising t he inetruments is n ot the c or e 
renson that ~e want the i r input . 

In terms of permission, th~ l~ttP.r should include a stateme nt 
th~t w~ Are going t o aud io-t~p~ t h es~ i nterviews And mBi ntn i n the 
r.onfid~ntiality of tho~e interviP.wed. 

4 ) Th e rRvised set o f que~tions es ltsterl h~r e are both too vaguP 
and off t ar gP.t. . The originnl questions that wP. devi se d arP. muc h 
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more sper,ific to th~ jnstitutions. It has bAen our experience 
th8t morP. specific and r.oncr~t.P. quP.stjons and not generRl 3nd 
ohstract queations, yield rir:her dotA, Julie ho~ writtP.n ~bout 
this hesed on the work of Den Lortie. Al so, we made suggestions 
that certui n people be interviP-w~d bec~u~r. th6y er~ good thinkers 
who work within pertjcular JP.wish Aducationel institutions. Theae 
questions remove the peoplP. from thPir context. 

In looking Bt the revised questio11s thems e lves, oar task is not 
to Pxplore whAt about Jewish ed,icetion nPeds to b~ improved ~s 
the first question suggests. We want to know what institutions 
need to know in order to grow and chunge themselv~ft- Aft flr all, 
these questions ere to suppnsed to h~lp us d~velop institutional 
profile instruments and not r•do the Commission's work. 

We developed the original set of questions in l~ss than half an 
hour . Sinre then tha desir~d outco~e of this process has been 
bett~r d~fined. We would be happy to further refine the original 
four questions nnd sugge9t follow-up probes . 

~) Who are these letters to be sent to? How many people are we 
consid~ring interview;ng? These qur.stions ~re crjtical to 
answering holh the stylistic end substantjve concern s that w~ 
rei~e. 

6) As A final issue, we quPstion wh~th er e letter is needed as A 
mod P- of introduction for ~11 t he peopl~ involved. Certainly in 
our communities ~here we hnve established ropport wi th th~ penp}e 
likely to be interv iewed, sending a lP.tter in advan ce seems 
almost unn~c~ssary. Som~ peopJ« mRy need l~lters ond others not. 

W~ look forwnrd to hP.ar ing your r~sponse. 



From: EUNICE::"74104.3335@CompuServe.COM" 10-MAY-1994 17:39:15.85 
To: Adam Gamoran < gamoran > , Ellen Gold.ring < goldrieb@ctrvax.vanderbilt.edu > , 

Unknown CompuServe address < Postmaster@CompuServe. COM> , 
Unknown CompuServe address < Postmaster@CompuServe. COM> 

CC: 
Subj: Draft Letter for Inst. Profiles Interviews 

Adam, Ellen, Roberta and Julie, 

The following is a draft of the letter which would be sent 
to selected interviewees, as part of our Institutional Profiles 
project. In order to get going on this project, I'd like 
comments, suggestions and corrections by May 17th. There are 
several important things to note about the draft: 

1. For those interviewees who reside in our local communities, I 
suggest that a cover letter be included stating that we would 
like to conduct the interview in person. Perhaps, this would be a 
personal note from the respective field researcher. 

2 . The letter would be printed on CUE stationary or an 
appropriate heading would be included. 

3. Since we will be interviewing two types of personnel - per the 
final proposal: experts in Jewish education (including educators) 
AND Jewish communal professionals - I suggest two versions of the 
letter. The only difference would be the first sentence of the 
second paragraph. The following draft reads: 

We request permission to interview you as an authority on 
Jewish education. 

For the latter group (Jewish communal professionals), I suggest 
the following: 

We request permission to interview you as an authority in 
Jewish community service. 

4. The following draft letter contains a change in the questions 
that the field researchers developed in February. The original 
questions were as follows: 

1. If you wanted to learn about an educational institution, 
what are the things that you would need to know to get a 
picture of that institution? 

2. What distinguishes an effective educational institution? 



3. From your perspective, what needs to be improved about 
Jewish education? 

4. What would you need to know to improve a specific t0 ..,, f 
educational institution? 

The main differences between the two sets are a change in the 
order and the replacement of question #1 (this set) by question 
#2 (revised set in draft letter). The revisions were done to 
assure that interviewees explore the role that educational 
institutions may play in changes which are NOT confined to a 
single educational institution (i.e., professionalization of 
Jewish education). I believe the original set would prematurely 
circumscribe the interviewees' s field of vision by first focusing 
on issues pertinent to a single institution. Notably, questions 
#3 and #4 (in the revised set) still ask the interviewee to focus 
on an individual institutions. Yet, the interviewee now begins by 
addressing the wider issue of Jewish education. This revised 
protocol will (hopefully) generate a rationale for why we should 
focus (also) on individual institutions in order to fulfill the 
more communal and systemic goals of CUE. 

I'm off on vacation to the Smokey Mountains. I'll be back on 
Saturday. 

Bill 

The draft letter follows: 

date 

Dear 

The Council for Initiatives in Jewish Education, as part of 
its Monitoring, Evaluation and Feedback project, is planning to 
undertake research on the nature and quality of Jewish 
educational institutions. In order to develop effective and valid 
instrumentation, we are interviewing selected personnel in North 
America and Israel to elicit their expertise on this topic. 

We request permission to interview you as an authority on 
Jewish education. During the next few weeks, from May ?? to May 
'?'?, we will be calling the selected individuals to conduct 



\ 
I \ 

\ 
telephone interviews. If there is a particular day and time which 
is more convenient for you during this period, or if you do not 
desire to be interviewed, could you please call Bill Robinson at 
(404) 552-0930. Otherwise, we will try to reach you by phone 
sometime during this period. 

The interview should take approximately 20 minutes. Below 
are the four questions which will guide the interview. Please 
familiarize yourself with them and consider your answers prior to 
the interview. 

1. From your perspective, what needs to be improved about 
Jewish education? 

2. To accomplish these improvements, what changes need to occur 
among educational institutions? 

3. What distinguishes an effective educational institution? 

4. What would you need to know to improve a specific 
educational institution? 

We thank you in advance for your cooperation. 

Sincerely, 

Roberta Goodman 

Bill Robinson 

Julie Tammivaara 
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F1El.D(Hon) FlEID(First Name) FlEID(Last Name) 
IFNO'I'Bl.ANl{(company)FIEID(Company) 
ENDIF FIEI.D(Address) 
FIELD(City), FlELD(State) FIELD(Zip Code) 

June 8, 1994 

Dear FIBLD(Hon} FlEID(Last Name), 

The Council for Initiatives in Jewish Education, as part of its Monitoring, 
Evaluation and Feedback project, is planning to undertake a study of Jewish 
educational institutions. We are interested in developing a process through which 
institutions can take stock of their abilities, prioritize their goals and monitor their 
progress. 

To accomplish this, we would like to learn from the experiences of those with 
expertise in Jewish education, from a wide variety of settings. We would like to 
consult with you about those issues that need to be addressed to facilitate and 
assess the growth of Jewish educational institutions. During the next week, Bill 
Robinson will be contacting you to discuss this project and to ask you to participate. 

We would like to conduct a consultation with you over the phone and tape the 
conversation for CIJE's own records. The tape and transcription will remain 
confidential. The consultation should take approximately 30 minutes. As a guide for 
the conversation, we oiler two questions for you to consider. 

1. What are characteristics of an effective Jewish educational institution? 

2. If you wanted to improve F1El.D(Setting Insert), wha t would you need to know 
and how would you know if you succeeded? 

We thank you in advance for your consideration and participation. 

Local address and telephone number: 

1525 Wood Creek Trail 
Roswell, Georgia 30076 
(404) 552-0930 

Sincerely, 

Bill Robinson 
Field Researcher, CUE 



I " C O ,...,./ "' le. '".1 / I" .,J- I t "') tl. 
~' I "fe .,.._ .J f t l,.,,v" • 

Interview Protocol for Institutional Profiles 
(Long Version) .._ 

I . Purpose: 

As mentioned in the Institutional Profiles proposal, therE 
exists an enormous number of potential aspects of a Jewish 
educational institution that could be investigated with the 
Institutional Profiles. The purpose of this interview process is 
two-fold: 

1. to delimit the field of potential aspects; and 
2. to provide direction in the formation of indicators and 

the rationale for their selection. 

I , Two General Guidelines: 

The interviewees will consist of people whose expertise is 
within a single type of institution (e.g. , day school, 
supplementary school, adult education) and those whose expertise 
covers a variety of institutional settinJs. We should gear our 
questions accordingly. For the former group, we should tend to 
phrase questions in accordance with their particular area of 
expertise. For instance, what are the characteristics of an 
effective Jewish day school? For the latter group, we should try 
to elicit information on the differences between and 
commonalities among types. For instance, are the characteristics 
you are describing specific to a day school, or would they be 
found in a congregational school? 

Throughout the interview, we should try to get the 
interviewees to be as specific and as concrete as possible. In 
reference to any specific characteristics (which they raise or we 
introduce) , we should ask the following probes: 

a . In what way is this characteristic important? 

b. When you talk about (fill inl , what do you mean? 

c. What particular aspects of this general characteristic are 
most important? 

And, we should always lead the conversation toward possible 
indicators, 

d . How would you determine if this characteristic is present in 
an institution? 



II , The Two Main ouest i ons and Follow- up Probes: 

In the letter , we are proffering two questions for the 
participants to consider prior to the interview . They are as 
follows , with suggested follow- up probes . [Of course, one should 
adjust the phrasing to match one ' s personal style and the tone of 
the conversation . ] 

1. What are characteristics of an effective Jewish educational 
institution? 

Follow-up probes: 
a. How would you determine if those characteristics are 

present in a particular institution? 

b. Given limited resources, which characteristics would be 
most important to know? 

c. Which of these characteristics are particular to a 
certain type of educational instit ution? Which are 
common to all types? 

d . What characteristics are unique to an effective Jewish 
educational institution, as opposed to a secular one? 

2. If you wanted to improve a particular Jewish educational 
institution, what would you need to know and how would you 
know if you succeeded? 

Follow-up probes: 
a. How would you go about finding the information you 

needed to know? 

b . If you were goi ng to begin this process what would you 
do first? 

c . Given l imited resources, which characteristics of an 
educational institution would be the most important 
indicators of success? 

d. - Are certain types of information more important to 
know depending on whether the institution is a day 
school, a supplementary school or a pre-school? 
- What about a more informal setting, such as adult 
education or a camp? 
- How would its denominational affiliation change what 
you need to know? 



III , Additional Questions and Follow-up Probes: 

We should also follow-up the above questions with probes 
designed to elicit the interviewees ' opinions on a series of 
specific characteristics (as listed in Box #4 of the Planning 
Guide and in Adam ' s memo of February 15th.) Not all 
characteristics need to be discussed in every interview. 
Moreover, we should try to insert these questions into the flow 
of the conversation (and NOT allow it to descend into yes/no 
responses to a series of possible indicators) . Nevertheless , we 
should make certain that characteristics in each of the five 
areas {as delineated below> are covered over the course of our 
interviews, 

We may want to introduce an item into the interview after 
the interviewee has suggested a related item, by saying 
(depending on which main question is under discussion): 

a. A related characteristic is (fill in) . How important is 
this to being an effective institution? 

OR 
b. A related characteristic is {fill in) . How important is 

it to know about this in order to improve a particular 
school? 

Or, near the end of the interview it may be useful to elicit 
the interviewee ' s opinion on those characteristics thats/he did 
not suggest. In this case , we may want to ask the following 
question . 

c . Others have suggested additional characteristics that may be 
important like {fill inl . Which of these do you think 
are important? 

The specific characteristics (which are still very general), 
for which we should try to elicit the interviewees' opinions , 
are : 

A. Organization: 
1 . vision (i . e., whose vision? extent shared? relation to 

everyday practice?) 
[This is an important item. Probe for what in 
particular is important about vision and how one 

;~rf,t~~}:'!9p~d determine if a school has these qualities . ] 
2. ~-climate (i . e., do students and faculty feel that 

they are part of a community) 
3. educational leadership (i . e., the skills and practices 

of the educational director) 
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4. relations between the school and the larger 
organization (e . g . , congregational school and 
congregati on, pre- school and JCC) - if applicable 

5. external relations with other schools , i n formal 
educational programs and communal agencies 

B. Students/Parents : 
1 . student satisfaction 
2. student enrollments and/or graduation rates 
3. student involvement i n school decisions 
4. parental satisfaction 
5 . parental involvement in s chool decisions 

C. Educators : 
1 . educat or satisfaction 
2 . educator involvement in school decisions 
3. stability of teaching staff 
4. the quality of the educational staff (in particular: 

classroom abilities, educational background, training) 
5 . the processes by which educators are evaluated 
6. opportunities for and quality of in- ser vice training 
7. opportunities for cooperation among educators 

D. Program Components: 
1. breadth and depth of the curriculum 
2 . physical resources (i . e., library, multimedia services, 

etc . ) 

E. Financial: 
1. financial stability 
2. fiduciary responsibility in decision-making 



Interview Protocol for Institutional Profiles 
(Short Version for General Interviews) 

The following probes are suggestive . Please feel free to use only 
those which are appropriate to the conversation . Two reminders: 

get the interviewee to be as SPECIFIC as possible about the 
nature of the characteristics, and 
lead the conversation toward CONCRETE INDICATORS (i.e., "How 
would you determine if this characteristic is present in an 
institution?" ) 

1 . What are characteristics of an effective Jewish educational 
institution? 

Follow-up probes : 
a . How would you determine if those characteristics are 

present in a particular institution? 

b. Given limited resources, which characteristics would be 
most important to know? 

c. Which of these characteristics are particular to a 
certain type of educational institution? Which are 
common to all types? 

d. What characteristics are unique to an effective Jewish 
educational institution, as opposed to a secular one? 

2 . If you wanted to improve a particular Jewish educational 
institution, what would you need to know and how would you 
know if you succeeded? 

Follow- up probes: 
a . How would you go about finding the information you 

needed to know? 

b. If you were going to begin this process what would you 
do first? 

c . Given limited resources , which characteristics of an 
educational institution would be the most important 
indicators of success? 

d. - Are certain types of information more important to 
know depending on whether the institution is a day 
school , a supplementary school or a pre- school? 
- What about a more informal setting, such as adult 
education or a camp? 
- How would its denominational affiliation change what 
you need to know? 



The following are a tentative list of important characteristics. 
Pl,ease query each interviewee about SOME of these by asking one 
of the following three questions . 

a. A related characteristic is (fill inl . How important is 
this to being an effective institution? 

b. A related characteristic is (fill in) . How important is 
it to know about this in order to improve a particular 
institution? 

c. Others have suggested additional characteristics that may be 
important like (fill inl . Which of these do you think 
are important? 

The List: 

A. Organization: 
1. vision (i .e., whose vision? extent shared? relation to 

everyday practice?) 
2. institutional climate (i .e., do students and faculty 

feel that they are part of a community) 
3. educational leadership (i.e., the skills and practices 

of the educational director) 
4. relations between the school and the larger 

organization (e.g., congregational school and 
congregation, pre-school and JCC) - if applicable 

5 . external relations with other schools, informal 
educational programs and communal agencies 

B. Students/Parents: 
1. student satisfaction 
2. student enrollments and/or graduation rates 
3 . student involvement in school decisions 
4. parental satisfaction 
5. parental involvement in school decisions 

C. Educators: 
1. educator satisfaction 
2. educator involvement in school decisions 
3. stability of teaching staff 
4. the quality of the educational staff (in particular: 

classroom abilities, educational background, training) 
5 . the processes by which educators are evaluated 
6. opportunities for and quality of in-service training 
7. opportunities for cooperation among educators 

D. Program Components: 
1. breadth and depth of the curriculum 
2. physical resources (i . e ., library, multimedia, etc.) 

E. Financial: 
1. financial stability 
2. fiduciary responsibility in decision-making 



Interview Protocol for Institutional Profiles 
(Short Version for Formal Institutional Settings) 

The following probes are suggestive. Please feel free to use only 
those which are appropriate to the conversation. Two reminders: 

get the interviewee to be as SPECIFIC as possible about the 
nature of the characteri stics, and 
lead the conversation toward CONCRETE INDICATORS (i.e ., "How 
would you determine if this characteristic is present in an 
ins ti tut ion?" ) 

1 . What are characteristics of an effective Jewish educational 
institution? 

Follow-up probes: 
a. How would you determine if those characteristics are 

present in a particular institution? 

b. Given limited resources , which characteri stics would be 
most important to know? 

c . Which of these characteristics are particular to a 
Jewish day/supplementary/pre-school? Which are common 
to all types of educational institutions? 

d. What characteristics are unique to an effective Jewish 
day/supplementary/pre-school, as opposed to a secular 
educational institution? 

2. If you wanted to improve a particular Jewish 
day/supplementary/ pre-school , what would you need to know 
and how would you know if you succeeded? 

Follow-up probes: 
a . How would you go about finding the information you 

needed to know? 

b . If you were going to begin this process what would you 
do first? 

c. Given limited resources, which characteristics of a 
Jewish day/supplementary/pre- school would be the most 
important indicators of success? 

d . - Are certain types of information more important to 
know depending on whether the institution is a day 
school, a supplementary school or a pre-school? 
- What about a more informal setting, such as adult 
education or a camp? 
- How would its denominational affiliation change what 
you need to know? 



The following are a tentative list of important characteristics . 
Please query each interviewee about SOME of these by asking one 
of the following three questions. 

a. A related characteristic is (fill in) . How important is 
this to being an effective institution? 

b . A related characteristic is (fill in) . How important is 
it to know about this in order to improve a particular day 
school? 

c. Others have suggested additional characteristics that may be 
important like (fill in) . Which of these do you think 
are important? 

The List: 

A. Organization: 
1. vision (i.e. , whose vision? extent shared? relation to 

everyday practice?) 
2 . institutional climate (i.e., do students and faculty 

feel that they are part of a community) 
3. educational leadership (i.e., the skills and practices 

of the educational director) 
4. relations between the school and the larger 

organization (e.g., congregational school and 
congregation, pre-school and JCC) - if applicable 

5 . external relations with other schools, informal 
educational programs and communal agencies 

B. Students/Parents: 
1. student satisfaction 
2. student enrollments and/or graduation rates 
3. student involvement in school decisions 
4. parental satisfaction 
5. parental involvement in school decisions 

C. Educators: 
1 . educator satisfaction 
2. educator involvement in school decisions 
3. stability of teaching staff 
4. the quality of the educational staff (in particular: 

classroom abilities, educational background, training) 
5. the processes by which educators are evaluated 
6. opportunities for and quality of in- service training 
7. opportunities for cooperation among educators 

D. Program Components: 
1 . breadth and depth of the curriculum 
2. physical resources (i.e., library, multimedia, etc.) 

E. Financial: 
1. financial stability 
2. fiduciary responsibility in decision- making 



Interview Protocol for Institutional Profiles 
(Short Version for Camps or Adult Educational Programs) 

The following probes are suggestive. Please feel free to use only 
those which are appropriate to the conversation . Two reminders: 

get the interviewee to be as SPECIFIC as possible about the 
nature ot the characteristics, and 
lead the conversation toward CONCRETE INDICATORS (i.e., "How 
would you determine if this characteristic is present in an 
institution?" ) 

1. What are characteristics of an effective Jewish educational 
institution? 

Follow-up probes: 
a. How would you determine if those characteristics are 

present in a particular institution? 

b . Given limited resources, which characteristics would be 
most important to know? 

c. Which of these characteristics are particular to a 
Jewish camp/adult educational program? Which are common 
to all types of educational institutions? 

d. What characteristics are unique to an e f fective Jewish 
camp/adult educational program, as opposed to a secular 
one? 

2. If you wanted to improve a particular Jewish camp/adult 
educational program, what would you need to know and how 
would you know if you succeeded? 

Follow- up probes: 
a. How woul d you go about finding the information you 

needed to know? 

b. If you were going to begin this process what would you 
do first? 

c. Given limited resources, which characteristics of a 
Jewish camp/adult educational program would be the most 
important indicators of success? 

d. - Are certain types of information more important to 
know depending on how formal the setting is? 

[i . e., formal versus informal settings] 
- How would its denominational affiliation change what 
you need to know? 



• 
The following are a tentative list of important characteristics. 
Please query each interviewee about SOME of these by asking one 
of the following three questions. 

a. A related characteristic is (fill inl . How important is 
this to being an effective institution? 

b. A related characteristic is (fill inl . How important is 
it to know about this in order to improve a particular day 
school? 

c. Others have suggested additional characteristics that may be 
important like (fill inl . Which of these do you think 
are important? 

The List: 

A. Organization: 
1. vision (i . e., whose vision? extent shared? relation to 

everyday practice?) 
2. institutional climate (i.e., do students and faculty 

feel that they are part of a community) 
3. educational leadership (i.e., the skills and practices 

of the educational director) 
4. relations between the school and the larger 

organization (e . g., congregational school and 
congregation, pre-school and JCC) - if applicable 

5. external relations with other schools, informal 
educational programs and communal agencies 

B. Students/Parents: 
1 . student satisfaction 
2. student enrol lments and/or graduation rates 
3. student involvement in school decisions 
4. parental satisfaction 
5. parental involvement in school decisions 

C. Educators: 
1. educat or satisfaction 
2 . educator involvement in school decisions 
3. stability of teaching staff 
4 . the qual ity of the educational staff (in particular: 

classroom abilities, educational background, trai ning) 
5. the processes by which educators are evaluated 
6. opportunities for and quality of in-service training 
7 . opportunities for cooperation among educators 

D. Program Components: 
1 . breadth and depth of the curriculum 
2. physical resources (i . e . , library, multimedia, etc . ) 

E . Financial: 
1. financial stability 
2 . fiduciary responsibility in decision- making 



Interview Protocol for Institutional Profiles 
(Short Version for Israeli Programs and JCC ' s Educational 

Programming) 

The following probes are suggestive. Please feel free to use only 
those which are appropriate to the conversation. Two reminders: 

get the interviewee to be as SPECIFIC as possible about the 
nature of the characteristics, and 
lead the conversation toward CONCRETE INDICATORS (i . e ., "How 
would you determine if this characteristic is present in an 
institution?") 

1 . What are characteristics of an effective Jewish educational 
institution? 

Follow-up probes: 
a. How would you determine if those characteristics are 

present in a particular instit~tion? 

b. Given limited resources, which characteristics would be 
most important to know? 

c. Which of these characteristics are particular to a(n) 
Israeli program/JCC ' s educational programming? Which 
are common to all types of educational institutions? 

d. What characteristics are unique to an effective Israeli 
program/JCC's educational programming, as opposed t o a 
secular one? 

2. If you wanted to improve a particular Israeli program/Jewish 
Community Center's educational programming, what would you 
need to know and how would you know if you succeeded? 

Follow-up probes: 
a . How woul d you go about finding the information you 

needed to know? 

b. If you were going to begin this process what would you 
do first? 

c. Given limited resources, which characteristics of a(n) 
Israeli program/JCC ' s educational programming would be 
the most important indicators of success? 

d . - Are certain types of information more important to 
know depending on how formal the setting is? 

[i . e., formal versus informal settings] 
- How would its denominational affiliation change what 
you need to know? 



The following are a tentative list of important characteristics . 
Please query each interviewee about SOME of these by asking one 
of the following three questions. 

a. A related characteristic is (fill in) . How important is 
this to being an effective institution? 

b. A related characteristic is (fill in) . How important is 
it to know about this in order to improve a particular day 
school? 

c. Others have suggested additional characteristics that may be 
important like (fill in} . Which of these do you think 
are important? 

The List : 

A. Organization: 
1 . vision (i .e. , whose vision? extent shared? relation to 

everyday practice?) 
2. institutional climate (i . e., do students and faculty 

feel that they are part of a community) 
3 . educational leadership (i.e., the skills and practices 

of the educational director) 
4 . relations between the school and the larger 

organization (e . g. , congregational school and 
congregation, pre-school and JCC) - if applicable 

5. external relations with other schools, informal 
educational programs and communal agencies 

B. Students/Parents: 
1 . student satisfaction 
2. student enrollments and/or graduation rates 
3. student involvement in school decisions 
4. parental satisfaction 
5. parental involvement in school decisions 

C. Educators: 
1. educator satisfaction 
2. educator involvement in school decisions 
3. stability of teaching staff 
4. the quality of the educational staff (in particular: 

classroom abilities, educational background, training) 
5 . the processes by which educators are evaluated 
6. opportunities for and quality of in-service training 
7. opportunities for cooperation among educators 

D. Program Components: 
1. breadth and depth of the curriculum 
2. physical resources (i .e., library, multimedia, etc.) 

E. Financial: 
1. financial stability 
2 . fiduciary responsibility in decision-making 



Interview Protocol for Institutional Profiles 
(Short Version for Youth Programs) 

The following probes are suggestive . Please feel free to use only 
those which are appropriate to the conversation . Two reminders: 

get the interviewee to be as SPECIFIC as possible about the 
nature of the characteristics, and 
lead the conversation toward CONCRETE INDICATORS (i . e ., "How 
would you determine if this characteristic is present in an 
institution? " ) 

1. What are characteristics of an effective Jewish educational 
institution? 

Follow-up probes: 
a . How would you determine if those characteristics are 

present in a particular institution? 

b . Given limited resources, which characteristics would be 
most important to know? 

c . Which of these characteristics are particular to a 
Jewish youth program? Which are common to all types of 
educational institutions? 

d. What characteristics are unique to an effective Jewish 
youth program, as opposed to a secular one? 

2 . If you wanted to improve a particular Jewish youth program, 
what would you need to know and how would you know if you 
succeeded? 

Follow- up probes: 
a. How would you go about finding the i nformation you 

needed to know? 

b . If you were going to begin this process what would you 
do first? 

c. Given limited resources, which characteristics of a 
Jewish youth program would be the most important 
indicators of success? 

d. - Are certain types of information more important to 
know depending on how formal the setting is? 

[i . e., formal versus informal settings] 
- How would its denominational affiliation change what 
you need to know? 



The following are a tentative list of important characteristics. 
Please query each interviewee about SOME of these by asking one 
of the following three questions. 

a. A related characteristic is (fill in) . How important is 
this to being an effective institution? 

b . A related characteristic is (fill inl . How important is 
it to know about this in order to improve a particular day 
school? 

c. Others have suggested additional characteristics that may be 
important like (fill in) . Which of these do you think 
are important? 

The List: 

A. Organization: 
1. vision (i.e . , whose vision? extent shared? relation to 

everyday practice?) 
2 . institutional climate (i.e. , do students and faculty 

feel that they are part of a community) 
3 . educational leadership (i.e ., the skills and practices 

of the educational director) 
4. relations between the school and the larger 

organization (e .g., congregational school and 
congregation, pre-school and JCC) - if applicable 

5. external relations with other schools, informal 
educational programs and communal agencies 

B. Students/Parents: 
1. student satisfaction 
2. student enrollments and/or graduation rates 
3. student involvement in school decisions 
4. parental satisfaction 
5. parental involvement in school decisions 

c. Educators: 
1. educator satisfaction 
2. educator involvement in school decisions 
3. stability of teaching staff 
4. the quality of the educational staff (in particular: 

classroom abilities, educational background, training) 
5. the processes by which educators are evaluated 
6. opportunities for and quality of in-service training 
7. opportunities for cooperation among educators 

D. Program Components: 
1. breadth and depth of the curriculum 
2. physical resources (i.e., library, multimedia, etc . ) 

E. Financial: 
1 . financial stability 
2 . fiduciary responsibility in decision-making 



Interview Protocol for Institutional Profiles 
(Short Version for Community Planning Interviews) 

The following probes are suggestive. Please feel free to use only 
those which are appropriate to the conversation. Two reminders: 

get the interviewee to be as SPECIFIC as possible about the 
nature of the characteristics, and 
lead the conversation toward CONCRETE INDICATORS (i.e., "How 
would you determine if this characteristic is present in an 
institution?" ) 

1. What are characteristics of an effective Jewish educational 
institution? 

Follow-up probes: 
a. How would you determine if those characteristics are 

present in a particular institution? 

b. Given limited resources, which characteristics would be 
most important to know? 

c. Which of these characteristics are particular to a 
certain type of educational institution? Which are 
common to all types? 

d. What characteristics are unique to an effective Jewish 
educational institution, as opposed to a secular one? 

2. If you wanted to improve Jewish educational institutions 
within a community, what would you need to know and how 
would you know if you succeeded? 

Follow-up probes: 
a . How would you go about finding the information you 

needed to know? 

b. If you were going to begin this process what would you 
do first? 

c. Given limited resources, which characteristics of these 
educational institutions would be the most important 
indicators of success? 

d. - Are certain types of information more important to 
know depending on whether the institutions are day 
schools, supplementary schools or pre-schools? 
- What about a more informal setting, such as adult 
education or a camp? 
- How would its denominational affiliation change what 
you need to know? 



The following are a tenbative list of important characteristics. 
Please query each interviewee about SOME of these by asking one 
of the following three questions. 

a. A related characteristic is {fill in) . How important is 
this to being an effective institution? 

b. A related characteristic is {fill in) . How important is 
it to know about this in order to improve a particular 
institution? 

c. Others have suggested additional characteristics that may be 
important like (fill in) . Which of these do you think 
are important? 

The List: 

A. Organization: 
1. vision (i.e., whose visi on? extent shared? relation to 

everyday practice?) 
2. institutional climate {i.e., do students and faculty 

feel that they are part of a community) 
3. educational leadership (i.e., the skills and practices 

of the educational director) 
4. relations between the school and the l arger 

organization (e.g., congregational school and 
congregation, pre-school and J CC) - i f applicable 

5. external relations with other schools, informal 
educational programs and communal agencies 

B. Students/Parents: 
1. student satisfaction 
2. student enrollments and/or gr aduation rates 
3. student invol vement i n school decisions 
4 . parental satisfacti on 
5. parental involvement in school decisions 

C. Educators: 
1. educator satisfaction 
2. educator involvement in school decisions 
3. stability of teaching staff 
4 . the quality of the educational staff (in particular: 

classroom abilities, educational background, training) 
5. the processes by which educators are evaluated 
6. opportunities for and quality of in-service training 
7 . opportunities for cooperation among educators 

D. Program Components: 
1. breadth and depth of the curriculum 
2. physical resources (i.e., library, multimedia, etc.) 

E. Financial: 
1. financial stability 
2 . fiduciary responsibility in decision-making 



From: EUNICE::"74104.3335@CompuServe.COM" 16-JUN-1994 
07:14:48.63 
To: Adam Gamoran <gamoran> 
cc: Dan Pekarsky <danpek@macc.wisc.edu> 
Subj: (Dra:ft) Memo on Madison Meeting 

To: 
From: 

Dan Pekarsky and Adam Gamoran 
Bill Robinson 

Re: Madison Meeting of June 13th 

The following is a summary of our meeting in Madison held to 
discuss the nature of a possible linkage between the MEF's 
planned Institutional Profiles and the Goals Project. The summary 
is divided into three parts. It is based upon notes I wrote 
during and after the meeting and thus does not claim to represent 
a verbatim recording of participants comments. 

***** 
Moreover, I may have provided more coherency to our 

conversations than existed in actuality. I'm sending this only to 
Adam and Dan first, so you may have the opportunity to point out 
any errors I have made in description or omission. Please get 
back to me ASAP, so I can distribute it to the rest of the MEF 
staff. A separate (even briefer) summary will be prepared for 
Alan, excluding the second section on possible indicators. 

***** 

A. Becoming a Vision-Driven Institution and the Place of 
Institutional Profiles 

. In the beginning of out . conversation, Dan shared a few 
models of how an institution could become vision-driven: 

1. someone in authority holds a vision of what the 
institution should become and leads the staff, parents and 
learners toward that vision; 

2. the individual visions of all stakeholders are 
discussed and integrated to create a shared vision for the 
institution; 

3. for a new school, a vision is formed by a core founding 
group, and (then) only those educators and students who share 
that vision are brought into the institution. 

In discussion, it was pointed out that an institution may 
combine elements from each of these models. Ultimately, there 
could be any number of possible paths by which an institution 
becomes vision-driven. Thus, at this point, the Goals Project 
does not contain guidelines for how an institution should become 
vision-driven. 

Following the Goals Seminar in Israel, local mini-seminars 
are planned throughout the country. During these mini-seminars, 
participants will discuss, from their institutional perspectives, 
what it would mean to become vision-driven and how one 
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We then asked Dan, why? 
1. On parents and teachers beliefs in relation to 

institutional beliefs (i.e., as espoused in their mission 
statement) - the importance lies in having them discover the gaps 
that exist between what the institution espouses and what 
parents/educators believe they are doing. 

2. On kids enjoyment - the importance lies in assessing 
the possibilities of translating vision into educational design 
(i.e., what could work). 

3. On the parents' educational background and family life 
- the importance lies in knowing whether you have the necessary 
environmental supports to realize your vision. 

In sum, Dan presented two general purposes for gathering the 
above information: 

1. to make institutions more conscious of their own 
reality (as a catalyst to get rid of mythologies about who they 
are); 

2. to gather data important in any effort at reform. 

c. Conclusions and Issues to Address 

Two conclusions were reached: 
1. there will be a linkage between the MEF's Institutional 

Profiles and the Goals Project; 
2. the issue of whether this integrated project will occur 

only on an institutional level or also on a communal level 
remains undecided. 

In respect to the latter, Dan requested that I write up a short 
thought-piece on how the envisioned project could be played out 
on a communal level. 

We briefly discussed the issue of incentives (i.e., what 
normative and practical incentives exist to encourage 
participation in the project). While some currently exist -

a . a national climate that increasingly demands that 
schools become more successful, 

b. a dependency of many institutions on central funding 
- it was thought that these may not be sufficient. 

We also briefly discussed the issue of human-power in 
relation to "taking stock" - that is, who will guide the 
institutions in this process (as well as in the visioning 
processes). Some possibilities were mentioned briefly (i.e., 
training one person in each institution to carry it out, training 
a cadre of outside people to support the institution in this 
endeavor, or having CIJE personnel act as advisors). It was 
acknowledged that further consideration of this issue is 
required. 



could begin this process. The purpose of these mini-seminars is 
two-fold: 

1. to learn about how different types of institutions may 
become vision-driven; and 

2. to encourage participation in a process designed to 
facilitate the creation of vision-driven institutions. 

It was suggested that the MEF's Institutional Profiles as a 
process of "taking stock" may be the first step that institutions 
would take toward becoming vision-driven. If so, a discussion of 
how institutions could "take stock" would become an integral par 
t of these mini-seminars. Then, those institutions which desired 
to participate would begin the process of "taking stock", which 
would lead them toward becoming vision-driven. 

It was pointed out that this incipient model parallels 
CIJE's model of Research to Analysis to Planning. Yet, the 
research part ("taking stock") would be introduced within 
the larger context of becoming vision-driven. 

B. Taking Stock - Possible Indicators and Their Purpose 
,'· • I 

• \J\.;·'- \._ • 
- --·· We asked Dan: 1.f he -wa-s going to create a vision-driven 

institution, what types of information would he need to know to 
begin this process. 

Dan's suggestions: 
Kids (learners): 

1. how many kids 
2. at what ages 
3. their levels of proficiency along the 

dimensions of that institution 
4. kids attitudes toward the institution 

process of education they're engaged in 
5. # of hours a week they participate 

relevant 

and toward the 

Parents: 
6. 
7. 
8. 
9. 

type of education parents are involved in 
other ways parents are tied to the Jewish community 
how Judaism expresses itself in their family life 
level of parents J . education 

their education (and other stuff as on the Educators 

coherency of teachers' beliefs and institutional 
(parents, too) 

Teachers: 
10. 

survey) 
11. 

beliefs 
12. 

have in 
13. 

what they find rewarding and what frustrations they 
their work (ask this of kids, too) 

of kids, 
General: 

what they would like to see more or less of (ask this 
too) 

14. What are the goals that an institution identifies as 
its own? Make a list of activities associated w/these goals. (Put 
each activity underneath the goal that it supports.) 



July 22. 1994 

MEF staff, 

Please find enclosed two summaries of the Institutional Profiles consultations. The first is a 
quantitative summary of participants' responses. The second summary is a categorized 
selection of participants' views. 

After reading through all the inte:rviews, I tried to develop general categories into which I could 
place the consultants' views. I came up with 11 categories. This was not so simple, since the 
consultants tended to discuss items (i.e., educators, parents) in relation to other items (i.e., 
curriculum, vision). This important point is illustrated and discussed in the summary. 

The categories (with suggested sub-categories) are as follows: 

1. Vision 
the nature of the institution's vision (i.e., vision as outcome) 
who shares the vision 

2. Leaming Organization 
the nature of learning in the institution 
who is involved in institutional learning 
on measuring institutional outcomes (evaluation) 

3. Institutional Climate (or the c reation of learning "spaces") 
developing a safe space for learning 
developing a space for Jewish learning 

4. Curriculum 
in relation to vision (institutional goals) 
internal coherency across grades 

5. Finances and Physical Resources 
finances in relation to vision (institutional goals) 
physical resources in relation to vision (institutional goals) 

6. Parents 
involvement of parents in the vision 
parent's Jewish practices in relation to vision (institutional goals) and the curriculum 

7. Educators 
the quality (skills, training) of the staff in relation to vision (institutional goals) 
as role models 
the learning of educators as part of institutional learning 

8. Learners 
as the "outcome" central to the institutional vision 
numbers and hours of contact 

9. Leadership (may not be a separate category) 



;. 

10. The Parent Organization (i.e., the congregation for a supplementary school) 
the importance and role of learning in the parent organization 
the role of the Rabbi (if applicable) 

11. Community 
resources and services already available in the community 
the ,gap between programs and needs in the community 

and the community's vision. 

For the quantitative summary, I maintained the categorization I used in the interview protocols 
(found on the last page of the protocols). What I found of interest was those areas that most 
consultants did not raise as important (i.e., student, parent or educator satisfaction, 
cooperation among educators). On the other hand, the consultants focused on two categories 
which were not included in that initial categorization (i.e., outcomes, planning). 

I hope these summaries will provide a fruitful basis for our discussion of how to construct the 
''faking Stock'' process and its instrumentation. I have found the consultations to be very helpful 
in refining how we should look at any particular area (i.e., educators, parents, institutional 
climate, ... ), as well as pointing out the need to look more seriously into other areas (i.e., 
Learning Organization). For those that wish, I can send the transcripts or a sample of them. I'm 
sending Roberta the Supplementary and JCC transcripts. 

Good reading, 
Bill 
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Areas: 

lNSTITlITI ONAL PROFILES CONSULTATION PROCESS 

A Quantitative Summary of Participants Responses 
(S-cl°mple siZt< = 21) 

Very Important Important 

A. Organizational: 

1. vision 11 5 
(includ. goals, objectives) 

2. institutional climate 4 5 

3. educational leadership 6 3 

4. relations with the 
larger organization 4 2 

(includ. lay board) 

5. external relations 6 7 
(w/other community programs) 

B. Students/Parents: 

1. student satisfaction 2 2 

2. student enrollments 
and/or graduation rates 3 2 

(as well as duration) 

3. student involvement 3 3 

4. parental satisfaction 0 0 

5. parental involvement 6 4 
(includ. roles, power, 
family Jewish life) 

C. Educators: 

1. educator satisfaction 0 4 
(includ. respect for educators) 

2. educator involvement 3 1 
(includ. their outlooks) 

, .., .,_,-.,...r.,._ __ ;ir;,ea , -• - • .... ·"' ___ ., .,. • • , • •• •' • 

Not Important 
(in isolation) 
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3. 

4. 

5. 

Areas: 

the quality of staff 
(includ. stability and being 
role models) 

in-service training 
(includ. evaluation) 

cooperation among 
educators 

D. Program Components: 

1. 

2. 

curriculum 
(i.e., quality, quantity, and 
its content) 

physical resources 

E. Financial 

Very Important 

5 

0 

7 

2 

2 

Important 

···. 

8 

5 

2 

5 

5 

9 

Not Important 
(in isolation) 

I had not listed the following two areas in the interview protocol (nor were they included in Box 4): 

F. Outcomes 9 
(changes in learner behaviors) 

G. Planning 7 
(from goal setting and strategies to 
resource assessment and evaluation) 

4 1 

2 
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INSTITlITIONAL PROF1LES CONSULTATION PROCESS 

A Q.ategorized Selection of Consul~qnts' Views 

CONFIDENTIAL 
(Of Course) 



VISION 

'Jision was the most discussed item in the consultations. In talking about wha t constitutes· on · -
effective vision, many of the consultants focused on the "outcomes" of the learning process. 
What is the type of "graduate" that you want to produce? What will this person be like after 
leaving your educational institution? 

They have an image of the person they want to create. You can like it, you can hate it, 
but they have an image of the person they want to create and an image of what a Jewish 
community would look like that can support that person. They have an image of what 
we need to do in school in order to get you OK. Now, some of those images are written 
and articulated and explicit and some of them aren't. (cije) 

We asked what we were in business for. That's a generic. One of the questions in 
developing the mission that sort of helped us find the words for the mission were - what 
are your beliefs about school and schooling? What are your beliefs about learners and 
learning? Those are very broad. (day) 

And then a sub-question that we didn't ask, but I think today I would ask would be "what 
do you consider essential outcomes for graduates of your institution? We didn't ask 
that, but we are now asking ourselves that in trying to operationalize the mission .... 
What you have to do I think is imagine this person and say what slcills, attitudes and 
behaviors and then you sort of float off into the area of what kind of a spiritual person 
you hope they are or things that you will really never be able to measure or even look at 
until they are much older. (day) 

I think that one of the reasons at the end that the kids didn't continue to Hebrew High or 
etc. is because there wasn't an image that this is what you need to do at the end of the 
picture of where you had to go with it. (cije) 

What happens in the classroom has to be taught in a way that can also translate into 
their lives so that religious schooling isn't limited just to when they're in religious school 
but in some ways forms who they are eve when they leave the building ... .In terms of 
curriculum I think if they're only teaching facts. they're not doing it (cije) 

I think that one of the things that would generalize across institutions would be the 
adherence, the subsequent adherence of the participants in the lifestyle that is 
encouraged when they are not at camp .... if we say that kashrut is important, if we say 
that Israel is important, if we say that Jewish marriage is important, if we say that Jewish 
affinity is important. do these things happen to you in November? (camp) 

Some particulars of an effective vision ... 

I think success. at least by measuring rod, 1s whether we were getting our students into 
the growth mode. I don't think it makes a difference whether they are orthodox. 

- reformed conservative secular, but if they are in the growth mode are they growing as 



Jews might be. That is really the criterion I wo ulci use. Are they growing, ii they a re 
enrolled in more classes, are they continuing to enroll in more classes . If they are 
taking on an additional ritual in Jewish life. Are they sending the kids to Jewish 
educational·experiences, ·if·they themselves are becoming more consciously Jewish. 
think that is certainly a success. Anything that is reflec1 above the growth mode.(adult) 

I feel that a mark of success for the center with their families would be one that, 
because of their involvement with a Jewish pre-school, they would open up other options 
of opportunities to them in terms of continuing to further the child's Jewish education. 
They would seek out and explore opportunities in day schools and supplementary 
schools and Sunday School and wish to add to their own variety of Jewish participation 
within their home and family.(pre) 

So one of our questions is, are we having an effect on that person. Are we inspiring 
them to become more affiliated in any, whether through the federation, through their 
local synagogue of any denomination, but are we inspiring them to take action on what 
they are learning? (jcc) 

By a nd large American schools don't have that as the core part of their mission, but we 
are preparing kids for Jewish life, not just for giving them a Jewish content. So it matters 
to us, for example, that q kid come out of a Jewish school having a sense of the value of 
tzedakah. Or, a kid comes out a Jewish school, feeling good about prayer, wanting to 
participate in Jewish life, caring about Israel. Those are values that are well beyond the 
cognitive. (cije) 

A thought and a concern about visions ... 

The only question in that regard that occurs to me that might have some differentiating 
characteristics or qualities is whether or not the purpose of the education is an end in 
itself or a means to recruitment. (camp). 

They may not become what I would consider to be the school that I want to create but if 
they're going in that direction, if we're sort of on this path together, and actually the 
vision that I might have I might change based on the input that they have given me as 
I've understood them so we really have to create that. You have to create the path 
which I'm not sure is always the same as a vision. But you have to create the path 
together .. .In terms of vision, it can often tell you, you set out an ideal whereas with the 
path that's out in front of you. Whereas the path approaches, well youve taken one step 
so then you look at what the next couple of steps are. And that may open up but it may 
not be this great visionary piece. It may be just seeing where you are and going 
forward.(cije) 

While many discussed the need for shared vision, there were some caveats .... 

They would be, for example, a strong sense of purpose or goal. A mission which is 
communicated throughout the system. That the people who are in the so<alled lower 
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-tiers of the system, have the same basic understanding of what the mission was as 
people at the lop of the leadership .... that the goals are communl.cated well th roughout 
the system and that the consumers, as it were, if you want to use that lingo, are also 

·aware of that same thing. So sometimes you have in educational institutions,-a large· 
gap between what the institution thinks it is doing and what the c onsumers, that is the 
kids or the parents of those kids think is going on. So, I would say that an educational 
institution that is successful would have, perhaps no gap or a small gap .... There is a 
kind of caveat on this one which is that there are educational institutions which are 
successful by being counter-cultural in terms of the norms of the people who send the 
kids to . For example, people have argued that, this is something that Joe 
Reamer wrote about, when he wrote about Rema in the 60's, and he argued that Rema 
essentially was a counter-cultural institution in the sense that it was teaching kids 
values that were in certain respects and maybe even in many respects counter to the 
values of the parents who are sending the kids to the camp. So they were teaching kids 
,about shabbis and kashras and things like that and those parents may very well not 
have been so keen on that. .. .It worked. So that's the caveat There are cases where 
the consumer may not be aware of the goals of the institution and may have a different 
sense of those goals and yet the educational institution succeeds as a kind of counter
cultural educational institution. {cije) 

There's always going to be a gulf where between where the leadership is and where the 
constituency is and I think the real challenge with working with congregations around 
this stuff is going to be how you can either engage the"leadership of these institutions in 
trying to take their congregation through a process where a broader range of people 
·within the institution buy into a certain vision or whether you can from the bottom up 
craft out of the life and culture of a congregation their internal sense of what they're 
supposed to be about. Most congregations operationally reflect a very conflicting set of 
messages you know i terms of religious practice and ideology that flow out of their 
history and how they got to where they got but if you try it now fresh to step in and craft 
a vision with them they would run into all sorts of internal consistencies with real 
complexity in how to get past that and not lose you know hundreds of congregational 
members. So I think that's you know that's at the heart of the challenge of what we're 
facing in this whole process ... .I think you would need to engage in a process either 
through assessment or through dialogue about whether there's a shared sense of 
problem. Are people happy with the Jewish educational product that they have or do 
they perceive that things could be better? Unless there's a perception that things could 
be better, it's difficult to engage people on some sort of change process. (central 
agency) 

Now there is a real tension between a parent articulating his or her vision and 
professional. you know, what is the role of the professional in articulating Jewish vision of 
Jewish education. And, therein lies a tremendous challenge. Along with convincing 
educators and professionals that they need to articulate a vision, the second piece of 
that is when do the two meet? Where do we meet? (suppl) 

If my goal was to engage the unaffiliated in Jewish learning and try to foster a passion 
there, that's a completely different ball game because those are people I am not sure 
that they even are cognizant of the need. I think a lot of synagogue people, if you speak 
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to them, you don't have to convince them that there is a need. They might not be 
prepared to do anything about it, but I think they would recognize there is a need for 
personal Jewish education and enrichment. But among some of the unaffiliated, at 
ieast, or a good part of. it, it's not a vacuum they ne·cessari1y feel in their life. One of the 
first things one would have to do is figure out how to, not create that need, but make 
them cognizant of the need. Get them to buy into the fact that it is a need. That's a 
completely different step. (jcc) 

parents and sharing vision -

I think that the way that you ask people to share in a vision, is the minute they step into a 
congregation and how they are met by a rabbi, how they are met by an educational 
director. What an intake process is like with a family as they come to affiliate. But, what 
is it that they are envisioning as they affiliate by_ membership? What is it that they want? 
Why are they joining this congregation? Why do they want to be part of this community? 
What are their goals, and desires in terms of Jewish education for their children? What 
kind of Jewish life are they striving towards? How is it that they seem themselves 
involved in this community? ... One of the greatest questions that I a sk parents is, "what 
do you want your 18-year old to know, to think. to understand, to feel, to believe when he 
or she walks· out of this place upon graduation?" And that is a very limited and narrow 
question when we talk about an educating congregation . ... So, when I ask a parent 
that, they almost never can give me what it is that they want for their child. (suppl) 

I think what the first step might be is providing safe environments where we begin to 
push the parameters of those definitions and that may be beginning a conversation with 
a parent who says, "listen, my experience in religious school was schva, it was really 
shitty, therefore, my expectation is that my kid will be no better.ff And that may be the 
opening of a conversation where there are alternatives. There are alternatives to the 
education that you may have gotten. (suppl) 

"Like". What do you like, what don't you like? Rather than what are the "oughts". What 
are the "shoulds"? What are the "musts" and why? ... Tradition, or questions of authority 
and imperative, is there an imperative nature to what we understand to be the big 
questions in the world, morality, ethics, purpose, what is our purpose? When we begin 
to deal with those issues and struggle with those issues in a non-orthodox setting, it gets 
really messy ..... , I think that people are beginning to realize that those are the elements 
that need to be, that there is tremendous meaning in the tension of all of that, in the 
struggle. (suppl) 

A LEARNING ORGANIZATION 

One of the most significant issues raised by the consultants was the issue of planning or 
becoming a learning organization. This would encompass (within a coherent whole) acti:vites 
ranging from revisiting the vision to developing strategies for implementing the goals to 
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evaluation of programs in fulfilling the institutions envisioned goals. 

On· revisiting the vision:.: 

So at some point. you know the mission or the vision of the institution changed. So I 
suppose part of an effective Jewish educational institution is establishing a mission and 
then revisiting it as community needs change.(jcc) 

The continual process of assessment that vision goes through. Not just are we doing 
what we want to be doing in each classroom. Are we achieving certain base levels of 
function that we are interested in achieving, let alone the effective realm of this, i.e. are 
our kids happy? Are we having a good time? Is there a sense of community and 
belonging and shared camaraderie here? Are we in this together? Is there the notion of 
celebrating other people's simclas and comforting them when their unhappy? Do we 
have that? There is also the notion of where are we in general? Not, did this program 
attract 400 people, it did, there were 400 people there, but continually ask the question, 
is that a meaningful program, was that a meaningful experience for those 400 people? 
~d. if so, why? (suppl) 

The idea of a "learning organization" -

Where the institution is committed to, and this you would normally see through its 
leadership, in thinking about itself, evaluating how it is doing, talking about its 
successes and failures and being able and competent at adjusting for changes. Carol 
Ingle, writing about one of the schools in the Best Practice on supplementary schools 
said, "when this school ran up against ~ significant problem, unlike a lot of Jewish 
educational institutions, it didn't throw its hands up in the air and sc:y, oh, there is 
nothing we can do.a It said, 'How can we fix this?ft And that is, I think, a very important 
characteristic of a learning organization. (cije) 

What I am saying is that the ability to look and ask questions and say what is, what 
would I like to be, how could it be different. I think that the whole issue of constantly 
growing and learning is one of the things that differentiates those institutions that are 
really good from those who aren't. (cije) 

On learning (planning) : 

if this is what we are about, then what are the challenges that face us? And, within five 
years, can we do any of that and, if we can't do any of that because they are only going 
to be 13 and they are never going to get that. so what are we going to do instead that is 
going to move them to their ... (cije) 

I mean part of evaluating your effectiveness is learning where you are and then 
deciding where you want to go so if an institution does not engage in those two 
processes on a regular basis, they're not going to know. If you don't know where you're 



going, you don't know if you've missed the boat. So I think the establishment of a 
mission statement is critical and I think the process of establishing it is much more 
important than what the mission statement actually ends up saying. I mean I think that 
whether it's strategic planning or creating a vision or iong range goals. Something, 
criteria need to be established to measure what it is that you're doing. (jcc) 

[from a congregational persep::tive:] The congregation a sks itself, is this synagogue 
service meaningful to the people who come here? Is it meeting their needs? Who does 
it meet and who does it miss? Who is involved in committees? Is that good or bad? 
What is the natw-e of the whole enterprise? Are we doing things that you would say are 
Jewish or are we not doing things that are Jewish? Do people learn new Jewish things 
from being involved in this congregation. So if it's a school, it's even more specific. 
(Rabbi) 

What's the nature of the Bar Mitzvah in this school? Do we feel good about it or don't 
we? What can we do to impact the parents so that there is more commitment to these 
things? I'm not saying that we can actually have an impact on all of those people. (cije) 

these are the questions that keep me up at night because the distinction, there is a 
chasm and I am sure that as you have talked to educational directors and to rabbinic 
p:rofessionals, the chasm that lies between thinking on this level. thinking in this kind of 
way, constantly being bombarded, or bombarding yourself, wi_th these kinds of 
deliberations, versus, what my reality is, which is I have to open school for 900 students, 
6 days a week and I have 85 faculty members who need to be paid, and we have 
cuniculum that needs to be out and there is rosters that need to be given and there is 
life. You've got to open your doors. And you deal with parents who walk into your office 
and you walk up and down hallways and you do triage when you need to and you need 
to learn the names of your students ... [Question: what could be done to raise it a little bit 
closer to the level of those issues that keep you up all night? Response:) Well, I think that 
one of the most primary things, and it is one that is usually neglected, because it is so 
dumb, it is just so stupid, is a place to begin to think -through those things. The space 
and the time and the people and the resources to have those conversations regularly, 
as an integral part of what it means to work for a week. .... I need 4 to 6 hours of think 
time a week to deal with these kinds of things, continually, ongoing. And that is at the 
least. (suppl) 

Who learns (plans)? -

I mean I think institutions just in general tend to repeat even if they do evaluate. Part of 
it also is and this would probably, this would pertain really to any educational setting 
and that is that those powers that be that make decisions need to involve the 
professionals, the lay support people or the board people and representation of the 
client whether that's the students and family or the synagogue member or the center 
member and that those three groups are really partners in maintaining what happens 
and evaluating it and then making the changes and that the institution is also 
responsible for educating those three partners ... .I mean stakeholders should be 
involved in the process and development and maintenance of any institution. I definitely 
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think though that there is an added reason and a very Jewish reason to involve 
stakeholders in the process. I think it is definitively Jewish to create in partnership. Man 
was put on earth to finish God's work in perfecting and creating the world and I really 
do think that, I mean we could fi.ght all kirt~s of things so I do think it is intrinsically 
Jewish to work in partnerships and in teams plus I think it's institutionally wise.(jcc) 

In terms of collecting information about existing programs, once you agree upon what 
the criteria are, I would really train and develop a team of investigators. I mean it would 
be a lay committee with a professional who goes and observes and asks participants 
and kind of measures what it is that gives and there could be Jewish style but really kind 
of marking everything down from Jewish ambiance to actual program content from 
informal to formal. I mean the full range happens in the center. Once these baselines 
of who are you serving and what is going on now are established. I mean then you go 
about evaluating. Is this good, is this the most we can do. Are we achieving the 
objectives of our mission and then how do we go about changing it.(jcc) 

The need for measuring outcomes : 

The last thing I would have to know or determine at that point is what is the best strategy 
for implementing that. So, if I decide that ID'/ target audience is young families and I am 
going to make a big push in family education, what is· my strategy for making it happen. 
Do I need a good deal of funding for it, how do I get that? Is marketing an important 
element, or is it going to sell itself. If it is going to be an important element, how can I 
develop that? Where can these programs take place? How do I actually then make it 
happen? Then, of course, last we use evaluation. How do I know at the end of day that I 
have been successful? How am I going to rate it? (jcc) 

Does the school have a clearly enunciated curriculum? Are there goals for each child? 
Are there objectives? Are these measured in some way? And how? Does the school 
board work in conjunction with the Director of Education? How is that effectuated? 
(Rabbi) 

Then we tum to a third piece of the formula, piece of the puzzle, and that is that I believe 
that there should be an understanding of a characteristic personality. In other words, 
given we know what we want to do and how we wont to do it, let's find out if the person 
who goes through this process in all of the ways we would prefer, comes out the way we 
think they should. (camp) 

Create an internal sense of recognition that it's something they need to do, something 
that would be useful to do. That's the path for them to be able to continually focus on, 
are we succeeding, are things getting better? The only way you know that is if you 
measure something.(central agency) 

Questions about measuring outcome -

If indeed there is carryover from the school to the home or from family education from 
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the home to a more positive attitude toward learning both by the kids and the adults. I 
would say that each of those pieces of the constellation were effective. Um, be given the 
diversity within the Jewish population I don't think that we could say any particular 
observance or any particular group of observers and also I think growth is an important 
part of it. No matter where you fall on the hierarchy, doing more branching out having 
Judaism becoming more a part of their lives in a variety of ways is that would be an 
indicator. Obviously in terms of scientific research the :best way to do would be some 
forms of pre and post assessments. Um, in the end with that perhaps there are 
recollections would be something that we would need to be satisfied with that we did the 
research. (jesna) 

One, if you had some kind of output measures which we almost have none of in Jewish 
education. But, if you had that, if you wanted to say, to go back to that one of Adam's 
favorites examples, is the school effective in teaching Hebrew, you could give the kids a 
Hebrew test and compare that Hebrew test to the results that you would get out of other 
places. Now, that is a very tricky thing, because A) we don't have many instruments that 
are reliable. B) We don~ know what the values and goals are of the institution vis-o-vis 
the specific thing you want to test for. And, C) probably most importantly, we are not 
entirely sure that testing is going to give you a good measure of what really is success in 
Jewish education. So, for example, if you want to St:rf Jewish education succeeds insofar 
as it communicates and hands over a body of information and skills, then you test for 
that. If you want to St:rf that Jewish education succeeds insofar as it transforms the 
identify of people, then we don't have good measures for that. (cije) 

I think we would know that we had succeeded if people's open and honest sense of 
discomfort were increased. If we got people talking more openly and honestly about 
what they were concerned and dissatisfied about in constructive wcy, I would have 
some sense that people were beginning to focus on the change process or what needs 
to be improved or get past that level of self satisfaction .... .! think the other thing I would 
be looking to see is some more serious experimentation with dramatically different 
approaches. That's not to Scr'f that we have to throw out everything that we're doing but I 
think, you know, hand in hand with a sense of dissatisfaction would be sort of a more 
serious questioning of whether the way we're currently doing business makes sense and 
out of that would come some serious experimenting. (central agency) 

INSTITUTIONAL CUMATE 

Institutional climate could be conceived as the construction of "space". When you walk into the 
building, is this a space where learning occurs? Is this a Jewish space? Is it ,a safe space where 
learners and educator-learners can explore and risk? 

A space for learning ... 

At this point. in a school. what does it feel like when you walk in? Is it exciting, do kids 
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seem to be engaged. Is anything going on? Does it seem interesting to you? ls it really 
boring or is it interesting? Is anything talked about that has any meaning at all? 
Whoever you are and do you see kids talking about it as though it is interesting (CIJE) 

I would look at the overall attitude within the building. Do kids sound positive? Are they 
laughing? Are they having a positive experience, a good time? Are they doing serious 
stuff? Is there real learning? Is homework given or required? Do kids do it? What does 
the building look like? What are the spaces like in which the kids are learning? Are 
they kept up to date, clean, are they useful? Are they real educational environments? 
This is also important. (Rabbi) 

A safe space ... 

to create a kind of environment in which students in the first instance feel it is a safe 
space for risking, taking on new ideas and new approaches so the challenge to the 
educator, the challenge I feel is how do you create a culture which serves as a 
paradigm, that's the word we use, for people who will see the messages that are being 
transmitted intellectually, actually reflected in the mode of work of the educational 
institution so we do a lot of things which are meant to create that safe space meaning 
psychological caring, nurturing, individual attention, student scentedness above all, so 
that students know we care about them and that we want to help them achieve their 
optimal potential. (informal) 

A Jewish space ... 

There is the general ambience at the JCC. A sense of walking into a building and 
knowing that it is a Jewish building. Having stuff around whether there is a library in the 
center that people can easily have access to, whether it is useful for family or adults. I 
know that there are many centers that have Challah sales evecy Friday or little Oneg 
Shabbat ceremony Friday afternoon where there would be candlelighting and wine and 
stuff so that people have a sense that this is a Jewish institution. (jcc) 

In other words, do people have a different sense walking through the building when that 
program is going on? Does it contribute to the Jewish ambiance of the center? Do 
people look at the building differently? That is an important indicator as well .... we 
speak a lot about the creation of a Tewish neighborhood, in the Jewish Community 
Center, the idea of walking into the JCC and having sights and sounds and smells and 
reflection that make one feel that they are in a Jewish neighborhood or you can just sit 
and schmooze with people, or look around and see interesting things and, although we 
have that to a certain degree on an ongoing basis, I think a lot of programs provide that. 
I would like to see it happen more. (jcc) 

What kinds of things are done on a daily basis that are Je~sh, you know, at evecy meal 
are they saying, are they doing a token ____ and their--~--· Even though 
the JCC is not a religious institution, there are certain Jewish behaviors that are, you 
know, can just be termed Jewish behaviors that are nondenominational and that kids 
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can be exposed to in a JCC camp ... But the general environment of the camp. Are the 
cabins named Jewish names. Are different parts of the camp terrain called by Hebrew 
name. Are the different times of the day you know, is flag racing referred to by in the 
Hebrew term, is anything Jewish going on in flag racing on a daily basis. So there is 
general environment. (jcc) 

One thing you've mentioned before which I think is very important is the arrangement of 
the room. How is the room arranged? I have this wonderful video that I've picked up a 
year ago and have seen 10 times, each time I see it I learn something new from it about 
a room arrangement, about how important it is and what message it gives to the 
children and how well you can teach the children and how well they will learn if the 
room is arranged in a very effective manner .... tell me what makes this room Jewish, 
there is nothing there, nothing, no pictures, no shabbath posters, nothing, no books. 
(pre) 

The other thing in terms of Jewish schools, is, I think in some way, whether its the board, 
the faculty, the principal, there needs to be a substratum of articulated Jewish values 
which characterize the institution. And those values, together with whatever good 
educational principles you use, those values sort of become the Jewish culture of the 
school. That can be from the way people are tested in the school, to the way grades are 
handled, to the way discipline is handled, to the way parents and kids are spoken t~ 
and brought in for conferences. And I think when the faculty knows what those values 
are and has agreed to them and has helped build that, you also get a very effective 
educational institution .... That would be how do they handle competition? What is the 
relationship between counselors and kids? What do they really see as the essential role 
of the counselor? Is she someone who moves kids around and makes sure they go to 
activities? Is the counselor someone who really has time with kids? How do they see 
that role? ls the counselor someone who is really there for the kids or really there 
because they happen to be a specialist in something that the camp needs and they also 
double up working in a bunk with kids? It says a lot about what the counselor 
expectations are and you'd want to know from the director what are the key human 
values and the key Jewish values that they are concerned (camp) 

CURRICULUM 

Most consultants emphasized the relation of curriculum to the institution's goals and its internal 
coherence through the grades. 

Do they have curriculum materials? Do they have a sense of, some kind of statement or 
vision? Those two things, the goals of the school and the curriculum of the school, in 
what way do they match up with one another and that I would want to look at. (cije) 

Is there internal coherence in the curriculum? You know, as children progress from one 
grade to another, does the material that they're learning progress with them or is it 
repetitive, are there gaps or have they thought systematically over a range of years. 
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You know whal it is they intend to cover or, you know, is curriculum aligned back lo 
broader goals and objectives. You know what is ii about Hebrew that lhe institution 
wants to teach? What is it about bible? What is it about Jewish ethics or values? Which 
Jewish ethics or values so does the curriculum align back to broader goals thal the 
institution has thought through. So I think all of that is sort of base line assessment. 
(central agency) 

There are certain minima that are real easy to state and then you work backwards from 
that to see if the program that you are delivering building that. Then you can go back 
and say, well if they look like this a1 the end of eighth grade, what do they look like at the 
end of seventh? sixth? fifth? (day) 

Your schedule would start to look differently and you would start to see different content 
to it. I will give you an example from our camps. We used to spend a Jot of time for a 
number of years taking kids out of camp for programming at a certain point in rema 
development. The last six years, one of the values that we have come to stress in camp 
and with other camps, too, is the value of outdoor education and the value of ecology 
and a Jewish approach to the world. The physical world and the social world You will 
now see in all of our camps almost, a different way of structuring certain age groups in 
time because those kinds of projects are not 45-minute art classes. They need major 
groups of time where kids can go mid do a social service project, spend time out of 
camp at a half a day at a time, have to pack lunches, and so the whole program of how 
certain age groups work. are completely different now than they were six years ago. 
And that comes out of another value which is now powering the program. The problem 
is when you have a program that has no values or clarified values behind it, then the 
progrom just becomes a series of we do what we do because that's what we like to do at 
this camp ..... The values of the camp and then when you link that with the age 
appropriate things for kids, begins to power what the program looks like and Then it will 
power the kind of staff you hire. Tha1's why his question, "Why don't you just send us four 
rabbinical students and then we'll be Jewish, too," just completely missed the point. 
That's like saying, on the one hand, with teachers making, produce us JOO really good 
day school teachers or fill my school with really good day school teachers and then I will 
have a good day school. Well, you'll certainly have a better basis to build a day school 
but that doesn't mean necessarily tha1 it will have an organic vision to it. (camp) 

If the vision of an effective Jewish educational institution is about learned outcomes which reach 
beyond the confines of the institution (as discussed in the Vision section). then ... 

·. ' . : · 

It has to in some way be connected to your life so that if you're studying text for example 
we can say, okay, so you know bible stories. What's the importance of learning bible 
stories ..... we're not studying about reformed Judaism, we're studying how to, we learning 
how to be reformed Jews ..... One could be to look at their practice but another thing 
would be to look at the meaning that they derive out of it in terms of how they live their 
lives and what are the concepts, what are the values that you derive from 
______ even if you don't practice ii (cije) 

Does it involve everyone in an institution so that if you take something like a day school 
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where the primary focus is on children if its in elementary day school right through to 
the teenagers if you're doing the upper level. Who else is co-<1ctive to be a part of that 
educational process. How do they reach out, how do they communicate to the people 
who touch the children, the families, the brothers, the sisters, the parents, the 
grandparents, the aunts, the uncles. So that's a characteristic I would look at 
programmatically. How is the program structured to transmit the philosophies of value 
that they're trying to transmit. So that's one. I would say the characteristic is, one 
characteristic if I wanted to be concise about it would be the kind of program that exists 
in the school. So that's effective and whether or not it accomplishes what it sets out to 
do in it's mission statement and its goals so that's one. (central agency) 

So whether it's a school or a camp or a center, you know, or a trip to Israel that part of 
the effectiveness of that Jewish educational experience or institution is going to be how 
well equipped are people once they have gone through the institution to go to the next 
step on their own ... those students will also have gained the ability to approach a text 
that they have not yet studied and with the tools that they have learned, dissect and 
interpret and understand so that the school would know, l) did they learn the twenty, 2) 
did they been enabled, had they learned that skill and the way they would know that 
would be clearly reflected in that returning 8th grade class in the Fall so if they are 
effective, it should change that 8th grade curriculum. (jcc) 

What supplementary opportunities beyond the supplementary school are available 
extra-curricular, are there Shabbatonim, do kids go to Jewish camps, are Jewish camps 
encouraged, required, highly suggested or those types of things? What about Shabbat 
dinners within the synagogue? What about holiday celebrations? What is happening 
for kids on the holidays? And families. Those kinds of things. Is there the latest use of 
new and effective tools? Printed materials, books, etc. as well as some of the film, video 
and computer use and all those kinds of things which are effective tools in education. 
Are they being applied to the Jewish education as well? In that, and I don't mean that it 
only takes money, but when a child walks into a classroom or comes from a public 
school in which they have language labs and specialists and tutors for this and that and 
they come into the religious school and are iooking at a textbook that has pictures of 
kids that are clearly 30 years of age, that is going to be an immediate visual turn off and 
the kids will get the feeling, rightly or wrongly, that education is not valued here 
because, if it was, they would using the same kind of advanced stuff that they are 
getting. Also, we are in a technological age and we need to use those tools in order to 
attract kids. (Rabbi) 

FINANCES AND PHYSICAL RESOURCES 

Finances and physical resources were deemed important as they demonstrate the institutional 
support for its goals (vision). 

Let's pretend it's a school for a second. You would probably find funding for programs, 
probably private funding, ways to send teachers to conferences, bringing in staff 
development kinds of projects to the school. It could be in the form of the art specialist 
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or the music depending on the vision of the place. That doesn't necessarily mean 
_ anything unless it fits into some picture. (cije) 

if there is a curriculum that says that we are trying to teach, oh, I don't know, "ritual", 
then does the budget allow for the purchase, acquisition or possession in support of 
ritual objects. (camp) 

I think money is important too. That there's money and again you can figure out what 
the basics are in terms of you have to have dollars for staff and dollars for materials but 
I really look to the extra pieces of what type of funding is provided for conferences both 
for the education director and for teachers. What kind of leeway is there in terms of 
materials. Is it just the bottom line or is there opportunity for getting some really nice 
things that can be put in the hands of the children and can really liven the classroom 
setting. So how they spend their money I would say is important and what type of 
money is made available to education beyond the bare bones or what would be 
considered the bare bones. I think a lot of these factors though break down when you 
talk about smaller congregations because there I think the way people are even more 
critical than the professionals because usually they have very small professional staffs. 
It made me think of Harvey Whinaker's congregation, it's very small. And there are 
sometimes and if they don't have a lot of money there are ways of compensating for that 
so but you'd have to look for it to see if there's a higher level of lay participation and 
volunteerism among the parents. Not that you can't have any in a large congregation 
but sometimes in a small congregation that can make up for the lack of actual dollars 
available. (cije) 

However,,, 

I think the final analysis is really not the physical plant. although Jewish camps are 
competing with sports camps and specialty camps so that there has been a tendency to 
upgrade the sports and for the older campers to include camping kinds of activities 
where they leave the campgrounds, again to compete. I don't think that that necessarily 
means that you have to lose the Judaic component of the program. So I do think that 
that part of the program is important. Again, it is not necessarily the physical facility, 
although I guess you would need a certain physical facility to offer a particular activity. 
(camp) 

PARENTS 

In addition to the role of parents in sharing the institution's vision and in being part of a learning 
institution ... 

Some raised the issue of the compatibility of the family's Jewish practices with the goals and 
curriculum of the institutions ... 
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[Question: In terms of creating the type of student you want to create, how important do 
find the parents own practices to be? Response:] You have put your finger on one of 
the biggest pieces of all of this. That is, when we talk about creating certain 
kinds of students, helping bring people, whether they be small people, or larger 
people, through a process where they become a particular kind of student 
demands, in many ways, for there to be real context for that kind of a 
student.. . .And, what is shabat? Is shabat Friday night? For some people it is 
only Friday and not Saturday. For some people, it is only Saturday morning. 
So how do we begin to define those kinds of things and the role of home life 
and the role of parents, and the role of context for this kind of learning, if it is to 
be considered critical learning and value based learning, if it in no WO!f, shape 
or form, is aligned with the con.text of that child's reality, then it goes nowhere . 
. . . what is interesting aoout this notion of taking stock of where your pa.rents are, do we 
then begin to, in order to create an alignment of context for students and for families, do 
we then revert to the lowest common denominator of comfort level, of understanding 
and of ability? (suppl) 

About the people. I would find out a little bit of family background and Jewish 
background. How they see themselves in their role in the institution. How they see 
themselves in connection with the Jewish community. What it is they feel they contribute 
to the enterprise of that particular Jewish community center and what it is that they 
expect and then specifically what it is they expect Jewishly. (JCC) 

Concerning parental participation (as was discussed in the Vision section} ... 

Is this curbside Judaism in which kids are dropped off and the pa.rents don't venture in? 
What kinds of experiences are happening for parents in the building? Are there 
meetings, classes, are there educational opportunities? Is there interfacing between 
the kids? Is there an active family education ongoing program for 1he parents as well? 
Are there other adults learning in the building so that kids get to see a role model for 
them? Another vrords, maybe hebrew classes are going on for adults in the building so 
that, while kids are pulling up to the curb, other adults are coming with their sack of 
books as well? I think these are all part of the parcel. (Rabbi) 

and an important caveat on parental participation ... 

all of this that I'm describing says that an effective school has a high degree of 
participation so you would need to know what opportunities are there for parents to 
participate in their children's education and that could be like a family education 
program but it could also be in terms of what they do at home like we had a temple in 
Atlanta, we had a major youth library program and the purpose of that was to get the 
children to read books because we knew they wouldn't read textbooks so from fiction 
you can learn a lot about Jewish life and a world view of Judaism and there's one issue of 
participation would be you know are people checking out the books, are they taking 
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them home, is there story telling, bedtime reading, things of that sort would be another 
way of looking for opportunities for participation because I think that the parents do 
need to be involved in the education but very often they have to be shown ways that they 
can be involved. We can't assume a lot of people say you know it's terrible that parents 
just drop their kids off at religious school. I say on the other hand so what opportunities 
have you made for them to be able to participate. You can't make that statement until 
you've given them many different opportunities and they fail to participate. Because 
otherwise it's your problem not theirs.(cije) 

EDUCATORS 

The quality of the educational staff (in terms of skills and training) was mostly discussed in 
reference to the goals (vision) of the institution. 

The issue for me, is do all of the elements of the institution support and reflect the goals 
of the educational function of the institution. Then I would look at the personnel and see 
if they have skills and abilities to implement those goals. (???) 

Let's say a goal was to have kids speak Hebrew informally. If you don't have staff who 
can speak Hebrew, you can't reach that goal. So they are very closely 
connected.(camp) 

Some were against focusing too much on the quality of the educators ... 

... just doubling the salaries of the teachers in the afternoon school and getting PHD's to 
teach in those places, is not enough. On the other hand, if you create a cadre of 
educated parents, they will demand PHD's, because they won't allow their kids, if they 
care about Maimonides as much as Shakespeare. They will no more allow their kids to 
have a half hour a week with somebody who doesn't really know Maimonides as they 
would a half hour a week with somebody a week with somebody who is illiterate giving 
them Shakespeare. No one would allow that. .... it is saying is this the kind of place you 
would send your kids if they were teaching English, Math, Social Studies and great 
English novels? (fed) 

I find there is some correlation between the teacher's Judaic knowledge base and what 
she does in the classroom, but then you have another issue and the other issue is, what 
constitutes quality early childhood ..... '11 tell you, I probably would choose the person who 
had the good secular background and was ? because that is really important. These 
children are really very little and need to be nurtured and I would just try to do as much 
inservice as I could to help with the Judaica or I would see doing them together. I just 
have to tell you an interesting story, I never forgot it. Many, many years ago, one of the 
directors of one of our bigger schools said to me, she only comes with a very limited 
Jewish background, she said, why do the teachers, why do I have to learn all these 
holidays, why can't I learn it along with the children. It almost blew my mind. I said to 
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her, how would you feel ii your child was in first grade with a teacher who knew the 
alphabet and nothing more. You would say how can you teach my child? She doesn't 
know enough. You are asking the exact same question. She never raised it again. 
There are two parts. One is the Judaic knowledge, the other thing is I think it is very 
hard for teachers, especially of very, very young children who do hands-on, experiential 
things, to teach children things that they themselves have never experienced. If you 
are asking a teacher to teach something about shabbath or a holiday, but she herself 
has never experienced it, it is like rote.(pre) 

And the question that one of the JCC educators asked is, how do we, why don't you send 
us some of your wonderful rabbinical students so our camp could be Jewish, too? Now, 
that statement is a complete misunderstanding of how you build an educational 
institution. And I said to him, suppose I sent you four rabbinical students this summer? 
What would you have them do? Really, what difference could they possibly make within 
a staff of let's say, 150 counselors and 300 kids, all of whom know that they are working 
within a certain existing culture? I would send you staff when I knew what the culture is 
you wanted to create and what the culture was that you and what the values behind it 
were that you wanted to build. And until you can answer that question the way the other 
three camps have answered it, then there is no sense deciding wha1 kind of staff to send 
you. What am I going to send you, a really good dovoner from rabbinical school? What 
good is that going to do for you? Unless dovoning is one of the things you think is of 
value that is central to your camping purpose. So, the first thing I think you need to do 
is get a sense from the staff, the real functional culture. Jewish culture and values 
culture of the camp. (camp) 

Significant emphasis was placed on the educator as a role model... 

It's the differences that Jewish educational institution everything is potentially value 
laden which affects not just the subject matter but how things are taught and how all the 
people involved relate to one another. That Judaism is not just subject but a way of life 
and behavior. What that means is that the people representing an institution also serve 
as role models in everything from contract negotiation to how they make a flyer and how 
they communicate with parents. (jcc) 

Because particularly in the area of working with Jewish, not Jewish, any teenager if they 
for a second feel that you are false with them, you've lost them and what happens is that 
if you advocate a particular lifestyle and do not live that lifestyle. So if you talk about the 
laws of kashrut, that you yourself don't keep kosher, forget it, it's useless ... So the issue of 
being a dugma is essential (youth) 

Now, but there is a very subtle component which you can't really see, and that is the 
teacher is probably the most important person there who kind of really, somebody says 
that Judaism is caught as well as taught, it is her, it is almost all her, it is her attitudes 
toward Judaism. In other words, when Friday comes around, and the children have a 
practice shabbath, does she do it because it is in the curriculum and it says to do it so 
she pulls out the stuff and does it, and then quickly gets over it and puts it awct'f. Or 
does she do it by making that day really very special for the children so that they know 
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that even though they are not going to be in school on shabbath, they still have this 
preparation for shabbath which makes it a very special time for them. In other words, 
are there books out, is there music, is there something that creates a very special 
environment for them because for many of these children, this is their only experience of 
shabbath that they are going to have in school so you really have to maximize it. (pre) 

Are the teachers trained? Are they Jewish role mod.els? Do they live Jewish lifestyles? Is 
the teacher who teaches about Shabbat there at services on Shabbat? Those kinds of 
things. Another words, is there a lack of diss·onance between what is being taught and 
what is being lived on the parts of the teachers, faculty, administrators, etc.? (Rabbi) 

Related to this, respect for educators ... 

I think that the professionals who work in that organization I want to say are well 
respected. (youth) 

Many mentioned the importnace of educators continuing to learn, but as a component of the 
institutions learning process (as mentioned in the Vision section). 

It would be an important component in reaching the goals. I don't think it can be an end 
in and of itself....refine their skills, be more reflective about their practice, but also 
having an expectation that they will continue to learn and continue to stretch themselves 
in terms of both the practice of education in today's content. (comm) 

If there is time for teachers to think together, staff development in some fashion even if it 
is at regular staff meetings, in synagogues it is usually lay leadership, mobilizing a 
variety of people both those that have money and those that don't have money. People 
with ideas, not necessarily money. It is usually issues of programs that you can see that 
meet the needs of a variety of kinds of people that could keep within the frame. It's 
not something for everybody, but it's something ... There is some kind of study 
component. It's interesting how few institutions have regular staff meetings in which 
people do any kind of planning with regularity. Any kind of checking back and forth. 
Any kind of regular communication, any kind of feedback, any kind of evaluation 
system, any kind of accountability. If you find a place like that, you are more likely to 
find a place that's worth looking it. It doesn't say that they have everything but, at least, 
they have component parts. If those things are missing, if there is no accountability, if 
there is no regular communication, if there are no ways in which people can air their 
concerns, their grievances. If there is no way to plan together, then you don't have an 
organization that is going to be a good educating organization cause it's just gonna ... .if 
it's always crisis oriented.(cije) 

It's critical. If everybody's not on the same wavelength, that leads me to one other 
criteria or requisite. Regular meetings of the faculty on the same principle that they 
ought to be involved in shaping the institution and if it's to be a consistently transmitted 
culture, it needs all people to be operating on the same wavelength otherwise you have 
dissidence and mixed messages and the students get confused and that's not safe and 
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not conducive to full attention to the learning agenda.(informal) 

The third characteristic, I think, is to give the professionals a part in the creation of the 
curriculum and the structure of the educational institution so that there is a real sense of 
participation in decision-making by the line people. (camp) 

I'm talking about two kinds of meetings. Both are educational. Regular faculty maetings 
to talk about administrative procedures, problems with students, communication with 
family and our own work together and our own morale and relationships. The other is 
in-service development and training where time is put aside periodically for some 
agreed upon subject to be done collaboratively with the faculty, agreed upon subjects 
and resources to do some learning about whatever it is we want to work on. I think 
that's quite important.(informal) 

LEARNERS 

Much of the discussion about learners took place under the issue of "outcomes" in the Vision 
section. However, some other areas were raised. 

That would be a measure of success that if you increase numbers in participation on a 
lot of levels. Do you have long waiting lists for all of your Jewish schools? That is a 
measure of success. Do you have so much adult study going on that you can find 
something at any hour of the day and it can be anything from _ _ ___ content study 
to a lunchtime discussion of yeah, Ive got a mother on life support and I don't know what 
to do about it. I need to sit around and discuss that with some.body - just a friend who 
has enough knowledge to synagogue participation. It could be any range of things - it 
can be making the first donation to the Federation. I mean I do consider that 
participation.(central agency) 

One of the goals that I had last year for _______ was # 1 to increase the 
numbers of students attending and that always becomes a way of judging, you know the 
numbers game and in that case we had a situation where we had gone from 79 
students the year before we went to 114. That was an indicator but that was only the 
beginning of the year. All that told me was that what we had done up, we had done a 
better marketing job perhaps than had been done before. And maybe it wasn't the 
marketing job, maybe it was that the number of kids in that age cohort for this particular 
birth year was much higher. So there's a whole range of possibilities there. But that 
was only the beginning of the year so that didn't tell us if we succeeded. How I knew at 
the end of the year we had succeeded. # l we had a higher rate of retention through 
the ten Sunday sessions and the five weekend _________ . And we had 
that information because it's been collected for the last 4 or 5 years and we literally 
could look session to session, weekend to weekend to know what the numbers looked 
like and we're definitely in an 87 or 88 percent sort of retention rate and the feeling of the 
bureau board, you know, my supervisors what not, that was # 1 we were doing better 
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than we normally had before and that figure in :itself was a reasonable figure given what 
tends to happen with the attrition rate with teenagers, with anybody over a long term 
project, you know, 15 week projec1 spanning from September to May. Then, there's a 
much more, how shall I SC!'f this, much more personal responses from the students, from 
their parents. I had parents who called me and thanked me personally for recognizing, 
you kn.ow, it's generally a kid who's having trouble that this comes from. You know when 
you recognize the child, you know, are able to take a child under your wing kind of 
thing. Those are the things that don't usually come out on. I had many, many 
responses from kids this past year. It was a good feeling.(youth} 

We are looking at numbers of people multiplied by the numbers of hours that they are 
actual.lly engaged in Jewish learning as drawing up kind of a chart in all of our 
programming to determine one way of determining growth or effectiveness. That would 
be one element. (jcc} 

While some mentioned the importance of learners enjoying the program, a signifcant caveat 
was raised about learner satisfaction ... 

another 'Wa'f you can evaluate, is customer satisfaction. Now, I may have mentioned 
this to you before, that I was once involved in a program where we had hired a guy 
whose a person I like, to evaluate the program and he said to me after the first couple of 
days, I said to him, "how do you think it is going?" .And he said, "customer satisfaction is 
ver:y high," and then he paused and said, "of course, in Jewish education, customer 
sa1isfaction is not our only value.(cije) 

LEADERSHIP 

Leadership was not disussed greatly by the consultants. Perhaps, it was because (as one said) 
there are different styles of effective leadership. Perhaps, it was because effective leadership is 
part and parcel of everthing else. However, a few suggestions were made. 

I don't think there is one model of leadership. I think there are different ways of being a 
leader .... So I don't think: you can generalize well about leadership ... But it's a thing, you 
pretty much know an institution has it when you listen to the people talk in the institution. 
Because what will happen in an institution of good leadership. people will have a sense 
that they are moving in a direction that they are organized that there is something 
thoughtful going on. When you don't have good leadership, you'll have the staff saying 
that they feel that the place is adrift, that they feel like they don't know who reports to 
whom. I think you can get that from interviewing the staff people in an institution ..... and 
also that gives people a sense that they are empowered to work there. And to do their 
own thing. (cije) 

The breadth of knowledge that the school director had about what was happening in 
different classes, the extent to which the person had you know could evidence warm, 
personal relations with both teachers and students. (central agency) 
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If an administrator walked in, he didn't necessarily just sit at the back of the room, she 
would always come in and if the class was doing individual work or whatever, and the 
teacher needed another pair of hands, the administrator was there for them. That 
ability to create a team spirit and a team effort, I think, is critical for effective Jewish 
education. (camp) 

In other words my own feeling is that we don't need those revolutionary educators, but I 
think what we need in many instances is a person who is really well organized (adult) 

TI-IE PARENT ORGANIZATION 

For supplemental schools housed within synagogues, the congregation and its relationship to 
the school and to learning itself were considered to be very important... 

I think that the only chance that supplementary education has is as a part of a larger 
fabric of congregational life. I think those are one and the same at this point in time. 
(Rabbi) 

Number one the most important pieces where religious education fits in the overall 
scheme of the Synagogue itself. Um, is it a hard priority, is it in the mission statement 
and then how does the congregation support it and then we are talking about financial 
resources, staff resources, etc. So I think that that's a primary piece and maybe a 
philosophical underpinning. I think in this area of lip services parent and children are 
the most important, we've all heard it. How this synagogue begins to organizes itself and 
sees in itself, um, vis-a-vis, the education of children, but it has to be more than just 
children, um, and that is the larger picture. Um, in other words I think a congregation 
can have an effective supplementary school if it understands itself as primarily the 
congregation does, that is, as primarily a teacher of Torah. If a congregation sees that 
its primary focus is one of education and learning then I think that becomes a kind of a 
basis for what will then flow out of it. What I'm saying is that technique and technology 
is important and people who can effectively deliver service are also important. The 
Technicians, um, but unless that flows out of a larger picture, a larger piece, then I think 
that that's whatever we do technically is going to have short term effect and not long 
term meaning. So what I would say an effective religious school or supplementary 
school than I would look at what is happening in that congregation as a whole and how 
is learning a part and parcel of what goes on within the very fabric of the synagogue. 
(Rabbi) 

The characteristics of an effective school is that in some sense it is a community but 
there is that interrelatedness among child and parent and among all of the 
congregational members in that within the congregation there is a sense of community 
so it goes a little bit to what Reemer talks about in terms of is the school a beloved child, 
a step child. It gets into, you could derive it from the attitudes of how people view this 
school. Is it, do they feel like that everyone should support it or should it only be 
supported by the people financially I mean.(cije) 
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We'd really have to look at adults and how their involved in their own learning and how 
that interplays with the education and learning of children and adults I don't mean just 
people with children. I mean all adults within the congregation .... Are people learning? 
Participating in learning activities and the congregation are they engaging in learning 
experiences outside of the congregation because when you start talking about adult 
education, there's a lot of thing that we do on our own that is self-study whether it be by 
going to a movie with Jewish content or reading a book with Jewish content, talking 
about politics, Israeli politics with our friends. There's a lot of opportunities for learning 
and how much that's part of the culture of the congregation and reinforced and enable 
shall we say. I think it's important so when I see a best practices of supplementary 
schools, I worry that may not be the best way of looking at the whole enterprise.(cije) 

Do meetings have a dvar Torah? Do congregational committees spend time studying 
issues from Jewish prospective? Is there a daily adult education opportunities? How are 
learners or people who involve themselves in the learning process looked at within a 
synagogue? What places of authority do they have? What honors do they receive etc.? 
What is the interface between adult learning and children's learning? What kind of 
family education? What requirements are there for a child from early on? When does 
education begin for kids? What is the attitude towards children once they become Bar 
or Bat Mitzvahed? Is it acceptable for kids to drop out from school? Is the expectation 
the norm for kids to continue until what age? What happens after confirmation? Those 
kinds of things, all form the kind of total fabric of education within the school. So I think 
those are very, very important parts. (Rabbi) 

In particular, the role of the Rabbi ... 

Has the rabbi has any engagement with teachers? Does the rabbi ever come to a staff 
meeting? Are teachers ever invited to the rabbi's home? Does the rabbi talk to the 
educational director regularly? Do they share goals with the school? Do they share 
goals for their teachers? Does the school sit inside of the congregation in a way that 
makes sense?(cije) 

Then I think there is the role of the interaction of the rabbi within the congregational 
school. Where is the rabbi? Is the rabbi in the classroom? Is the rabbi in the building? 
Does the rabbi know kids by name? Is the rabbi an active participant in the educational 
process? Another thing that I think is important is what is the religious message that 
kids are getting and acting out? ls there a Tefilah that kids attend and participate in? 
What's the feeling when one is in there? Is that a positive or is it a rote kind of 
experience? Is the rabbi one of the participants in the service or a leader of the service? 
Is the cantor there? These send messages to children and their parents that this is a 
priority. (Rabbi) 
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C0lv1MUNITY 

Community was deemd important by most of the consultants, as it related to their struggle to 
develop an effective educational institution. 

The community has resources which we could use and services which we would not want to 
duplicate. 

the third is where does this fit into the rest of the community and how? And, what 
means are available in order to use other resources that exist, because given the fact 
that the community today has limited resources everywhere, I would want to know 
that .... So that I don't need to have everybody on my staff who can do x or y as long as I 
know how to find them in the rest of the community. (camp} 

There is also a need to map community services against community needs. Where are the 
gaps? 

You have to know all of the pieces of the puzzle - what's going on Jewishly in the 
community and try to find out. For example, there is a huge gap in the area of singles. 
Single Jewish adults. Nobody is serving them. And even the JCC isn't serving them. In 
order to become effective, I think it would be really great to do a Jewish audit of the 
community. And get a sense of what is going on where and who is doing it. How can 
friendships be forged? I think knowing the community is really a key piece of it.(jcc) 

I would want to know what are the different products, either available in the community 
or that could be created in the community which could reach that target market. So for 
instance, if we decided our target market was young families, then are their resources 
in the community that could, or in the institution, or that can be available for the 
institution, that could develop Jewish family education programming? If my target 
market was the unaffiliated, are there resources that help us in that respect in terms of 
marketing, in terms of young, dynamic teachers, that could be attractive or big names 
that might get people into a door. Are there possibilities for more active things like trips, 
that might attract people or retreats, etc. So, I would try to determine whether the 
program opportunities are available in the community or within the institution. (jcc) 

And a market analysis ... 

I would need to know is who the target audience is? Who are we trying to reach in the 
program? How does that contribute to the goals and objectives of the program? (jcc) 

It was deemed important to understand the culture of the community in order to know how to 
engage in change. Institutional change sometimes would require community resources, (as 
eluded to above} and/or community support. 
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See that's a cultural thing in the community. I think in a community like this what I 
learned about Atlantd and it may change next week - you need to kind of show them. 
It's a show me community so you need to do things in microcosm first. I think there are 
movers and shakers who will get things done, but you need to get them co-opted as 
one. There are other communities like Los Angeles where I am from, and it may be that 
it is because it is a larger community - that you can just kind of can do something and 
people will buy in. (central agency) 

I'd need to know where the institution stood relative to those indicators that we have 
been talking about. Whether they have even thought about it. Um, I need to know, um, 
the level of community coherence, um, and co~aboration among and between the 
institutions. I'd wont to know obout the institutions individually and then their 
relationships to each other .... Um, then does the school feel they are in competition. Do 
they do things together. Would they be amenable to, um, engaging in collaborative you 
know off the bat, at this point in time, would they, if they all agreed that one of things that 
would enable them to be really effective would be a higher quality of personnel for 
example. Um, would they all work together and not just give lip service to the notion of a 
community wide program, process, whatever to ensuring that there would be a very 
qualified teacher, educator pool within the community. Or are they still of the mindset 
that when a good teacher comes to town they outbid each other and try to steal him or 
her from each other, which occurs in a lot of communities. Um, I guess kind of a sense 
of the turf issues, Jewish education very often is the playing field upon which a lot of 
other turf issue wind up getting beaten out. So I would want to know about that and I 
would want to know about the general support in the community for Jewish education 
among the lay leaders especially among the federation, but if there are other important 
Jewish institutions in the community.. I would want to know about their level of Jewish 
knowledge and education, of the leaders themselves, very often if they don't, if they 
themselves are not committed to Jewish learning, um, they are only thinking about it in 
very limited terms, um, kind of the continuity terms that you sometimes hear that the 
next generation should be Jewish and I say hey, what about this generation, you are not 
dead yet. Um, but know if they think about it mostly as for the others then I don't think 
you get the same kind of support and passion from the gut that you get from people who 
themselves not that necessarily they are very learned themselves at this point in time, 
but they are committed to increasing.(jesna) 

Finally, since effective institutions have "outcomes" which extend beyond their walls (as 
discussed in the Vision section) knowledge of other community activites in which one's students 
are participating is important. 

An effective program goes well beyond what's happening just to those children and 
certainly goes beyond the walls of the classroom. So that what families are doing the 
opportunities for adult learning are all part of it in terms of audiences and opportunities 
for education that go beyond the congregation such as camping, or informal education 
that's often within the congregation which is the educational aspects of youth 
programming. Camping in particular would be the one that occurs that I can think of on 
the top of my head right now that would occur outside of the congregation. Then within 
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the congregation I think an effective schooling program breaks down the classroom 
walls in several ways. The main principle being though that the warning that goes on in 
the classroom is in some related to experience or experiential elements but there's a 
context in which much of that warning has some relevance. So for example, if you are 
studying in the classroom the Jewish holidays that there are ways in which that becomes 
practice either in the home, the life of the congregation. If you're talking about the life 
cycles the same thing. (cije) 

Bl.IT, on community visions ... 

While many consultants deemed the mapping of community resources, needs, target 
populations and major players to be important, the idea of a community vision was discussed 
by the consultants with significant ambivalence. On the one hand, it was doubted whether a 
communty's vision could extend beyond advocating support for more effective educational 
institutions. On the other hand, it was deemed that a community requires a more concrete 
vision in order to decide where money and time should be invested. 

Caveat: 
Roberta insightfully pointed out (in a discussion we had after the Goals Seminar) 
that when people talk about community they usually mean Federation. It may not 
be that we need a communtiy vision, as much as that Federation needs its own 
vision. Thus, perhaps its not an issue of institutional profiles versus a community 
profile. Rather, can we develop a "taking stock'' process for Federations (that 
they would use toward becoming vision-driven)? 

I would focus it at the institutional level. One of the questions we run up against all the 
time is, is there a particular community vision and the reality is that in order to serve as 
diverse a constituency as we have, you know from Jewish Secular Schools to right wing 
Orthodox Day Schools, there's no one vision we can put out there for what is an 
educated Jew, what people ideally ought to know coming out of their experience. Those 
questions are bound up by the individual ideology and philosophy of particular 
institutions. So where we can be helpful is in providing a process and recourse within 
that process to help institutions think about these issues and take them the logical next 
steps of redesigning curriculum and doing future training that are aligned around their 
goals. We can help them think about their goals but their goals ultimately have to flow 
out of what they are about... ... Now I mean there are flaws with that you know which I 
think we will be continuing to struggle with. When we get the priority questions about 
where we get our energy and resources. You get at the questions, well what does our 
leadership believe is right and should we invest a lot in the workman's circle school 
when we don't really believe for the long-term that what they have to offer is going to 
have a meaningful impact on community survival.(cental agency) 

Part of it is, if, creating the community vision gives you a certain, I think that things are 
interdependent. Because creating a certain kind of community vision provides 
permission for the congregation to make internal changes in the congregation. 
(federation) 
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The other part of this, which I think is important, and this came to me after a long, hard 
struggle with a lot people and a lot of thinking, but you know, you've got to include a 
religious piece to this vision. You can't, I mean you at least have to open yourself to the 
question, can there be continuity, absent a struggle with the God of Israel. You don't 
have to accept it, and I know not eve:rybody's going to be a total .believer, and that's not 
the ticket to Jewish continuity, but a struggle with the religious vision, we've neve r had 
continuity across generations. I can tum a guy on by sending him to Israel. I can turn a 
person on by sending them to the Holocaust museum. I can't give them a transmissible 
vision, and a transmissible life out of those experiences. (federation) 

I think an effective jewish education allows people to know the whole spectrum of Jewish 
life from _________ practice to mod.em history, mod.em Jewish history and 
that a person forms his own identity within that spectrum and decides what kind of a Jew 
he is and I think that's an effective Jewish educational institution.(central agency) 

ON THE 'TAKING STOCK' PROCESS (IN GENERAL) 

Some consultants pointed out if CUE could encourage institutions to undertake the "faking 
Stock" process, that in and of itself would be beneficial. 

Because it forces you to sit down and have the conversations, you know, sometimes we 
are forced to document things, you may never even look at that document again, but the 
process of creating it forces certain types of talking within the institution. (day) 

There's a lack in our community of utilizing these processes, because I think we are 
immature institutions in general... .I think that's pretty typical of Jewish community 
institutions, the afternoon schools as well, just now beginning to hear about the idea of 
self-assessment, goal setting and all of that....See I don't think you have to make a 
process, I think you have to sell people on doing it... . .I think you are probably always too 
green to do it without some support. I do think you need a consultant to help set up the 
process. Cause you always have some leadership, whether it be professional -or board 
who are initiates, who are beginners ... . No matter how desirous you are reflecting. You 
do need someone else to hold up the mirror for you .... I think it's very important to have 
relationships with other institutions which have at least some kind of similarities. (day) 

My favorite story is of Elie Weisel who came home from school and his mother didn't say 
what did you learn today but what questions did you ask. (central agency) 

The most significant thing I learned from the consultations was the need to look at an 
educational institution in a systemic fashion. The relationship between the pctrts is at least as 
important (if not more) as the parts themselves. 

Talking about the relationship of vision to (everything) ... 

25 



You're a really good educational thinker, you can sit down in a room and say, okay, how 
is it going to impactt the teachers I hire? How is this going to impact the curriculum that 
we use? How is this going to impact when we have assemblies and when we don't have 
assemblies? Do we give ________ , don't we give ________ _ 
Does everyone one wear it? Do we talk about it, don't we talk about it? Do we have 
_____ _ part of the school, don't we have ________ ? I mean it really 
has to do with everything. How much money are we going to spend on any one thing in 
this school? How much time are we going to spend on any one thing in this school? 
One of the things actually, so interesting, one of the ways that I actually learned to think 
about how the things were actually connected like that was at camp. And when I say 
that they d id, I sort of a _ _ ______ for a person who came into through their 
educational system in terms of what it was about. You learned how to think 
educationally or how to think connectedly about all the different pieces of the program. 
If you were doing this and you weren't doing this, what were you trading off? Which was 
the more beneficial in terms of your time? If you have 14 things, how many of them 
could you get in. Do you know what they did, this is really wonderful. They had a grid. I 
haven't seen one in a long time. I don't know if it's as wonderful as, but in thinking here's 
how this grid went. What are the kinds of experiences we want a kid to have in camp? 
A social experience, a religion experience, an aesthetic experience, a re-building 
experience, an experience of leadership. What are the possibilities of a day in camp 
and where could any of these fit in and the work at thinking about how are you going to 
program for kids to have these kinds of opportunities in the course of a summer. In that 
regard, it was extraordinarily sophisticated in terms of what it did. (cije) 
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I 

CIJE 

MONITORING, EVALUATION AND FEEDBACK PROJECT 

INSTITUTIONAL PROFILES 



I. DEFINITION 

The Institutional Profiles have been conceived cis a self-study 
process (with accompanying instrumentation) by which 
educational institutions can take stock of their organizational 
reality, as a necessary prelude for engaging successfully in 
planned change. It combines the first two steps in CIJE's model of 
Research to Analysis to Planning. 
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II. RELATION TO THE GOALS PROJECT 

In order for educational institutions to change toward becoming 
vision-driven, they must nurture the dynamic tension between 
what is and what (they think) ought to_ be/A process is needed 
through which educational institutions can gain accurate 
perceptions of their systemic realities, acquire a sense of 
alternative possibilities, and move beyond where they are now. 
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III. THE INSTITUTIONAL PROFILES WILL 
ASSIST EDUCATIONAL INSTITUTIONS ... 

1. in gaining accurate systemic perceptions of their 
institutions; 

2. in acquiring a sense of alternative possibilities; 

3. in obtaining knowledge about their institutions and their 
communities that will be needed to engage successfully in 
observable and sustained change: 

a. base-line data; 

b. knowledge of available resources (i.e., financial, 
physical, and personnel); 

c. knowledge of limiting conditions in the institution and 
the community; 

4. in nurturing a dynamic tension between what is and what 
ought to be. 
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IV. ISSUES TO ADDRESS 

1. Degree of Structure: 

Will each educational institution construct (more or less) 
unique Institutional Profiles based on certain, given 
principles? 

or 
Will each educational institution follow a (relatively) 
structured set of procedures for the creation of analogous 
Institutional Profiles? 

2. Institutional versus communal levels: 

Should we develop a process (and accompanying 
instrumentation) by which communities (i.e., continuity 
commissions and other communal bodies) can construct 
communal "Profiles", as a necessary prelude for engaging 
successfully in planned change? 

or 
Should we focus solely on the development of Institutional 
Profiles for individual, educational institutions? 
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V. WHERE TO GO FROM HERE? 

1. Work with CUE staff to further develop the Institutional 
Profiles in line with the Goals Project and other CUE 
activities. 

2. Design the instrumentation for the Institutional Profiles. 

3. Pre-test and refine the process and instrumentation. 
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Ada11 Garnoran (~a~oran) 
E l le n Go l d r i n g <"' o l c r i e b ,1 ct r v ,'l >t • v and e r b i l t • e i u) 
rle;no to nan ~ Dan 

Adam~ t.llen , 

I wrot e , out Jid not senJ yet, the following rn~mn to Dan Pekarsky, nan 
,·1 a r om o n t n e I n s t i t u t i on .:. l r r o f i l r s • A s [ m en t i one d ti e f o r e , t h e rn a t e r i a l s 
.ie us ecJ for the l _ _f -jvisory ·,ee ting in the Fa ll were to thin (by 
c he•se lves) t o prov i de an ade1uate unJerstand i n_ of how ~e were 
conceivi nJ the Institutional, rofiles . The fo l l o inJ memo i,; b:ised on 
thvli e r,1dt eri3ls , Jt..t include~ 1dditiona l mate ri ls that we had chosen not 
t o i nclude in our iritial ~· r esPnt..ition t o the t\dviso ry com11ittee . Please 
r eview th e following ~e1110 to ake sur~ t hat it ' s C11ore or lPss> f i ne with 
you 31:.FOht I sen1 it to f1 (whicn I ,1oulJ like to do 3t the tP'.) in n i nJ of 
next .ieek) . As I stated in the introductor1 nJ rt of the menn , it i s on ly 
a "tentative anJ roi.. (;h sketch" o f our idea!. to dat'! of .i'l ich we do not 
a\airee on every element or the rli r ection it ill ta~e i n relation t o t ne 
c,Oals i>r oJect . 

0 1 l l 

lJan .. uan , 

Sorry tor the cJelay in s~ndinJ yo1.. this rne·o on the Institu ti ona l 
P r::>f,les . llther act i vities hctve ke.,t me rather t,usy lately. 

Tn,s ,1emo ,.,; ll summarize our c ·:EF ' s) thouJhts to date on t he concept of 
I nstitutional r,>files a:; rel ated to the ju .3Ls P roject . Hc..i Pver, it 
s noula oe 1ated thdt throuyhout t ne istory of the Institutional 
r'rofi l es j)ru j ect , the purµose of the Institutional P rofiles has re ceived 
dS much oeodte ·Jl ci so,ireerre11t ~s its cJnt t>nt . ,\rnonJst ou r se lv es , wP 
C ;1 lf > ti o not a \J re e c n eve r y e l e ~ e rt i ., i t , nor a re ,1 e c e r ta i n a s t o 
exactly how i t woulo be p layed out in relation to the Soals P r oject. 
,' lease un\Jerstand the followin~ as a tentative an1., r ough Skl'tch of the 
po!.sio l e .. hat c1nd wty of Institutional Profiles . f J,,Pfully, it .. il l 
p r o voKe some thou~ht and oe the ~Jsis for a contin~ed dis cussi on . 

A final caveat oefo r e I be'.)in : 
lne lan ,;,uaje ot:lo~ rtf!rs s~ecifically to e11ucationa l institutions . 
tio>1ever , it may be ar.~ropri ate anc beneficial to talk about " Communal 
P r ofiles" ot whic, communiti~s ca 1 t3ke stock ot tne'lselves . 

[j 1l l 

ThE C')'lC[PT OF l/lSTITUTIOt' AL PWFILES 

Je ( 1~t ) have conceived the i aea cf Ins tit Jtional P r ofiles as a se lf 
stuoy µ r ocess (with dccompanying instrumentation> hy which Pducat i onal 
i nstituti ons CJn take stock ot th~ir orJanizat i on3l r eality , 1s a 
nece!.~ary ,>reluJe fer en.;aJin in planned c,anJe . It co l:>inPs the first 
two steµs in CIJ: • s model of esedrch to ~n3lysis to ~lannin~ . 

I t ' s e II vi s 1 one rJ re l at i on s t1 i p t o t ri e 'io a ls I' r .J J e c t i c; pre mis ,, 1 on t h e 
assu ~ption thdt in cra~r for. uc tiCndl ,~stitut,nns to chann~ toward 
oeco~,n~ vis ion - ori ven, ,hey ust nurture the dy~a,ic tension ~etween 
>1 hat is and whot (they t ink) ouJ,'.t to be . Tlius , ii p r ocess i s needed 



throuJh wtlich eoucation,il instit,nio1s can ;ain ,rn .~ccurate ;>P. rception 
of their systeric realities {-..1hat is), 1cq..iire a sense of alternative 
possi.:>ilities, :ind nove oeyo,1i where they are now . 

At the outset , ,e re1lizec1 t,,at this takinJ stock process criuld involve 
the institutioral 1ersonnel in exploring a v.aii.t nu,~ber of p1>ssible 
areas . MonJ othen, , it could include: 

- ~hat is their vision? 
- ls tht visions Jred by stuJerts, ~irents, st;iff and the 

l eadership? 
- rlo1o1 is their vision currentl1 integrate:! i nto curricul1J, staff 

trainin 3 , etc . ? 
- .~urnuer of stucents 
- ~tuoent outcomes 
- [~~ertise and trainina of staft 
- Leaoe rs hip 
- Llui laing c~pac ity 
- Finances/budget . 

lliven tne vast 11niverse of poss i ble areas ',,lnich c:,uld !:>e explorerJ , it 
.ias felt necessHy that we rarro1o1 the focus of the institution.ail 
l'rofi Les . 

Thus , in June or 1'1<;4, we consultJJ ,iith 23 ex1,erts in the fiel d of 
Je,1isn educatio,, rre,- a vari ty ,J f settinJs an".l Pnomin-1tinnal 
dtfiliations . ~ askeo them to l'-'•1s tion~: 

l • .Jhat are the characteristics of an effective .le,1ish e:l ucational 
i nstitution? 

2 . If you wanted to improve a pHticuldr Jewish .. Jucational 
instituti o~ , ~hat ~oulc you neeJ to know anj how would you know if 
you sue ce1o ,., J? 

Li t desireJ, [ can provioe yoJ with a cateJorize~ selection of the 
consultants' r es1,onses ;Hie" can ,1 rovi c1e an infor•n~l summary of their 
views . ] 

t-rom the consultaticns, .e le;irne J t~,ree Coverla.>;:iinJl ~.; idPli nes for 
Oevelopin~ a td~in~ stoc, r rucess . 

l . The first of these is t ha t the JPneril focu:; ~or t he t;ikinJ stock 
orocess should b e the conce~t ot " learnin,J with in i nst i tutions ". 

'ho learns? \lht' n? '• ere? 
- ,:ow vue3 one 's learninJ relate to the le/lrnin~ of others? 

(For instance, how does the learning of r1 teacher re la te to 
tne le~rninJ or her stuJerts?l 

- ,101o1 is learnin..: Cl::y students , teachers, na rents, 'lnd the 
leadership) related to the institutior •s vision? 

- In wn,Jt sense joes the instituti on learn'1 (PlanninJ and 
evcl~atior as~ process Dt learninJ . l 

·'lotaoly , tiroush enJa.,in.., i n the envisioned ta~ir., stocl( ;:, rocess 
th c "in st i tut i on" w i l l tie., i r, to le a r n . 

2 . A l<ey µrinci;, l e for uncerstandina the institution is that "t he 
relations oetween the parts a re at least as i~portant as the 
inoivi dual ;,arts" . 

- ,>oes the tud'.)e t prlvide sutf ici ent support for thP 
professional JtvelopMent o':Jjectives of t~e instituti:,n? 

- Joes the curriculuJ take into acc.:>un t the .ay in wiich 
Juuais 111 is ~r11cticed by its studt>nts beyond the cnnfines of 
tne i Hti tut ion' 

- ~oes in-service trainin~ for eJucators rovide knowledge ano 
skills .ihic are ar ro,.iri"tP t> t t? .,oJLs of the institution? 

1,, 



.:, . The central focus of the syster .. i c view (articul~te.:l in point !t2) 
wo ul d ue vision . 

By this rr.cst cc,nsultants meJnt the intended " outcome" of the 
~ducational p r ocesses (i . e . , t h e JraduatinJ student) . 
Obviously , this ccheres with the b~sic premise of the Goals 
Project . 

To provide a ~lirupse of how thP t1kinu stock process may work, three 
(very) tentative questions ~ere d~velo~eJ . 

a . ~hat are the ~oals that your ins t itution ident i fies as its o wn? 
1ak e a lis t of act i vities assoc i Jte.:l with these goals . Put each 
activity underneath the voal that it supports . [This w~s ,anny 
Peka r sky ' s suJ;estion . J 

b . Jescribe those places in which your teachers tend to interact with 
one another . ~n~n and for ho~ lonu Jo tney convre~ate? ~hat do 
they (typically> d i scuss? './h o (usually > guides the discussio n or 
sets the aJenoa f or the ,11eetiny? Then , ask th" teachers what they 
learn durin,_; each ty;.,e of interaction . rlow does what they lea r n 
rela t e to what they teach? 

c . I mag i ne tha t a stranger is visitin3 your institu ti on fn r the day . 
Take this µerscn for a wa l k thrtJuJh your ins t itu ti on a nd 11 ak e a 
list of everythiny the pe r son may see or do that would co~ve y t he 
per c eption th<lt this is a ;>ldce of Jewish lea r n ing . 

Fo r each question , tner e wo1..la be :,u i delines for anal ysis which wou lrl 
lead them ( hopefully) to a systemic understanding of their inst itut i on 
and wnat needs to be ;~proved in regard to the central i ty of v is ion , t he 
connectedness of P•rts , and the importance of everyo n e lear n i ng? Of 
cou r se , there may be also the mor~ strai;htforward questions that ask 
about the numbe r of students , the building capacity , the budget , etc . 

lie envision th.it this tal.ing stoc'< process coul o assist educa t iona l 
i n stitut i ons involved in the 'ioals Project in several (rela t ed) ways : 

1 . in o v e r cornin~ their institutiona l my t bolo3ies ; [f r om ~anny 
?eka r skyJ 

2 . i n gainin ,J an accurate systemic perception of the i r inc;titut i ons i 
[In my readings on o r ,:1.inizdtion chan,Je , I have found that 
most a uthcrs find the development of a systemic view to be of 
equal i mpcrtance to developin:3 vision as a f ounda t ion fo r 
en_;auing in successful chanJe . J 

3 . in acquirin3 a sense of alternative pussioilities ; 
4. in obtainin9 knowledJe about the i r inst i tutions and the i r 

communities t hat 1,1 il l l:;e neeJed to enJa.,e succes s fully i n 
obse r vable and sustainel.! cha n.,,e : 

a . oase - l i ne a ata : 
o . knowled:;ie of avai l.ible reso u rces (i. e . , financial , physical 

and pe r sonnel ); 
c . knowledge of limiting conaitions in the institution and 

community; 
S . nurt u rinu a dynamic tension .:et.iPen what is a nd what 0113ht to be . 

In sum , tne takin~ stock ~recess "10u l d not only prov i de useful 
, ntormation . It i s envisioned as 1 tool of mooiliz;ition . Perhaps , one of 
the best wJys of JettinJ JJPCiJlf- t-> see the i mportance of vi sio"I is to 
ask them t o take stcck of the ir o .. n institutional visions and how the 
pr a c t ices ot their inst i tution relate (or jo not r"'la t e) to thei r 
v i sions . 

~ 
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