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P.O. 8¢)( 9465S, Cleveland, Ohio44io, 
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MEMORANDUM 

August 17 , 'l993 

TO: Participants in Bal timore Lead Communities Seminar 

FROM: Virginia Levi 

Enclosed is a copy of th• agenda for ou r two day s 0£ meetings in 
Baltimore mixt week . Remnder : the meetings begin with lunch at 
noon on t he 23rd and al l mee t ings will take p l ace at: 

THE ASSOCI ATED 
101 West Mo111nt Royal Ave , 
:Salt::lmore 
410-727•4828 

See you. t here . 



DRAFT 1: TlfiTA TIVB AGENDA 

qm 4 ColidP COMMVNlTIES JndSEMTNAR, 
JMLTIMQRE. AY<il/$7' 23rd .. 24th 1993. 

- Senion 1: Monday August 23rd: 1:00-2: 30 p.m .. 

The Lead Cowmmit.ics project : Updaie 
• Developments in the Lead Cnmmonitics 
.. Developments in the CITE 

- Se.talon 2: Monday Aup.st 23rd: l:4! .. 4:15 p.m. 

Systemic change 
• The concept 
- Content, Scope, Qualitr 

- Sesafon 3: Monday August 13rd : 4:30 - 6:30 p.m. 

The Lead Communities project 
- Enabling optiOD.9 ; prognsmmatic options 
• What is a Lead Community projtet. 

- Session 4: Monday August 23rd: , :tS - 9:00 p.m. 

The Goals project 
. - Goals, Vision and the Educated 1cw Project 
• Content u shaped by Goal, 

- Session S: Tuesday Aup st 24th : 9:00 .. 10: 30 a.m. 

The support projects: 
- Best Practices 
• Monitoring Evaluation and FeetAack 
• Goals , 

.. Session 6: Tuesday August 24th : 10:45 Lm ... 12: 15 p.m. 
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ClJE resources 
a) Staff 
b) W orldng with Denominations, Trainina Institutions and 

Institutions in Israel 
c) Jn.volvement of Lay Leadersltlp. 

- Session 7: Tuesday August 24th : 1:00 - 2t 30 p.m. 

Workpunfor 1993-94 
• Planning Process 
.. Pilot Projects 

- Seation 8: Tuesday August 14th : l:4S - 4:00 p.,m. 
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pRAFI' 1: TENTATIVE AGENDA 

CIJE & LEAD COMMUNITIES 2nd SEMINAR. 
BALTIMORE. AUGUST 23rd - 24th 1993. 

- Session 1: Monday August 23rd : 1:00 - 2: 30 p.m. 

The Lead Comm.unities project : Update 
- Developments in the Lead Communities 
- Developments in the CUE 

- Session 2: Monday August 23rd: 2:45 -4:15 p.m. 

Systemic change 
- The concept 
- Content, Scope, Quality 

- Session 3: Monday August 23rd: 4:30 - 6:30 p.m. 

The Lead Communities project 
- Enabling options ; programmatic options 
- What is a Lead Community project. 

- Session 4: Monday August 23rd: 7:15 - 9:00 p.~. 

The Goals project 
. - Goals, Vision and the Educated Jew Project 
- Content as shaped by Goals 

- Session 5: Tuesday August 24th : 9:00 • 10: 30 a.m. 

The support projects: 
- Best Practices 
- Monitoring Evaluation and Feedback 
- Goals · 

I 

- Session 6: Tuesday August 24th : 10:45 a.m. - 12:15 p.m. 



CUE resources 
a) Staff 
b) Working with Denominations, Training Institutions and 

Institutions in Israel 
c) Involvement of Lay Leadership. 

• Session 7: Tuesday August 24th : 1:00 - 2: 30 p.m. 

Work plan for 1993-94 
- Planning Process 
- Pilot Projects 

- Session 8: Tuesday August 24th : 2:45 - 4:00 p.m. 

Summaiy and conclusions 
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CUE Project on Monitoring, Evaluation, and Feedback in Lead Communities 
Progress Report -August 1993 

Dr Adam Gamoran and Dr. Ellen Goldri.ng 

How will we know whether the Lead Communities have succeeded in creating better 
structures and processes for Jewish education? 

On what basis will CUE encourage other cities to emulate the programs developed in Lead 
Communities? Like any innovation, the Lead Communities Project requires a monitoring, 
evaluation, and feedback (MEF) component to document its efforts and gauge its success. 

By monitoring we mean observing and documenting the planning and implementation of 
changes. Evaluation entails interpreting information· in a way that strengthens and assists 
each community's efforts to improve Jewish education. Feedback consists of oral and 
written responses to community members and to the CUE. 

This progress report describes the activities· in which the project has been engaged during 
1992-93 and the products it has yielded. The main activities include: (1) Ongoing monitoring 
and documenting of community planning and institution-building; (2) Development of 
data-collection instruments; (3) Preparation of reports for CUE and for community 
members. 

I. Ongoing Monitoring and Feedback 

To carry out on-site monitoring, we hired three full-time field researchers, one for each 
community. The field researchers' mandate for 1992-93 centered on three questions: 

(1) What is the nature and extent of mobilization of human and financial resources to 
carry out the reform of Jewish education in the Lead Communities? 

(2) Wliat characterizes the professional lives of educators in the Lead Communities? 

(3) Wliat are the visions for improving Jewish education in the communities? 

The first two questions address the "building blocks" of mobilization and personnel, 
described in A Time to Ad as the essential elements for Lead Communities. The third 
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question raises the issue of goals, to elicit community thinking and to stimulate dialogue 
about this crucial facet of the reform process. 

Monitoring activities involved observations at virtually all project-related meetings within 
the Lead Communities; analysis of past and current documents related to the structure of 
Jewish education in the communities; and, especially, numerous interviews with federation 
professio~als, lay leaders, rabbis, and educators in the communities. 

Each field researcher worked to establish a "feedback loop" within her own community, 
whereby pertinent information gathered through observations and interviews could be 
presented and interpreted for the central actors in the local lead community process. We are 
providing feedback at regular intervals (generally monthly) and in both oral and written 
forms, as appropriate to the occasion. An important part of our mission is to try to help 
community members to view their activities in light of CIJE's design for Lead Communities. 
For example, we ask questions and provide feedback about the place of personnel 
development in new and ongoing programs. 

We are also providing monthly updates to CUE, in which we offer fresh perspectives on the 
process of change in Lead Communities, and on the evolving relationship between CIJE and 
the communities. For instance, in July 1993 we presented views from the communities on 
key concepts for CUE implementation, such as Lead Community Projects, Best Practices, 
and community mobilization. This feedback helps CIJE staff prepare to address community 
needs. 

II. Instrumentation 

A Interview Protocols 
The MEF team developed a series of interview protocols for use with diverse 
participants in the communities. These were field tested and then used beginning in 
late fall, 1992, and over the course of the year. The interview schema for educators 
were further refined and used more extensively in sp'ring, 1993. 

B. Survey of Educators 

We also played a central role in developing an instrument for a survey of educators in 
Lead Communities. The MEF team worked with members of Lead Communities, 
and drew on past surveys of Jewish educators used elsewhere. The survey was 
conducted in Milwaukee in May and June, 1993, and it is scheduled to be 

implemented in Atlanta and Baltimore in the fall of 1993. 
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The purpose of the educator survey is to establish baseline information about the 
characteristics of Jewish educators in each communty. The results of the survey wi ll 
be used for planning in such areas as in-service training needs and recruitment 
priorities. The survey will be administered (was administered in Milwaukee's case 
with a response rate of 86%) to all teachers in the Lead Communities. Topics 
covered in the survey include a profile of past work experience in Jewish and general 
education, future career plans, perceptions of Jewish education as a career, support 
and guidance provided to teachers, assessment of staff development opportunities, 
areas of need for staff development, benefits provided, and so on. 

III. Reports 

A Reports on the Professional I ,jves of Jewish Educators 
Each community is to receive three types of reports on educators: A qualitative 
component, describing the interview results; a quantitive component, presenting the 
survey results; and an integrative component, which draws on both the qualitative 
and quantitative results to focus on policy issues. The schedule for delivering these 
products is dictated by the specific agendas of each community. 

The qualitative reports elaborate on elements of personnel described in A Time to 
Act, such as recruitment, training, rewards, career tracks, and empowerment. 
Examples of key findings in reports written so far are the extent of multiple roles 
played by Jewish educators ( e.g., principal and teacher; teacher in two or three 
different schools), and the tensions inherent in these arrangements; the importance 
of fortuitous entry into the field of Jewish education, as opposed to pre- planned 
entry, and the challenges this brings to in-service training; and the diversity of 
resources available to professional development of Jewish educators, along with the 
haphazard way these resources are utilized in many institutions. 

B. Reports on Mobilization and Visions 
Information about mobilization and visions has been provided and interpreted for 
both CUE staff and members of Lead Communities at regular intervals. In 
September, we are scheduled to p rovide a cumulative Year-1 report for each 
community which will pull together the feedback which was disseminated over the 
course of the year. These reports will also describe the changes and developments we 
observed as we monitored the communities over time. 

3 
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IV. Plans for 1993-94 

A Ongoing Monitoring and Feedback 
A central goal for 1993-94 will be the continued monitoring and documenting of 
changes that occur in the areas of educational personnel, mobilization, and visions. 
In addition, we are proposing to play a larger role than we initialiy anticipated in the 
community self-studies, just as we did with the educators survey. (The educators 
survey is in fact the first element of the self-study, as described in the Planning 
Guide.) 

In the spring, our field reseacher for Atlanta notified us that she would be resiging 
her position, effective July 31. Although we regret her resignation, we are trying to 
use it to our advantage by hiring a replacement whose skills fit with the evolving 
responsibilities of the MEF project. The new field researcher in Atlanta will have 
expertise in survey research, and will play a lead role in working with the 
communities to carry out the self-studies. 

B. Outcomes Assessment 
Although specific goals for education in lead communities have yet to be defined, it 
is essential to make the best possible effort to collect preliminary quantitative data to 
use as a baseline upon which to build. We are proposing to introduce the diagnostic 
Hebrew assessment for day schools, created by Professor Elana Shohamy of the 
Melton Centre in Jerusalem, as a first step towards longitudinal outcomes analysis. 
The great advantage of the Shobamy method is itS value as a diagnostic tool, 
encouraging schools to use the results of the assessment to guide their own school 
improvemeJ!t efforts. The tests have common anchor items, but are mostly designed 

. --
especially for use in each school. 

C.. Encouraging Reflective Comrmmities 
The MEF project will be successful if each Lead Community comes to view 
evaluation as an essential component of all educational programs. We hope to foster 
this attitude by counseling reflective practitioners - educators who are willing to 
think systematically about their work, and share insights with others - and by 
h~lping to establish evaluation components in all new Lead Community initiatives. 
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Draft 2 

PROPOSED CALENDAR OF MEETINGS 
LEAD COMMUNITIES AND CIJE 

1993-1994 1994 

MEETING Aug. Sept Oct. Nov. Dec .• Jan. Feb. Mar. Apr. May June July Aug. Sept 

1. Key Lay i:; ~ X X 
Leaders & 
Pros-L.C.s & 
CIJE {2XN ear 
+ GA) 

~- Key X X X 
Professionals 
L.C.s & CIJE 
{SX/Year) 

3. CIJE Staff 
to Each LC 
(Every 4-6 
Weeks) 

Atlanta X X X X X X X X X X X X X X 

Baltimore X X X X X X X X X X X X X X 

Milwaukee X X X X X X X X X X X X X X 

4. CIJE STAF F 
SEMINAR 

5. 

6. 

. 
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Monday. August 23 

Session I 

Revised Agenda: 
CIJE and Lead Communities 
Baltimore-- August 23-24, 1993 

A. Developments in the CIJE: Update 1 

B. Developments in the Lead CommunlCties 

Session II 
Personnel and Community: 
The Building Blocks of Lead Communities 

~ ·, I<:;-(; : I '5 Presentation 
Discussion 

,l~ 

1- - '\ 

. ~ ~ 
~·"'' \~~ ""'~ 

Break out groups by community 
Summary 

Session III 
The Goals Project 

Tuesday, August 24 

Session IV 
A Systemic Approach to Issues of Jewish Education: 
Scope, Quality, Content (The Three 11Support Projects" as Examples] 

Presentation 
Discussion r Break out groups by commmri 

~ry 

Session V ( ~ /€-/ {a, 6oGt.-t.J ..-. -1-j) 
CIJE Resou'rces for Lead Communities: Work plan 

Alan Hoffmann 
Community Representatives 

Barry Holtz 

Alan Hoffmann 

Seymour Fox 

Gail Dorph 

Alan Hoffmann 

Alan Hoffmann 

Original Agenda I tern 

Session 1 

Session 3. 

Session 1 

Session i and ~ 

Session Q and 1 
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SESSION ON SYSTEMIC CHANGE 

Imagine a project that would be a lead community project. Think 
about developing questions that you might ask of these proauct:~ ~-

Building Blocks: 

Personnel 

Mobilizing community 

Screens/ Criteria: 

Scope 

Content 

Quality 

SESSION/ CIJE/ Ml/ GS 



CIJE SEMINAR--August 23, 1993 

Regarding Personnel: 

1 . What are the personnel issues facing your community? 

2. What data is already available about personnel in your 
community? 

3 . What processes can we put into place to make use of the 
results of the professional l ives of Jewish educators and the 
educators' survery? 

Regarding Mobilizing Community: 

1 . For a commission to change the climate for Jewish 
education in a community, it needs to develop elements, 
such as: 

champions for Jewish education 
wall to wall coalition 
advocacy for Jewish education 
climate for ferment and debate 
increased local funding for Jewish education .. • 

What else do you think needs to be added to t his list? 

2. What is and can your commission do to foster this 
enterprise? 
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3. What processes can we put into place to make use of the 
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What else do you think needs to be added to this list? 

2 . What is and can your commission do t o foster this 
enterprise? 



• GOALS FOR JEWISH EDUCATION IN LEAD COMMUNITIES 

The commission on Jewish Education in North America did not deal 
with the i ssue of goals for Jewish education in order to achieve 
consensus. However, the Commission knew that it would be 
impossible to avoid the issue of goals for Jewis h education, when 
the recommendations of the commission would be implemented. 

With work 
longer be 

l) 

2 ) 

3) 

in Lead communities underway , the i ssue of goals can no 
delayed for s everal reasons; 
It is difficult to introduce change with out deciding 
what it is that one wants to achieve. 
Researchers such as Marshall Smith, Sara Lightfoot and 
David Cohen have effectively argued · that impact in 
education is dependent on a clear vision or goals. 
The evaluation project in Lead Communities cannot be 
successfully undertaken without a clear articulation of 
goals . 

Goals should be articulated for each of the institutions that are 
involved in education in tha Lead COI11munities a nd for the 
community as a whole. At present there are ver y f ew cases where 
institutions or c ommunities have undertaken a serious and 
·systematic consideration of goals. It i s necessary to determine 
the status o! this ef!ort in the Lead Communities. There may be 
individual institutions (e.g. schools, JCCs) that have undertaken 
or completed a serious systematic consideration of their goals. 
It is important to learn from t heir experience and to ascertain 
whether an attempt has been made to develop curriculum and 
teaching methods coherent with their goals . In the case or those 
i nstitutions where little has been done in this area, it is 
crucial that the institutions be encouraged and helped to 
undertake a process that will lead to the articulation of goals . 

The CIJE should serve as catalyst in this area. It should serve 
as a broker between the institutions that are to begin such a 
orocess and the various resources that exist in the Jewish world 
:_ scholars, thinkers and institutions that have deliberated and 
developed expertise in this area. The instit ut ions of h igher 
Jewish learning in Norch America ( Y.U. , J.T .. S.A . . and H.u.c.) , the . . .. 
Melton Cantre at the Hebrew University and the Mandel Institute 
in Jer usalem have a l l been concerned and have worked on the issue 
of goals for Jewish educa tion. Furthermore , these institutions 
have been alert ed ta the fact that the i nstitut ions in the Lead 
communities wi ll need ass i stance in this area. They have 
expressed an i nterest in the project and a willingness to assist . 

The Mandel Institute has particular ly concentrated ef farts in 
t his area through its project on alterna1:ive concepti ons of "The 
Educa t ed Jew. " The scholars involved i n this project are: 
Professors Moshe Greenberg, Menahern Brinker , Isadore Twersky , 
Michael Rosenak , Israel Scheffler , Seyr.:our Fox and Daniel Marom. 
Accompanied by a g roup or talented educators and social 
scientists, t he y have completed several important essays offer ing 
alternative approaches to the goals of Jewish education as well 
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as indications of how these goals should be applied to 
educational settings and practice. These scholars would be 
willing to work with the institutions of higher Jewish learning 
and thus enrich their contribution to this effort in Lead 
communities. 

It is therefore suggested that the CIJE advance this undertaking 
in the following ways: 

1. Encourage the institutions in Lead communities to consider 
the importance of undertaking a proeess that will lead to an 
articulation of goals. 

2 . Continue the work that has begun with the institutions of 
higher Jewish learning so that they will be. prepared and ready to 
undertake community-based consultations, 

3. Offer seminars whose participants would include Lead 
Community representatives where the issues related to undertaking 
a program to develop goals ~ould be discussed. At such seminars 
the institutions o f higher Jewish learning and the Mandel 
Institute could offer help and expertise. 

The issue of goals for a Lead community as a whole , as well as 
the question of the relationships of the denominations to each 
other and to the community as a whole will be dealt with in a 
subsequent memorandum. 

Seymour Fox & Daniel Marorn 
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COUNCIL FOR INITIATIVES IN JlNISH EDUCATION 

Planning Meeting 
August 25, 1993 
1:00 - 5 :00 PM 

Participants: Gail Dorph , Seymour Fox, Adam Gamoran, Annette Hochstein, 
Steve Hoffman, Alan Hoffmann, Barry Holtz, Ann Klein , 
Ginny Levi, Mort Mandel, Art Rotman, Jon Woocher, Shmuel 
W'ygoda 

I. Desired Outcomes of August 26 Meetings 

A. Executive Committee 

B. Board of Directors 

Sense of progress and excitement, e . g . 

new CIJE s taff 

local commissions in place; lay involvement 

deep interest in Best Practices 

educators survey as basis for plan for personnel 

monitoring, eval uation & feedback process in place 

Plans for the future 

II. Reports on Camper Contacts 

Any comments on conversations with board members 
which should be considered as we move through the day? 

I II. Run through the day 

A. Executive Committee 

1. Attendance 

2. Schedule: Gather at 9:30, convene at 10: 00, 
conclude by noon 

3. Detailed r eview of agenda 

B. Board 

1. Attendance 

2. Schedule: Luncheon at noon; convene at 1 :00, 
conclude by 4:00 PM 

3. Detailed review of agenda 
'f1 r S5 ere> ½"I ( oaA.J : 

C. Reminder: debrief session 4:00 - 5:00 PM 

Milt 

Milt 



CIJE Board Meeting Participants 
August 26, 1993 

Daniel Bader 

*Mandell Berman ~ ~v.\-

Chaim Botwinick 

*Charles Bronftnan 

*John Colman 

Gail Dorph 

*Seymour Fox 

Adam Gamoran 

.a am. Gellman 

Billie Gold 

Thomas 

Roberto-Hit: t" 

*Annette Hochstein 

*Stephen Hoffman 

*Alan Hoffmann 

Barry Hol tz 

Stanley Horowitz t,Afi.~ 

Gershon Keks t (. V\"' ,.r ,r( ~ J 

Ann Klein 

*Mark Lainer \. Pt-

Norman Lamm 

*Virginia Levi 

-S . Martiil Llpset 

*Morton Mandel 

*Matthew Maryles 

*Melvin Merians 

Richar d Meyer 

""Les~er Pollack 

*Charles Ratner 

*Esther Leah Ritz 

Art Rotman 

David Sarnat 

William Schatten 

Richard Scheuer 

Louise Stein 

iJ-;, Paul Steinberg 

~~ · David Teutsch 

._;y t\ vC. ~ ~ 

~S rf Ve~\r"fv(. f.4o Cd(( 

Isadore Twersky 

Ilene Vogelstein 

Jonathan Woocher 

Shmuel Wygoda 

Bennett Yanowitz 

* Expected attendance at Executive 
Committee meeting 



COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 
EXECUTNE COMMITTEE MEETING 

August 26, 1993 
10:00 - 12:00 Noon 

AGENDA 

I. Introductory Remarks Morton Mandel 

II. Progress Report Annette Hochstein 

m. Preliminary Review of Plans for 1993-94 Alan Hoffmann 



I. 

II. 

COUNCil, FOR INITIATIVEE IN JEWISH EDUCATION 
BOARD OF DIRECTORS MEETING 

August J6, 1993 
1 :00 - 4:00 p.m. 

AGaIDA 

Welcome and Progress Report 

Comments of Executive Director 

Morton Mandel 
Chair 

Alan Hoffmann 
Executive Director 

ID. Lead Communities at Worlc 

A. Project Overview 

B. Atlanta Update 

C. Baltimore Update 

D. Milwaukee Update 

Charles Ratner, Chair 
CUE Lead Communities Committee 

William Schatten, Chair 
Council for Jewish Continuity, Atlanta 

Dene Vogelstein, Chair 
Committee on the Lead Community 
Project, Baltimore 

Louise Stein, Orehair 
Commission on Vision and Continuity, 
Milwaukee 

IV. Monitoring, Evaluation and Feedback Project 

A. Introductory Remarks 

B. Project Update 

V. Best Practices Project 

A. Introductory Remarks 

B. Project Update 

VI. Concluding Comments 

Esther Leah Ritz, Chair 
Monitoring, Evaluation & Feedback 
Committee 

Adam Gamoran, Director 
Monitoring, Evaluation & Feedback 
Project 

John Colman, Chair 
Best Practices Committee 

Barry Holtz, Director 
Best Practices Project 

Isadore Twersky 



~~ THE Assoc:IATED L.Jt.?t JEWISH (OMMUNrTY FEDERATION OF BALTIMORE 

ti d tUrr ~ 

P A.,(_/f/U ~ kr Iv ~ 

~ ~ ~ ~ .ecf.-~~ -

Ju: yCZu.t,~ ~ ;3~~

~ ~ y ~ 
~~~: 
~ ~ I I ~ 

1

f 

~A~ II~,, ~ 

~ · p~~~.I~ 
~~ ~~ U-u,,,¼" 
~r. fao- ~~-- /~ 
~ ct:. 



i~ THE Assoc:IATED 
~~ JE\lllSH ('OMMUNfTY fEDEPATION OF BALTIMORE 

~- \,(_-* '> - f {p S ~ o.,, 'i'J r< fuec. i.s:L ~5 f--

c. 4ct l ~~) 
- P. o~ J--- 5 +,... ...., -\---/"- --C O\I\N1t .... C,,\. Mo b / <-

V ch5 -tl-Vl..<./¼-CI{ 

~ b \)J ~ 5 '1: J f C (ho~ 0-; / / J /\-~ 

_5 f-\ sa : J -::r k d- ~ ·,vu O\AD_ ·r~J 
(V\ ~1 ~ r1 

- /vla;.c~~ /s s-f,· I/ tcu; r(~ 



~~ THE AssocIATED 
!.It.~ JEWISH (OMMUNl1Y fEOER>.IDI'- Of &,1.TIMORE 



I 

---- ~~ THE AssocIATED 
S-/t.,.,. JEWISH (OMMUNITY fEDEAATION OF !YJ.TIMORE 

~ f u-{_ ~ 'I" q_ 5 &i-oJ · S '-loo(<' 
r 

h,J- f//D f pv>f-+- I ti' ; f , vi f { V f /,cy,_ o.-< c.~0 

f€ + ~ 1 ~ ~ - .,,.._ ~ C CM 5J--. + ~ \.- Gx_ Sy~ -L 
v-- lA ~ ~ .. \)'e ~ ~ tt- ~ 

c"-"' ~ - '" c(r, r tr., 
q_ J c.J2~ ½ - V ;,( A (- p-



Ge.l~J -----
~ c~ f ,'"lt- ~ fl~: 

- tV\.'-Sr-- f.rJ t l ~ ~ ~~ rr>'1AD6{'?._ 



. I 

r,{~ ·I\ ,,~ (lo~s 

..... '? ,,,.6 <; kAS· ~ 

- -e.5 o-/ [OWvVlv~ .' <- (MtA ( 
- g. 's, s i/ "'-k '> f I a.,,_ , "'Q,J,- _ £.(,~': 

- ' ~ f f- t V\ 0- \<, "1 £AA--- "/ C e,,J-; J, J 

c~ ~ vv---.. f-r' s 



D (. ~ ..... ~ .· L 

- .. ()blc. /C9<Df 

-Aeo·'> \~~ 

0 d-·"::>~ cy :vt'tD 

- ,A.: v.. H ~ ~ C {/\A 4, - ( fJ 
...{· -,.dv· '> ( a:>~ d 

------'j\/1 f: F- I ';, -) • ( /f I 

0

0, J 

-- . .( ) ~V\ .; ) • .o of; '-''-/ 
r <.J, S /VI ll"- \ \,i ', t \...i c.S f O t_ 

/ 







1).JV\~~\ l'- <; ~~ > - 4 + [ C1-Nt 1, 

Ci) c; +UP-'t ~ 0--1 ;> S> ~ -e ~~ c Sen \ 
_.. V'\O ~ c_ r ;_ +vvJ- /f-,q~ ~"j F) S 

-- + ~ r ~0- . ~ <, Q..A--'\ • s <;, v'-l 

'tt¼ -~ rof-rov<-+-~ ~ <;r -eJ-c_ 
- [C<ci er( ~~/C(c~5 

- s \t.0> t-<>..yz. er( t /'~ ,"'-( cJ rs~ 
M ,tYI CM 'f-D ,..IA--1. ~ 

'""c;, r c') f Cy-} C--.A-+~ ) 



tl l f, ~O'U._ - P"1 s ""' ~ ( ~ '> > ~) 

C CM.,,,__ f:'e~ 5, , ~,, u, i:n J,'f c_ikJ J c.. >- ,._, ,¾ 
~(h,,+~T' 

r-
r-e ~-Jo---.. 

>all4 .... ~) 

~ (qj~~ 

te ~ (_ Vul---) s ~ ("/') 1(.,( r.9-

, ( J Q (A_. L i ~ I- c> ~ v'-1 c-M t ' -



~ /o.,,.,~ ~ G fr __,,~oJ, ~ THEAssocIATED 
jEWl5li (0',1MIJNIT'!' fW:AATlON Of &,t.TIMOI\E 

~ 
\ v ~ ', f\Jo tJ l b - I v I') <- ~ . 

~ M :-J qf~ f.O~ J,\e_J ~Oi.J }1 



~~ THE AssocIATED 
~~ JEWISH (OMMUNllY FEDERATION Of BALTIMORE 

, '-') ~-~ S 'W) C U}~ S,...e 

~ ~r rtLv({Ads r:J- s ~'-{_~ r 

host £(~ (tMCL/ c 

u \ , ~th.. o"" { <;. , ~ f'-'2- S O s S -}, tA-<..· { (., j / 

b<--+-- !f.lv11 ~v--. iM--~+- k . '(~s~ 
f;~ --fr"' -\-lr-L C ~c... V\ ,'h~ ( 



,~ THE AssocIATED 
~~ JEWISH ('OM"1UNITY FE[)fJIA110N ~ ~TlMORf 

Ge,,A >-•·-- - k. l,t ~ c IJAN' .--f!Js f-,,,.,.,.__ t) ~ 

5 \-l- \\o fo+ "'( ;r IJ 
- bvA: a. S 5 b S ';:fi / ~~ C( cca...S_s 

-'7 ""e+- ,fo 4aiA cf 4_ ~c)_,c_{ 

6-e,vi ,-"'-'-- - ~ ~~ (.,._,_ ( / ~ / ( or cJ; ~ d"l\ 

.- ~() fl oJ . °" tr Oq L ~ 

~ ,UA '> \'1({ '"o J-~ I oc <l ?WJ~ 
~ c; . ~ s J ~~ 

- 70 ,-_QQ J ~ C Co-i J 
~D /Vt().¥1""1 .ll..<- ('-Q.i-.;v"I-'\ 

- ~d 1-o v 4 r,J~ ~ C (Jf li()J 
- Nli!_d ~ CV' ,0-,. { ~ 

A \-\ - c 1, q I /fl,,y_ -1-"' J vd > / c """"M , "" c 
- ~1 A-f1~A(/J 5J,~5 ~ c.1;- :=;,viJ 

- ~ \o f',4._c)' ,c)_/4._,tc~</-J-<1L 



A\\ - \ 

_ (M·lll•M ... ~ 

iH - (/\., Cito ~ ~~ + ~ \ 1--J <;. : 

) J!r - \f\(5) Cc-Vl ~ } J '> 
.1,._. 1 -/-<l r+js S (; - V\o ~ r~cJ f1 o> S &- f t-JU~d , L-< c.r 

-a CQ} &'1 ,_JOf.5 



A-+( - (_ 

~~ THE AssocIATED 
Llf.~ 

JEWISH COMMUNITY FEDEMTION Of BALTIMORE 

c} ~s C ~ ed f (-{~, 

- s.e..(f- ~1+-~(-
- 6..., + -r g1 Ci -\--e s l .~+/ 4 ' l.f Vf "._, 

- rAUJ fo q j q~+ ~-v'~ ~ A-ff 

sr ej s - {.rf-(Q_ ts f~ 

't>l--\- u----~~ ~t r'1fd(tv\J (J{ ', 

L fr - (f'd-f, ( ~ - S ~crt4<-< ,R, / l ,,J 
- ~ v--u- \.Q_ 5 \ r Ir r/f-

s G:, - v\ v), 56 ~: c..--- \ ~ f""ofj ( 

( 

,- , I O """"' ; '-' ~ {i[.J- t" d r¼--f) s~ - rotJ t- ) . • 

c~ +.J ~; j~ ~ ---1.c--" 

1;-~d fro ~,.µ_(of /15cq( e;xr+s 
s H C ~ + I/ f J ; ~ ydl-, + bl <A.C/J i._ 

~~ 6JL ~4-foss 
I 

JA cxc<t~~ -\-D r~c ~ _~;v,} V-- - ' 
_., 

5 
a c; Q.;\, LJ, t l "'-'<Ml _ "' • J-.--,-, 



At-< - > 

i~ THE AssocIATEO 
~~ JEWISH ('OM.._.UNITY fIDEMTION Of IWTIMORE 

I 

J'I Q , 

- 4-C-\l,t , "' fo 'f-o C 3 C 
- McJ-e_ ,vi J, ./'( <... ~ <u(}-; <... 

'-- ~ (/'\(_,\! ( 1/1 I +-s 'f..CJ ~s10Y\J 
-b ~ ( ~ f O I. t) 1-. ..,-a,,v, '- / 

~ •U") ( I Af~~+ 

' ~ H - l ~ ro ~ · '""' '6~ · ) Z J · 

~ o(M~~ • '> -:; 

5:, G - f 6 {- ,,AL<;, i- C ,µc.'}-e /1 q tf "iZ 'M , 

(_ A - f#1 (°; (c_'\&,._,, s ~ s ~j ./OCGf (-e_J 
~ !(CJM s 

~ (4; - -ffP ~ ( ~ <2.,,v\_) "\ 5' VJ ' "'\ ~ J. s' '. 



s l--A -

LA -

!t-l-( - ~ 

i~ THE AssocIATED 
~~ JEWISH ('OMMIJ'lln fEDEJV.11()-. OF BALTIMOI\£ 

$ v1ot- --f~ 

ysr-$ cw__ +~j 6 _f
+~ ~ 0~ N.Qci~ 

k<;.'&..o-s ed...-<-
o/10-: v) f/1,,___ f u/ ~ I 'o/ /-ea k 1 

11'-'Uc /--~ --lo ~ s~ +4~;_) sr <. ·: e:J}. i. "'Pte-"-' ·V\ ~jv .. .I 6:.:f
~a.~~ ~~d V'/~ 
~ (.. 1-. ~ e I a,.,,.._ ---~ 

t'\ J ~ +o { ' ~s. \-
- i/ ~ s. ~ t~ (oc& '((t,(J_J 
~ { ..e_Jv '---

SC:, - ~~ o ~ rj e_c 1 , ~ , 
- _, 4a9- D4.,V\ f., L , "t 0 -i- (. ~s ~ 

A (A <1 f5 t:l C cJ). J W 4. r 

S f-\ - y, o~ ~ ) C VVUM" - - - :;;-ft'~) "'-'-<- f,, 
-s 4.c;,., I J 6rL. <-J.9 &.. ~ --+--v\ J 

.y'c> J.'~ t~~ ,£ #"'- ot~ ~s 



#.~ THE AssocIATED 
~~ JEWISH (OMMUNITY FEDEMTION OF BALTIMORE 

tC\_ l tF~ 
.- c0 o-r d ~ C.. /v..-W-.1 r>-e.-S, ;-~ / /cv,,,.3--

- e ) 7 .e.v-- -r ~ r o lo. ~ c::-~ S 

___ 1 'f f1A -~ 61 ~ t~ j • ~ ~ t-,.,,,__'-\€-> .. r ~~ 
_ _,A-/ l (/ l"LJ2.cl 'fa f 'N r:J?, f -vz__ 

- _5¼Ch + "(_ }S2- ~ ~(NV\_ r--A > r !A.. 

_vlJt -VV'lc)...,) ~ ~ (, c d\-<J-il-1v eJ-C;4..~J 



~~ THE Assoc:IATED 
~?'t JEWISH (OMMUNrrY FEOEJ\ATION OF BALTIMORE 

s (; .- ~CV,,\~ S ~ 0 / t(G/.A.... lAJJ 8-~L ( & l~ 

~ F- -- V\o/ c. ~ / /~ e&~ ~ ~uc_u_:) 

f-C - M->f- 5;cl'-t (~~ 6 02 (_L 



f~qJ,~ 
d'QL,,V{D~> M + -~ 

f' ~ , <,L ~ ~ O'-f ~C !> - / ~ J ~ M f{!s _ ( ~<, 

fo<,~ 1~ t~j' \..-Q. 

NQ.O tj--D ~ I ~---e ~' < .re- ls:.. 



~~ THE Assoc:IATED 
~~ JEWISH ('OMMUNITY FEDflVillO'J Of flAl.TlMORE 

A\.\ -~-,,f.A ,':0L~ 

- e > flu. .l~ _sct, J J\ f--f. c 

~ ~ ~ (o; 1 q~ f.-o 
c~ ,~ fo ~ f_ °""/-15 
{p_ C q__ <- µ_ r 't- ;-~ Ci ~ 

Cl re;,&<;;"', : > s ~ 



d,sc °( a.clv,c.,,__,, I IA,~ lMQ. euv__ 

_, ~ 'f=- - r~) \-<9 CGM'\A.{ c._ ~~ '- --

~(:, - o._ ~ ( =--< S, f'-P .,,- ,,+- CU\ 't--, LL(j,) 
5~ ':, t~ l {)JV>. k. h0 
4c covv\ W (Q_ ~If') 

'§ 
~ G - )ocJLs fl.°~ VlQ~ -eA-fO?IVv ... ~ ,~;J; 

- l.Q \' ~ ~ o+- 'f-ql L a&J-- cL'7 
~ {~ Jo :+ 

s 6 - 0 ( r--e.tJ 16 - V\ ~ ~+ cafl'I >e--q 



y<&s - 2-

, I~ THE AssoclATED 
l ~~ c~-.,, V ) JEWISH (OMMUNTT'Y FEDEAATK)N OF ~n~ 

s 'f- d Is(, o>> ,"-.. ..,..._ _) oJr 
l.__ ~<...t:_ (,,. $ C ~ -• -~ - ,..,.__ ,"'/2 C Ovt_ ~ .f- '.:) 

..- <f\D', 



_A1(¾l_ ~r~q~$. !f!,~~ 
-

re S, fv(..,c_ ·h.,, 1.-j ~ {;, T f-_ 

_,\aJ·,~j ~v,cz k_C:v lrJ+ 
- 'T ~ Vl ,· £..£ - ~-f C ) ~NJ<. ~ J f- _S 

- 0'M6q~-~ ~ ~~ 
- Q. I rt C, 0 7 I v'\ ~~ { vt/ -/ ~J s 

-C'Tc SQ_d./lclA 

((OM.!, -,6) S~ I 7 ~~ ,J>' /1) 
~ s (c_ -Fe!> (fl ) 

- :t" <; ~ ~ 

- p,,t>f J.t v~ 
-- vy"Sf s 
- (° ~c,..,VUI- S $fv,,,.2 
- J~<l #\ f jC(. A 

Oc.+- {'D '>7MftJ>,1.., AA 

- (_ j (/ /l-/Vl :f;-,-(_A,,,J~ ~(kt{) 
- JO (A;~ l, ("~ I-' v 4-- J'.lLA--:J ~ Q J 

~ C)(l(/q v>~s o( ~ 
- 2 w M Q/'4.t Ov-'', h._ 



iq \+,V\1 . ~rJdfa-- ~ ]l!~~ 
5{ / '\ ~ ) , c_ ? ) &Jv---

- ~s-tofb l c A'J-E 

-lee~~ 

f: ~ s.,, J t--'-1'-f - '7 6-f 5'; ,, "', ')4 D , _ _+ 
--sr ec]c;. - rv\..\ 
- te C{ LlAu ~ I~ J ~ 

cf- (CM) > "W)~ 



_~,\i \ w __, ~ ~ 0\ sk O THE AssocIATED 
JEWISH ('OMMUNTTY FEOOATTON Of &,LTIMORE 

Lb k ~, tJ{_ -k dNv'-.. <If } 
, t' h ~~s - OV\ { °7 (Q 4~ ( L "-

er) r~ f/4.(L 
~ t,- - t rcuv, s I ,ct . ·Vt J ,' h ,u , .,,{ei ~.Q~ 

~ i,\uvV C ~4~ ~v7-;V\ ~Vl~ +~ /4ddL(j 

- 5"' + cl7 5 $ ¼ S 1' c..vc<- C (7,IV>1< ~.:.? J O Js 
-(V"2qi-&vv\ AJ..Q.ds ,""- ~7~ Fi~ 

p,*JQJ 
~r"½ c~lf~J 

+-c;_ <, (:. HJ r c.,,_ c,V\ F1 s~ ( 



~ '-fe\ r.t.h,{'c '~J 

- (l> r:.~ f:- ) 
- -4 "" -.,,, I:: +-~ /. 

___, ,U ~ {av-- -I~-, V\.-__:O f (. 



,) °' fc7 
- ~ ()AQ_ {__Qa,\Ul ,'"VI) 
_... ( () f-·~ A ot, ;..,.._ 

0 tv ,{O,v) ~ (D cf S 

- (_~Is s--: - Vi..~ ~{er 7 
~ r, (J; 6 {oll.., r vi/\ + l,/\.-, q I I r+ "J 

- C4 a ~IN', - - ~ 8- ,' <., ,,,. /I J-6, r·l._, ~ .. /' ,."> 

- SH - &Q':Jcr t.v- +-"\../ t~oJ-v+ 

- --s: ~ - ) <C. .,..-vvvv\ - "\. C, ~h. <k f:J ; ( > +-
- ) 'f\ - 7-< c:, - C<.>v\5 S" 



~~ THE AssocIATED 
~~ JEW'ISH (OMMUNITY fEDE.MllON OF BALTIMORE 

s rt - f V\ c..e0 IJ~" 
- CCft.1 kl{u~s ;5 q 5--f-f 
- C (;Nf 5 S ~ f 1 1 ~ ~ (./'-Sl _s 

~ I V7 yv, ,_/ '; u_ Q 1c. . 

S ~ - f\Q..e_i) fc) ~ L (v•'- {- 0./+s fa.M.l'.:) ,.'1d4,v5 

- lit-tDb ( L I {)J.1 ~ ~, C. VV)-+ /\'( f,:!, ~ <Y'<P~ 

_ ~i)s J.._ {e~ C, ,,...-i 4-_J + 5 fQ q f ft; cw;, Gvlfc~ 



,~ THE Assoc:IATED 
~~ JEWISH (.'OMMU:-lfTY fEDEAAllON Of BALTIMORE 

\A.I" ~ ( J D C to .-- (JVwl,1 ~,,, t-. f 
- cof,..P\ ~a Alctv\ 

( 

J j 6K ·/ 0 ( ( 1 { 
_ -tD f'1 ,~ 1/c.-, G ~~/ 

CON\ r t'W\Nv) ~ "' . c_ JI/' _,.y /a;v,? 

-----. 



( 

Chair 

Morton Mandel 

Vice Chairs 

Charles Goodman 

Neil Greenbaum 

Matthew Maryles 

Lester Pollack 

Honorary Chair 

Max Fisher 

Board 

David Arnow 

Daniel Bader 

Mandell Berman 

Charles Bronfman 

Gerald Cohen 

John Colman 

Maurice Corson 

Susan Crown 

Irwin Field 

Alfred Gottschalk 

Arthur Green 

Thomas Hausdorff 

David Hirschhorn 

Henry Koschitzky 

Mark Lainer 

Norman Lamm 

Norman Lipoff 

Seymour Martin Upset 

Florence Melton 

Melvin Merians 

Charles Ratner 

Esther Leah Ritz 

Richard Scheuer 

lsmar Schorsch 

Isadore Twersky 

Bennett Yanowitz 

TO : 
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DATE: 

COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

P.O. Box 94553, Cleveland, Ohio 44101 

Phone: (216) 391-1852 • Fax: {216) 391-5430 

Participants in Lead Communities Seminar 
and Other Interested Parties 

Alan D. Hoffmann 

October 5, 1993 

I am pleased to enclose the minutes of the Lead Communities 
Seminar which took place in Baltimore on August 23-24, 1993 . I 
hope you agree that these meetings served to clarify our work and 
to move the Lead Communities process forward . 

We are grateful to Chaim Botwinick and the Baltimore staff for 
al l their work in arranging the meetings , accommodations, and 
excellent meals . I look forward to seeing many of you in 
Montreal on November 16-17. 
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MINUTES: 

DATE OF MEETING: 

CI JE/ LEAD COMMUNITIES SEMINAR 

August 23 - 24, 1993 

DATE MI NUTES ISSUED: October 5 , 1993 

PRESENT : 

COPY TO : 

Janice Alper, Lauren Azoulai, Chaim Botwinick, Rut h 
Cohen, Gail Dorph, Genine Fidler, Seymour Fox, Adam 
Gamoran, Steve Gelfand, Jane Gellman, Roberta Goodman, 
Annette Hochstein, Stephen Hoffman, Alan Hoffmann, 
Barry Holtz, Marshall Levin, Louise Stein, Julie 
Ta.mmivaara, Ilene Vogelstein, Shmuel Wygoda, Virginia 
Levi, (Sec'y) 

Darrell Friedman, Ellen Goldring, Morton Mandel, 
Richard Meyer, Charl es Ratner, David Sarnat, William 
Schatten, Henry Zucker 

I. Introductory Remarks and Updates 

A. Developments in CI JE 

Alan Hoffmann opened the meet ing, thanking THE ASSOCIATED for its 
hospitality and the help provi ded in organiz ing t he meetings . 

Alan repor t ed that he has accepted a thr ee year assignment as 
executive director of CIJE, on loan f r om the Hebrew University. His 
decision t o accept the position builds on ten years of working on 
issues in Jewish education i n the Diaspora and h i s academic interest 
in issues r e l ating to the process of change. The Commission on 
Jewish Education in North America is the most systematic and serious 
effort to establi sh a new str ategic v i sion for Jewish education and 
Jewish continui ty. The recommendations of the Commission provide an 
exciting opportunity to effect change t hrough the key building blocks 
identified by t he Commissi on. Alan noted that thi s is cutting edge 
work both for general education and Jewish education and that he 
found the opportunity to participate enticing. 

CIJE a t t empts t o get at fundamental i ssues by building consensus 
among par tners not used to working together. DurLng the next three 
years, CIJE and the Lead Communities will work together to create the 
foundat ions for the fut ure . The Lead Communities process is expected 
to be a long term effort . He reminded the group that CIJE is 
committed to the training of personnel, lay leadership mobilization 
and the establishment of a research agenda for North America, in 
addition to working wit h the Lead Communities. 



B. The Staff of CIJE 

Alan introduced the staff of CIJE , promising a memo detailing the 
responsibility of each and how they can be reached in the near 
future. 

1. The Core Staff 

The core staff includes the following: 

Alan Hoffmann - ex.ecutive director 

Barry Holtz - full time as of July 1 . Barry will run the Best 
Practices project and will coordinate the conceptualization and 
development of pilot projects. 

Gail Dorph - will be the first point of reference for the Lead 
Communities. She will be visitin g regularly, on a schedule to be 
jointly determined. 

Ginny Levi - will serve as the mission control, running the 
office from the primary address in Cleveland. 

Adam Gamoran and Ellen Goldring - (part-time) together will 
direct the monitoring, evaluation and feedback function. 

Julie Tammivaara and Roberta Goodman - (full- time) are field 
researchers working with the MEF project monitoring, evaluating, 
and providing feedback to the Lead Communities and CIJE. 

2 . Consultant Team 

Steve Hoffman - advising on community process 

Seymour Fox - bridge between the Educated Jew project and the 
goals project 

Annette Hochstein - consultant' on monitoring, evaluation and 
feedback 

Shmuel Wygoda - will coordinate personnel training in Israel and 
will continue to wrok with the training institutions. 

Daniel Pekarsky - North American consultant on the goals project 

Mr. Hoffmann noted his special thanks to Henry Zucker for his 
consul tation and close direction of the project to this point. 

C. Developments in the Lead Communities 

Each of the communities was asked for a brief update on the status of 
their work. 
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1. Atlan t a 

a. A major restructuring of the Bureau of Jewish Education has 
taken place , resulting in a new organization with a more 
clearly define d focus. The new director of the Jewish 
Educat ional Services , Janice Alper , was introduced. 

b . A search is under way to find staff for the Council for 
Jewish Continuity . 

c. The educators survey will be administered in October. 

d. The Council for Jewish Continuity is now establishing task 
forces on the Israel experience, professional development , 
and Jewish education in the JCC. 

e . An academic symposi um with Hebrew Univers ity is scheduled on 
Jewish continuity and Jewish educati on f or October 10, 1993. 
The main s peakers wil l be Ser gio Dela pergola and Zev 
Mankowi tz , the new di rector of the Me l t on Centre in 
Jer usal em. The audience will be rabbis, members of day 
s chool and congregation e ducation boards , and all educators. 

2. Bal t i more 

a. A strategic plan was adopted in July. Included in its 
recommendations were t he establishment of the Center for the 
Advancement of Jewish Educati on and the Committee on the Lead 
Communities Project, whose members are presently being 
identified and appointed. 

b. The educators survey will be administer e d in early October . 

c. A conference is schedul ed for educators in the tri-state 
area. 

d. Considerati on i s bei ng given to working with the Senior 
Educ a t ors and Jerusalem Fe l lows programs f or training senior 
personnel for Baltimore. 

3. Milwaukee 

a. The staff and co-chairs of the Commission on Jewish Vision 
and Continuity serve as a comprehensive team. The 
organizat ional structure is in place and task forces are 
being establi shed. 

b. Milwaukee is working on w~ys to get committee buy-in t o the 
concept of sys t emic change . 
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c. The educators survey has been administered and is now being 
analyzed. Senior educators have also been surveyed and the 
process of analysis has begun. 

d. Two sessions have taken place on visioning as the basis for 
determining community goals. A commission retreat is 
scheduled for October, at which time a plan will be 
developed. 

e. Consultants are being interviewed to help in the area of 
planning. 

f. A think tank on family education has been established. 

D. Discussion 

Much of the discussion that followed focused on Milwaukee 's work on 
visioning. It was described as the first step in developing a 
strategic plan. It was suggested that there are no useful models for 
how to go about this. The following might characterize a successful 
visioning process: 

1. Excitement and motivation 

2. A new perception of what could be done -- moving to a new plane 

3. The establishment of long-term goals 

4. The beginning of a mission statement 

II. Personnel and Community: The Building Blocks of Lead Communities 

A. Presentation 

Barry Holtz noted that the concept of a Lead Community is 
complicated, evolving, and lends itself to continuing analysis. 
While we are learning what a Lead Community is as we proceed, CIJE 
has a basic concept of what constitutes a Lead Community. The first 
criterion is that a Lead Community must address the building blocks, 
to be discussed in this session. The second, that the Lead Community 
must take a systemic approach: will be discussed in a later session. 

The work of the Commission on Jewish Education in North Am.erica was 
reviewed. I t was noted that the primary goal was to ensure Jewish 
continuity through Jewish education. When representatives of the 
major segments of the Jewish community were asked for ideas on how 
Jewish education could effectively impact Jewish continuity, the 
result was an inventory of 23 "programmatic options" including such 
areas as: improving ea.rly childhood education, work with youth 
groups, media, etc. The Commission was faced with the question of 
how to select and prioritize among these many important areas. There 
were powerful advocates for many of these options and no confirming 
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research that any one of the options could have a greater impact than 
any other . With this in mind, the Commission searched for issues 
that might cut across the programmatic options and identified two 
"enabling options , " or building blocks, which must always be present 
for Jewish education to succeed: building the profession and 
mobilizing the communit y. 

Building the profession looks at the fundamental key dimension: the 
people who educate. This includes teachers, principals, camp 
counselors, leader s of I s rael trips, JCC staff, youth group leaders, 
etc. Without sufficient quality or quantity of trained personnel 
both in the areas of upper and middle management and on the front 
lines, Jewish education cannot be successful. 

Mobilizing the community points to the need for a core of committed 
lay leaders to provide the commitment, support, and funding to move 
the process forward. 

A Lead Communi ty mus t emphasize t hese two cruc ial areas. CIJE is 
prepared t o work with the communit i es on the details 0£ how to move 
forward. Each community wil l generate i ts own approaches to these 
building blocks. 

B. Discussion 

Mobilizing the community was further described a s a process of 
coalition building, a "seamless r epres entation" of rabbis, lay 
leadership of synagogues . and t he leaders of community agencies. 
It is the successful involvement of new l ay players, committed to 
Jewish education, that will determine the ultimat e success of Lead 
Communities. 

It was sugges t ed that it i s i mportant to reach beyond the Federation 
system in i nvolving people i n the process. Feder a tion can serve as 
the convener and mobilizer , but should not be a ga te keeper. The 
resulting coal i tion should bring together partners who have not 
necessarily worked together in the pas t . I t was suggested that a 
true coalition should i nc lude representat i ves sent by the agencies . 
not selected 'by the convener. 

It was noted that establishin~ a wall-to-wall coalition is only the 
first step in the process. This must be followed by educating 
participants to ensure that they represent their constituencies 
effectively. Once the process gets started, it should become 
apparent to all aspects of the community that they cannot afford to 
stay outside of the pr,ocess. In order for participants to see 
themselves as agents of change, they must feel empowered through a 
sense of ownership, an opportunit y to make a difference, and an 
opportunity for person.al growth. 
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C. Break Out Groups 

Each community was asked to consider separately the following 
questions: 

Regarding Personnel: 

'What are the personnel issues facing our community? 

'What data is already available about personnel in our community? 

'What processes can we put into place to make use of the results 
of the professional lives of Jewish educators and the educators 
survey? 

Regarding Mobiliz i ng the Community: 

For a commission to change the climate for Jewish education in a 
community, it needs to develop elements, such as: 

champions for Jewish education 

wall-to-wall coalition 

advocacy for Jewish education 

climate for ferment and debate 

increased local funding for Jewish education 

What else do you think needs to be added to this list? 

'What is and can your commission do to foster this enterprise? 

Following are summaries of the community discussions: 

1. Baltimore 

a. Personnel issues 

(1) The need f 'or coordinated recruitment, placement, 
salaries, and retention efforts. Baltimore has 
identified 14 priorities within the area of personnel in 
their strategic plan and will be wor king to prioritize 
them. 

(2) A shortage of personnel by denomination. There are too 
few Reform educators to meet the Community ' s needs, 
resul ting in the movement drawing on the resources of the 
Conservative movement which must , therefore , draw 
personnel from the Orthodox movement. 
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b. 'With respect to mobilization of the community, Baltimore 
listed the following needs: 

(1) To leverage national as well as local funding. 

(2) To create appropriate expectations and communicate them 
to the co1DI111Unity. 

(3) To change the perception of Jewish education, broadening 
the definition to include informal as well as formal. 

2 . Atlanta 

a. Personnel Issues 

(1) The need t o develop mini.mum standards for Jewish 
educators. 

(2) The need for formal programs for in-service training in 
the community . 

(3) Programs for recruitment. 

(4) Compensation - how to determine pay and benefits . 

(5) Personal growth for senior educators. 

(6) Career tracks for personnel . 

(7) More trained personnel for informal education. 

(8) Youth leaders need a sense of mission. 

(9 ) The need for a resource list and access to people from 
outside Jewish education. 

Atlanta plans to use the educators survey to work with the 
local commission (CJC) for planning and to advocate within 
particular areas. They will determine priorities and set a 
time table for action. 

b. 'With respect to mobilizing the Community, Atlanta identified 
the following needs: 

(1) A vision for Jewish education. 

(2) A definition of objectives and desired outcomes. 

(3) Diversified funding. 

(4) A multi-faceted approach. 
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In the discussion that followed, it was suggested that the 
educators survey can be used by each community to help with 
planning and prioritizing and to advocate for particular next 
steps. It was suggested that plans be made to disseminate 
the results to participants in the survey as well as to 
Federation l eadership, rabbis , and senior educators in the 
community. The results should serve as a basis for 
conversation; it should lead to dialogue and an interactive 
process. 

It was noted that Ruth Cohen has written a memo on the 
administration of the survey in Milwaukee which should be 
useful to Atlanta and Baltimore as they administer the 
survey. It was intended that the survey be the same for all 
three communities, for comparison purposes, and noted that if 
either Atlanta or Baltimore wishes to revise the instrument 
in any way, they should consult with Ruth as well as Adam 
Gamoran or Ellen Gol dring. It was also agreed that any 
comparative report must be approved by a ll three communities 
before it is disseminated. 

3. Milwaukee 

Milwaukee reported the following summary of their discussion : 

a , Personnel has been identified as a key community priority. 
Milwaukee is establishing a personnel task force to look at 
issues of quantity, quality, setting (attraction to a mid
size community) and salary limitations. 

b . Many people find the i ssues overwhelming to deal with. This 
is viewed as the realm of the professionals. It involves 
risk. 

c. The following issues were raised with respect to the use of 
the results of the surveys of educators. 

(1) How do you effect change in professional development, yet 
tie it to clear educational outcomes in the classroom? 

(2) What kind of professional growth will have an impact? 

(3) How will the data be used with professionals? 

(4) How will the data be used in the Lead Community? 

(5) Are there approaches that are likely to work? 

(6) How can the data refine our understanding of the 
personnel issue? 

(7) How are people approached to participate in this issue? 
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What kind of strategies can we develop to approach them? 

(8) How do we convince people that this issue is central to 
systemic change? 

d. Next Steps 

(1) Development of a vision of what is possible . 

(2) Deal more pr actically with the possibi lity of funding. 

( 3) What kind of new roles can be developed for t eachers? 

e. I n order to change the c l imate for Jewish educati on in the 
community, Milwaukee identified the f ollowing elements: 

(1) Create a win-win s i tuation. How will people benefit? 

(2 ) How do we stay focused on our agenda while the 
constituent entities a r e carrying out their agendas? 

( 3) What is the treatment going to be of potential champions 
- - who and what? 

(4) How do peopl e get a sense of the excitement of a lead 
project? 

( 5) How do we maintain long- term interest by showing results 
early in the process? 

f. Milwaukee identified the following steps t o foster the 
enterprise: 

(1) The role of Federation muse be expanded. How do we 
capture the lay and professional leadership? 

( 2) How can Federations' educati ng r ole be enhanced? 

(3 ) \fuat kind of lay educa t ion will be undertaken? 

(4) How do you work in a coalition? 

(5) Developing a common language for "systemic change." 

The session concluded by no ting that this process has contributed greatly 
to defining a Lead Community projec t. I t would address these issues and 
serve as the basis for monitoring, evaluation and feedback. This can 
provide us with the agenda for the future. 
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III. The Goals Project 

Alan Hoffman introduced this presentation, noting that this is one of t he 
support projects for a systemic approach to our work. 

Seymour Fox indicated that the "Educated Jew Project" is under way at the 
Mandel Institute to deal with the outcomes of Jewish education. 
Participants include Professors Menachem Brinker, Moshe Greenberg, 
Michael Rosenak, Israel Sheffler and Isadore Twersky. The work of this 
group will be published soon and may be of use to the communities in 
their work on goals . Seymour Fox then distributed and discussed the 
paper entitled "Goals for Jewish Education in Lead Communities" 
(enclosed) . 

In reviewing the paper, he noted that the issue of goals for Jewish 
education had consciously been set aside by the Commission on Jewish 
Education in North America in an effort to reach consensus on basic 
approaches to continuity. It was clear, however , that the Commission's 
recommendat ions could not be i mplemented without being, put in the context 
of the goals of Jewish educati on. Goals are necessary to introduce 
change, to have an impact and to evaluate progress. 

It was suggeste d that goal s should be developed bot h institutional ly and 
community wide . They should be adopted wi th t he understandi ng of 
wil lingness to be he l d accountable for working to attain these goals. It 
was noted that it is important not to penalize inst i tutions that do not 
achieve their goals , but to reward those t hat do attempt to r each them. 

CIJE should s erve as a catalyst for the establishment of goals. Yith 
this in mind, CIJE has been consulting with denominat i onal training 
institutions , asking them to prepare to work with t heir movements in the 
Lead Communities in the process of setting goals. The Educated J ew 
project could form a basis for consultation with the denominations. 

In the discussion that followed it was suggested that a community might 
begin with a non- threatening conversati on to identify goals upon which 
all could agree . The demographic trend l i nes serve as a basis for this 
discussion. I t might lead to conversations within t he denominations of 
the community and, from ther e , to t he e s t ablishment: of discussions with 
the national, denominational mov ements. 

While it was noted that the climate is right for this discussion, it was 
also suggested t hat common community goals will be difficult to reach and 
that communi ties may wish to focus first on specific institutions. 

It was suggest ed that communities be encouraged to engage in conversation 
without expecting to reach consensus. By encouraging constructive 
discourse , the communi ty could create an environment in which everyone 
aspires to a higher level. The offer was made that the Mandel Institute 
would be willing to c onduc t a colloquium for repr esen t a t ives of the three 
communities in Israe l to discuss in depth the s e tting of goals . 
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The discussion concluded by suggesting that the setting of goals may be 
the third building block for change in Jewish education. 

IV. A Systemic Approach To Issues in Jewish Education: Scope, Quality and 
Content 

A. Presentation 

Alan Hoffmann introduced Gail Dorph to make this presentation, noti ng 
that CIJE's support projects (the goals project, monitoring, 
evaluation & feedback; and best practices) are part of a systemic 
approach to change. Gail noted that we usually think either 
institutionally or programma.tically, but that one institutional 
program cannot have a sufficiently broad impact. Now as we 
reconceptualize how we look at Jewish education, we should consider 
the system and what drives it. 

CIJE has selected the building blocks (personnel and community 
mobilization) because they have the potential to impact the entire 
system. This represents a conceptual and semantic change. We 
consider i t worth the effort both because we know that developing 
program by program does not work and also that there is an 
incremental benefit when young people are involved in multiple 
experiences in Jewish education. 

In order to move beyond the approach of working program by program, 
we have to consider new approaches; we cannot move forward with 
business as usual. Our goal is to change the entire system. 
Therefore, to impact the area of personnel, we seek not just staff 
development, but a look at the broader picture of recruitment, 
retention, salary and benefits, etc. 

As projects are identified which might have systemic impact, they 
should meet the criteria of scope, content and quality . 

1. Scope 

a. Quantitative 

(1) Should cover all (or most) settings or institutions where 
most of the education takes place . 

(2) It should impact most or all of the people. 

b. Qualitative 

It should be aimed at effecting profound and lasting change. 

2. Content 

a. Is it a substantive and thoughtful project? 
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b. Is it based on the projection of a vision for Jewish 
education towards specific goals? 

c. Is it reflective of the learning of a Best Practices project? 

3. Quality 

A project should be characterized by high standards that can be 
made explicit and that are not addressed by the status quo. The 
Best Practices and Monitoring, Evaluation & Feedback Projects 
ensure that a Lead Community effort is geared toward! systemic 
change and has the potential to be comprehensive and long 
lasting. 

B. !Discussion 

It was suggested that in this reconceptualization of our approach to 
Jewish education, the desir e to involve a wide range of people and 
settings might interfere with the focus on content . In response it 
was suggested that change has no meaning if it does not impact 
institutions and clients, and that having an impact on only one 
institution or client group is not systemic. The Lead Community 
effort should be a coordinating one, with the goal of permeating an 
entire community. 

It was suggested that in light of our awareness that several positive 
experiences in Jewish education have an exponenti a l impact, a Lead 
Community project might take a single institution and import 
programs from other institutions which build on each other. The 
example was given of a supplementary school that involves its 
students i n camping and an Israel experience. 

C. Monitoring, Evaluation and Feedback - a Support Project 

Adam Gamoran opened the presentation by asking how we will know if 
Lead Communities are coming up with new processes and products for 
Jewish education. He noted that this work begins with the Lead 
Communities, but is intended to have continental impact. The 
monitoring, evaluation & feedback project is intended to do the 
following: 

1. Inform us about a particular approach that has been effective, 
what challenges were overcome, and how it worked. 

2. Provide feedback to both the communities and CIJE as the project 
moves ahead. 

3. Encourage reflective practice , i.e. get participants to think and 
reflect systematically about how the project is going. 

It is hoped that this project will result in the Lead Communities 
becoming evaluation minded, and that evaluation will become a part of 
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the ongoing process in each community. This should become a 
community norm. 

He noted that the first year of the project has been one of planning. 
A Time to Act lays out specific desired outcomes. MEF has been 
monitoring the planning process, both to provide feedback and to 
establish a basis for similar efforts to be undertaken in other 
communities in the future. 

In this first year, the evaluators have been looking at the fol l owing 
three issues: 

1. What is the nature of the professional lives of educators in the 
community? 

2. What is the extent of community involvement? 

3. What i s the vision for Jewish education? 

By beginning early, MEF can monitor the entire process as it unfolds . 
In that process, a feedback loop has been established through full 
time field researchers where regular contact with key people in the 
communities provides ongoing oral and written feedback. 

In looking at the professional lives of educators, the field 
researchers will be providing base line data by writing qualitative 
reports, evaluating the data of the educators survey and writing 
about mobilization for change in the first year. These reports 
should develop a picture which will allow the communities to engage 
in reflective practice. They should provide a fresh slant, a useful 
perspective, and documentation of issues about which the communities 
may or may not already be aware. They will most l ikely also identify 
new personnel issues. 

CIJE also recommends that each community engage in self-study as a 
means of determining base line data . The MEF team is available to 
help. In addition to the educators survey, communities should 
·prepare an organizational profile describing the participants, 
program components, and finances of institutions that deliver Jewish 
education. 

In the coming year, MEF intends to: 

1. Complete the survey on the professional lives of educators. 

2. Complete the educators survey. 

3. Analyze and interpret these two studies. 

4. Submit a first report on mobil ization. 

5. Work with communities on their profiles. 
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In the discussion that followed this presentation, it was suggested 
that CIJE consider providing the communities with training in 
reflective practice. 

A question was raised about plans for dissemination of the 
information being gathered. It was noted that nothing will be shared 
without prior approval of the communi ties, that the project is 
designed mainly for feedback to the communities, and that the broader 
issue of dissemination must be addressed in the future. It was noted 
that with respect to the self- study , MEF can help to identify useful 
issues for consideration and work with the communities to list 
organizations and identify top priorities. This first step of the 
self-study should be followed by a needs analysis. The self-study 
process is intended to be ongoing and may help communities to adjust 
or change direction as they proceed. 

It was suggested that there is a finite amount of energy for 
mobilizing the community. At some point, each community will need to 
agree on a direction and plan to move ahead in that direction. The 
process of self-study and needs analysis should he lp to sharpen the 
£ocus of the community, but need not narrow the goals. 

It was suggested that each community has its own order of priorities 
-- that each communi ty is in a "different place." Should each wait 
£or the others in order to proceed? Is there a benefit in moving 
£orward together? In response, it was suggested t hat CIJE 
participate in the process of prioritization and that communities be 
prepared t o be flexible and adapt to new information as it comes in. 
Communities were encouraged to share informally so that each is aware 
of what the others are doing. 

It was noted that it is difficult to introduce radical and systemic 
change. I f we can forge a joint understanding among lay leadership 
and professionals on a local and continental level , we can move 
beyond business as usual. 

This forces us to confront the realities of Federation planning. Lay 
leaders wil l tolerate information gathering for a period of time 
after which they will want to move forward in a concrete way. 'While 
communities move forward and identify directions, additional 
i nformation will be coming in•which may suggest modification. MEF 
needs to respond to this need for modulation. 

In order to be as broad based as possible, it is expected that each 
of the communities will be developing a strategic plan for Jewish 
education for the next three to five years. This must go beyond 
personnel and community mobilization to a look at what a community 
wishes to look like and be. Decisions will have to be made on 
desired directions in order to facilitate planning. In other words, 
a community should not limit itself to working only on personnel and 
community. However, these building blocks are central to moving 
£orward. 
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V. Funding and Fund Raising 

How can CIJE help local communities with funding? It was suggested that 
communities identify local sources of funding and that CIJ E work wit h 
them in an effort t o enc ourage their support . It was also suggested that 
if CIJE were to cultivate relationships with foundations and know their 
priorities, these might help communities focus their dire.ct ions. There 
was a strong feeling , however, that Communities should mo,ve forward in 
planning with the understanding that it is preferable for ideas to 
attract funding r a ther t han the converse . 

The group was reminded that it had been recommended earlier that a 
development committee be established, to be made up of re.presentatives of 
CIJE and the local Communities. This group might explore what is 
available local l y as well as continentally. This idea will be pursued. 

VI . 'Work Plan 

Gail Dorph and Alan Hoffmann planned to visi t each of the three 
communities during the two weeks following the Baltimore meeting. At 
that time, individual community work plans to cover a period of three to 
six months we r e to be discussed. 

The next join t Lead Communities meeting i s scheduled t o take place prior 
to the opening of the GA in Montreal. It wil l begin with an op tional 
l~nch on Tuesday, November 16 (meeting to begin promptly at 2:00 PM) and 
conclude with l unch on 'Wednesday, November 17. Each community was 
encouraged to put this meeting on the calendars of professional or lay 
leaders whom t hey feel should be present. 

Another joint Lead Communities meeting will most likely be scheduled for 
February. These dates will be pr oposed shortly. 

Gail Dorph will plan to visit each Community at l east one time each month 
for a period of two to three days. 

A question was raised about whether the Lead Community representatives 
shoul d plan to attend all CIJE board meetings in the f uture. This will 
be r esponded t o as soon as possibl e. 

VII. Best Practice s, Another Support Project 

Barry Holt z r eminded the group tha t the Commission on Jewi sh Education in 
North America recommended that an i nventory of Best Practices be 
developed. It was felt that ident ification of Best Practices could help 
t o build our understanding of Jewish education in North America. These 
Best Practices could serve as "existence proofs." They should help the 
Lead Communities by serving as models. 
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VIII. 

To date, a f i rst look has been completed in the areas of supplementary 
schools and earl y childhood education . More in depth analys,is of these 
areas will be done in the future. 

The Best Practice s project identifies high quality programs with 
significant cont ent which cover a broad scope. It makes a case for 
personnel as the means of making a difference. It can be he lpful in 
mobilizing the community by showing lay leaders what quality is in Jewi sh 
education. Holtz is prepared to work with local l ay leaders in this 
area. 

In addition, the project may provide a curriculum for upgrading 
personnel. For exampl e, we may wish t o recommend that the rabbis from 
best practice programs be inv ited to Lead Communities to work with local 
rabbis in areas of mutual interest. 

The Best Practices pr oject is intended to identi fy the best of what now 
exists . From h ere, i t is hoped that the communities will work with CIJE 
to move on to ~ practice. 

In the discussion that followed, it was noted that many successful 
programs depend on personnel and that this might l i mit the long term 
usefulness of the best practice studies. However , if the principles of 
best practices can be extracted and common elements of success can be 
ident ified , these can be translated to the communities. 

It was not ed t hat the best practice studies require a context. They 
provide the basis for a curriculum to raise the level of discourse. 

Conc luding Remarks 

Alan Hoffmann noted that he senses an emerging clarity of pu rpose and a 
joint sense of mission coming from these meeti ngs. He stated that we are 
building on the past and moving very positively into a new period. He 
concluded by t hanking Baltimore for its hospitality and all participants 
for t he ir s erious involvement. 



.,. _,. GOALS FOR JEWISH EDUCATION IN LEAD COMMUNITIES 

The Commission on J ewish Education in North America did not deal 
with the issue of goals for Jewish education in order to achi eve 
consensus. However, the Commission knew that it would be 
impossible to avoid the issue of goals f or Jewish education, when 
the recommendations of the commission would be implemented. 

With work 
longer be 

1) 

2) 

3) 

in Lead ColllIIlunities underway, the issue of goals can no 
delayed for several reasons; 
It is difficult to introduce change without deciding 
what it is that one wants to achieve. 
Researchers such as Marshall smith, Sara Lightfoot and 
David Cohen have effectively argued · that impact in 
education is dependent on a clear vision or goals. 
The evaluation project in Lead communities cannot be 
successfully undertaken without a clear articulation of 
goals. 

Goals should be articulated for e ach of the institutions that are 
involved in education in the Lead Colllmunities and for the 
community as a whole. At present there are very few cases where 
institutions or communitie s have undertaken a serious and 
·systematic consideration of goals. It is necessary to determine 
the status of thia efrort in the Lead communities. There may be 
individual institutions (e .g. schools, JCCs) that have undertaken 
or completed a serious systematic consideration of their goals. 
It is important to learn from their experience and to ascertain 
whether an attempt has been ~ade to develop curriculum and 
teaching methods coherent with their goals. In the case o! those 
institutions where little has been done in this area, it is 
crucial that the institutions be encouraged and helped to 
undertake a process that will lead to the articulation of goals. 

The CIJE should serve as catalyst in this area. It should serve 
as a broker between the institutions that are to begin such a 
process and the various resources that exist in the Jewish world 
-- scholars, thinkers and institutions that have deliberated and 
developed expertise in this area. The institutions of higher 
Jewish learning in North America (Y. U., J. T .. S .A •.. and H. U. C. )-, the .. . . . 
Melton Cantre at the Hebr ew university and the Mandel Institute 
in Jerusalem have all been concerned and have worked on the issue 
of goals for Jewish education. Fu;-therrnore, these institutions 
have been alerted to the fact that the institutions in the Lead 
Communities wi 11 need assistance in this area . They have 
expressed an interest in the project and a willingness to assist . 

The Mandel Institute has particularly concentrated efforts in 
this area through its project on alternative conceptions of "The 
Educated Jew. 11 The scholars involved in this project are: 
Professors Moshe Greenberg , Menahem Brinker, Isadore Twersky, 
Michael Rosena k , Israel Scheffler, Seymour Fox and Daniel Marom. 
Accompanied by a group or ta lented educators and social 
scientists, they have compl eted several important essays offering 
alternative approaches to the goals of Jewish education as ~ell 
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,p)i indications of how these goals should be applied to 
' educational settings and practice. These scholars would be 

willing to work with the institutions of higher Jewish learning 
and thus enrich their contribution to this effort in Lead 
Conun.l.:lnities. 

It is therefore suggested that the CIJE advance this undertaking 
in the following ways: 

1. Encourage the institutions in Lead Conununi ties to consider 
the importance of undertaking a process that will lead to an 
articulation of goals. 

2. Continue the work that has begun with the institutions of 
higher Jewish learning so that they will be. prepared and ready to 
undertake community-based consultations, 

3. O!fer seminars whose participants would include Lead 
Community representatives where the issues related to undertaking 
a program to develop goals ~ould be discussed. At such seminars 
the institutions of higher Jewish learning and the Mandel 
Institute could offer help and expertise. 

The issue ot goals for a Lead Community as a whole, as well as 
the question of the relationships of the denominations to each 
other and to the community as a whole will be dealt with in a 
subsequent memorandum. 

Seymour Fox & Daniel Marom 
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