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Mandel Institute 

F u r thi: /\dv:..u H.:~d S tu d y a nd o~v~ l oprn~11l o r J~wisl1 Educ:..1tio11 

Planning Workshop with the 
Council for Initiatives in Jewish Education 

January 7-10, 1991 

Held at the Mandel Institute, Jerusalem 

Participants: 

Ami Bouganim, Shulamith Elster, Seymour Fox, Annette Hochstein, Steve Hoffman, 
Alan Hoffmann, Danny Marom, Marc R osenstein, Arthur Rotman 

Introduction 

S. Hoffman reviewed his paper on the mission, method of operation, and structure of the CDE 
(Exhibit 1). 

There was a discussion of relative priorities of the recommendati~ns of the Com.mjssion in 
order to determine where to begin: lead communities, building the profession, research, and 
building community support. 

There was general consensus that all areas interact, but that lead communities seems to serve 
as a focus for the others, as well as being visible, concrete and proactive .. Therefore, it was 
agreed that this area should be our first priority. At the same time, there was consensus that 
the lead communities effort does not entirely subsume all other areas-and that we therefore 
must move on the other fronts too. 

Lead Communities 

Some concerns and dilemmas which ar0se in the discussion of bow to implement the local 
communities project: 

a. We cannot ignore other efforts underway and focus IDlJl on lead communities; there may 
be other community and foundation projects deserving of our interest and support. 

b. In choosing candidates for lead communities, do we prefer those which have weaknesses 
( e.g. lack of top leadership) which we can remediate as a demonstration, or do we choose 
communities which are already strong, to model excellence (but possibly not significantly 
replicable)? 
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c. There may be a tension between the local perception of the community's priorities and our 
view of what must be done to fulfill our goals for the lead community as a demonstration 
site or model of excellence. 

d. Possible considerations in selection process: 

1. city size 
2. geographical location 
3. lay leadership commitment 
4. planning process underway 
5. financial stability 
6. availability of academic resources 
7. strength of existing institutions 
8. presence of some strong professional leadership 
9. willingness of community to take over process and carry it forward after the initial period. 

In general, there was difficulty in conceptualizing a clear set of criteria for choosing lead 
communities - and in deciding among the goals of replicability/demonstrability/models of 
excellence. What emerged from this discussion was consensus on the idea of differentiated 
criteria: different communities might be chosen for different reasons. On the other band, we 
clearly cannot afford to fail: however we choose candidates, we must be convinced that 
between the community's resources and our own, success is likely. 

There was agreement that the CIJE needs to clarify what a lead community is: what are the 
specific categories of actions and/or programs and/or processes which form the heart of the 
lead community effort. However, there was no closure on content. Two aspects were con
sidered: 

a. The lead community is characterized by a certain type of planning approach, involving 
comprehensive, systematic planning; a national perspective and involvement (via various 
national educational institutions, movements, etc.); and tbe bringing in of outside resour
ces, human and material. 

b. In addition to "a," the lead community would be required to make certain educational, 
programmatic commitments (e.g., to in-service training, leadership development, etc.) 

The following points were agreed upon: 

a. The centrality of systematic assessment and planning and the role of the CUE in providing 
resources and incentives for this process. 

b. The full support of top local lay leadership as a sine qua non. 

c. The overall goal of creating fundamental reform, not just incremental change; of creating 
new approaches, not just extinguishing fires. 
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d. Toe importance of an approach based upon research, analysis and national decision
mak:ing. 

e. Lead communities seive as laboratories, but not as the only labor atories: we might be 
supporting experiments elsewhere for eventual application in a lead community. 

f. Toe need to establish a contractual relationship between the CDE and the lead community. 

The discussion moved on to the issue of what the CUE would provide for a lead community. 
A model which seived as a basis for discussion was that of an account manager: someone who 
must work closely with a client and understand all of his needs in depth and who must be 
creative in bringing in various other resources to fulfill those needs. 

Thus, the CIJE would seive a facilitating, matchmaking, guiding, managing role. Oosure was 
not at tained on an exact role description, but a number of specific applications of this concept 
were discussed: 

a. Providing a !!roster of expertsn (persons and institutions) on whom the lead community 
can call for specific assistance. 

b. Arranging for the seconding of staff resources from existing institutions to the lead 
community. 

c. Providing up-to-date information on developments in general and Jewish education 
relevant to the communities' planning process. 

d. Finding and ''certifying" best practices is a valuable service which the CDE needs to 
provide to assist lead communities. This turns out to be not as simple as first appears. The 
CIJE will have to invest resources and energy into studying the whole concept of best 
practice, and developing procedures for finding, certifying, and communicating best prac
tices to lead communities and others. 

e . Serving as a broker between lead communities and foundations, for providing funding and 
for particular programs relevant to the communities' needs. 

f. Guiding the local planning and research process, providing assistance as needed, quality 
control, monitoring and feedback. 

There ensued a discussion of the essential "building blocks" which would have to be part of a 
lead community's plan of action. At this stage of our work, the following were suggested: 

a. Programs to train personnel. 
b. Lay leadership development. 
c. Israel program development. 
d. A framework or frameworks for deliberation on educational philosophy and goals. 
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It was agreed that the "tone" set by the CUE is important: we need to embody and stand for 
excellence, continuously to hold before the communities a model of thoughtful, serious 
planning, research, and implementation. 

Toe consensus was that the CDE has a responsibility to set the very highest standards p ossible, 
demanding tough quality control, never "settlint' for compromises on work quality. 

ACTION AGENDA FOR IMPLEMENTING LEAD COMMUNITIES 

1. Recruit planning team (in-house and/or borrowed) to map out overall program. 

2. Develop selection procedure and criteria, and "visiting team" if necessary. 

3. Prepare assessment/diagnostic tools to assist communities in self study ("educational 
profile"). 

4. Set up monitoring/feedback loop: procedure and framework for ongoing evaluation. 

5. Set up process for identifying, documenting, and disseminating "best practice." 

6. Set up framework for training and assisting community leadership in developing: 
1) proposals, 2) community educational plans, and 3) local monitoring/feedback loop. 

7. Establish framework for creating "programmatic menus" to help communities choose 
new ideas and programs for implementation. 

8. Start ongoing process of accumulating "roster of experts" - contacts in the academic 
world (and otherworlds)who can provide assistance to communities in self-examina
tion, planning, and introducing innovations. 

9. Start ongoing process of building contacts with foundations with interests in support
ing specific categories of programming, in order to help find funding for lead 
communities' innovations. 

10. Develop key elements of contract defining relationship between lead communities 
and CUE; what are the specific requirements of the lead community and of the CUE? 

11. Create framework for discussions with and among continental agencies ( e.g., JESNA, 
JCCA, denominational education bodies, etc.) regarding a) their providing services 
to lead communities; b) the identification of "best practice" prograrnrnine which may 
exist on a continental level under the auspices of these agencies and may be useful to 
lead communities. 
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Building the Profession 

All participants contributed to a list of components of the process of building the profession 
of Jewish education: 

• recruitment 
• pre-service training 
• in-service training 
• senior personnel development 
• retention 
• image and recognition 
• certification 
• compensation 
• professional organizations and networking 
• career development 
• supervision and evaluation 
• research 
• the contribution of general education 
• empowerment 
• paraprofessionals and volunteers. 

Of these, five received highest priority ranking by the group: 

1. Pre-service training 
2. In-service training 
3. Recruitment 
4. Compensation 
5. Networking 

In discussion of how to attack this list, the issue arose of the tension between the CDE's 
inclination to do its own process leading to a master plan for, say, pre-service training, and the 
need to involve other "players" in the planning ( e.g., Y.U., J.T.S., H.U.C., J .C.C.A, federation 
planners, etc.). What will happen if there are conflicts between CDE's standards, methods and 
directions and the possibly less exacting approaches of existing institutions? Toe Mandel 
Associated Foundations, the Wexner Foundation and others must also be integrated into the 
picrure since they have decided to invest in pre-service education. It was agreed that this is a 
difficult issue, requiring sensitive and creative thought 
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Moving to pre-service training, several suggestions were made: 

1. We should see what we can learn from work being done in general education, and possibly 
use scholars and institutions from that world in our planning. 

2. We should talk to all the current "players" to get a picture of the state of the art. 

3. We could involve other foundations (Bronfman Foundation to fund Israel Experience 
components of teacher- training, Wexner Foundation for the training of elites, etc.). 

4. The Mandel Institute in Jerusalem may be running a world-wide planning seminar in the 
spring, of which we could take advantage. 

5. We must keep all options open and under careful scrutiny and look at all possible options 
including those in general education. 

A. Hochstein accepted the assignment to produce a paper defining the questions and issues 
which must be addressed in developing a master plan for pre-service training, to guide the 
CIJE in beginning the process. A. Hoffmann accepted a similar assignment for in-service 
education. 

With respect to compensation, discussion was brief; no closure was reached on a plan of action, 
or even whether the CDE should remain in a study/advocacy role or actually become involved, 
for example through encouraging the setting up of a national pension plan. 

Networking was also discussed briefly; while there was consensus that networks must be 
studied and supported, no specific suggestions were made. 

ACTION AGENDA FOR BUILDING THE PROFESSION 

1. A Hochstein's paper to guide development of a master plan in pre-service training. 

2. A Hoffmann's paper to guide development of a master plan in in-service training. 

3. Coordinate efforts with MAF in developing plans with existing pre-service training 
institutions. 

4. Establishing contact with interested foundations to become involved in parts of the 
program. 

5. Set up a planning team to map out efforts and assign roles in pursuing the five top 
priorities (and others). 
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Research Agenda 

Two aspects of educational research which are necessary were presented: 

• Policy research, including monitoring, evaluation and program design. 
• Pure research including the education of educators, the philosophy of education, etc. 

Participants suggested a number of areas crying out for research attention: 

• standardized achievement testing 
• market research 
• research itself-a umap" of the field is needed 
• best practices 
• data about teachers 
• evaluation methods 
• history and philosophy of Jewish education. 

And they proposed several different ways in which the CUE might serve the needs of Jewish 
educational research: 

a. Coordination of research efforts; influencing and stimulating. 
b. Reaching out to research institutions to create centers for Jewish educational research. 
c. Making useful connections among research needs, researchers, and sources of funding. 
d. Modeling research-based planning. 
e. Work to create new centers of research and train/recruit new researchers. 

Three concrete results: 

a The CIJE will commission a preliminary paper, preferably by Israel Scheffler, on the state 
of Jewish educational research. This will serve as the basis of the work of a high level task 
force which will recommend a course of action in order to establish a research capability. 

b. J. Woocher will prepare a thought paper on the issue of maintaining a data base of Jewish 
educational research. 

c. There is a need to pay special attention to current good research while the longer term 
approach is being developed. 

7 

@ 



-

-

ACTION AGENDA FOR RESEARCH 

1. Commission a preliminary paper, preferably by Israel Scheffler, on the state of Jewish 
education research and on the need for strategic planning. 

2. Based on this paper, set up a high level task force which will recommend a course of 
action in order to establish a research capability. 

3. J. Woocher will prepare a thought paper on the issue of maintaining a data base of 
Jewish educational research. 

4. Seek to develop connections among and support for existing researchers, on specific 
need-drive projects, while waiting for the entire system to be rebuilt. 

5. Actively model research-based planning from the beginning, commissioning research 
and borrowing researchers to provide a research base for every project we undertake. 

6. Make it clear, to our lay leadership and to that of communities ( e.g., lead com
munities) and agencies interacting with us, that we do not move without research. 

Developing Community Support 

A number of suggestions were made regarding models and directions for pursuing this goal: 

a The model of the Commission on Jewish Education in N ortb America: give top leaders 
important decisions to make and let them work with outstanding professionals. 

b. A constant flow of special events, programming, support, and personal cultivation is 
necessary to keep lay leaders enthusiastic and involved. 

c. We need to select and cultivate first-echelon leaders in the federation and UJA worlds and 
bring them into education. 

d. We should use exciting and dramatic methods to interest our target leadership; e.g., 
prestigious retreats, meetings with high-status leaders and scholars like Nobel laureates, 
university presidents. 

e. We should capitalize on the headway already made in this direction, by working to involve 
people who already have been touched by the Commission. 

f. Systematic creation of a supportive climate by PR and marketing activities; e.g., wide 
distribution of A Tzme to Act, newsletters, materials for rabbis, encouragement of Com
mission members to speak and write. 
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g. We should develop new programs for educating lay leadership, and work with existing ones 
( e.g., CLAL, JESNA, JCCA). 

b. We need to cultivate the heads of the three religious movements. 

No specific plan of action was agreed upon, though there was consensus that we need to 
develop one. Meanwhile, S. Hoffman undertook personally to work to involve several key 
leaders of national stature in the work of the CUE. 

ACTION AGENDA FOR DEVELOPING COMMUNITY SUPPORT 

1. Marketing plan for A Tzme to Act. 

2. Efforts to cultivate top echelon continental leadership from non-educational settings 
for involvement in CIJE. 

3. Reach-out to existing top leadership with interest in education ( e.g., denominations, 
Commissioners). 

4. Planning team to develop series of high level programs for attracting new top 
leadership and keeping those already involved excited ( e.g., retreats, prestigious 
meetings, etc.). 

5. Establish systematic ongoing public-relations program. 

Putting It All Together 

The final session was devoted to considering some of the elements of a rough strategic plan, 
connecting priorities in a logical order and fitting them to a calendar. 

Several general principles were agreed upon: 

a. Work of CIJE must be characterized by expertise, quality, and excellence. 

b. We must focus on change-planned, systematic, monitored change. 

c. We must have a comprehensive outlook. 
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DRAFT 3/ 19/ 91 

At:t:endance 

MINUT!::S 
COUNCIL FOR INITIATIVES IN JEWISH EnUCATION 

SENIOR POLICY ADVISORS 
MARGli 1?., l 991 

10 A.M. - 4 P.M. 
COUNCIL OF JEWISH FEDERATIONS 

NEW YORK CITY 

Jack Bieler, David Dubin , Shulamith E:lster, Sylvi.:t Ettenberg, Joshua Fishm~n , 
Seymour Fox, Irving Creenberg, Scephen Hoffman, Richard Joel, Martin Kr~ar, 
Sara Lee, Virginia Levi, Daniel Pekarsky, Bernard Reisman, Archur Rotman, 
Alvin Schif f , Barry Shrage, Stephen Solender, Elio t Spack , J onathan woo1.:bP.r 

Copv to 

RQbert: Abramson, Josh Elkin, Morton L. Mandel, Henry I.. Zucker 

I. lntroduc torv Remarks 

The chair noted that: the senior policy advisors of t:hc Counci1 for 

Initiatives in Jewhh Educacion (CIJE) is .i group in f orm,11:ion. \;I;' 

anticipate additions co this group from chc Reform movement, t he 

Orthodox movement:, and the Assoc.i~tion of Na;:ional Youth Group 

Directors. This group will work with the board and staff of the CIJE , 

contributing individual and collective expertise to the ClJ E eCforc. 

It was nocad that the Commis!iion on Jewish r.ciucation in Norch America 

chose t o focus on che areaJ of personnel nnd conununity in an effort. l:o 

enhance Jewish aducation for Jewish continuity . Throughout i cs 

deliberacions, ehe Commission noted a lack of adequ.at:c d~tA and the 

importance of establishing a research componenc for the field of Jewish 

education. The role of CIJS i., co take the i dc.i.s of t ha Co1wnis!.ion .lmt 

make them concrote through demonscracion and imp lemencacion accivitie~ . 
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fiage 2 

Since the final Commission meeting in November 1990, Dr. Shulamith 

Elster has been designated chief education officer , effective July 1, 

1991, and a search is under way for a planning officer to uring 

expertise in community organization and social planning. Negotiacions 

are under way for space at CJF and funds are being raised to covar t he 

core budgec of CIJE for a period of three years. 

A preliminary planning mee.ting took place in Jerusalem i n Jtrnuary . Tht-1 

minutes of chat meeting were disc=ibuted Lo senior policy ~dvi~QrS nnd 

served as a basis for discussion throughouc the day. 

The purpose of chis ceeting was to determine how to move ahead with thn 

establishmenc of lead communities, with ef:orcs to build the 

profession, and wich the building of a research capability . It WMS 

anticipated t hat tha day would result in proposal~ to Lh8 ClJE bo~rd o f 

s. gam11 plan which CIJE staff and identified experts could proceed t o 

executB. 

I n the discussion that fol lowed, it was agr~erl that the three 

directions t:o be discussed are interconnec ted anrl ch~t one role of the 

senior pol icy advisors and staff is to ma.incain the linkages among 

them. Another role will be t:o b ring the ~xperti!Je of regional .:md 

naciona.l organizations to work wich le4d ~ommunities in accomplishine 

their go.a.ls. 
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Several advisors raised questions abou t the role of cha CIJE i n funding 

i cs i n iti atives . I~ vas noted tha t 1ead curnmunities will be expect:~d 

- - - .. , ... 
role would be co provide experti se and t o hel p iden tify funders t o 

assist: with specific implemen tation acc i on . ThQ concep t o f the lead 

community itself should energize a communicy and i t s personnel co take 

act i on for Jewish education. Advisors noccd tha t some pool of fund~ 

;;v.1i l ;ih1 A t:o t he CIJE f or implementa tion of le.:.d community effort!; 

could be i mportan t and should be s ugges tod t:: u t h A bo.:ird . 

II. Revi ew of Wo-rking Papers 

Senior policy advisor . spent mos c of the day ln wo-rking groups, eacb 

,...,, .; .. ,.,fna nri:> l imi n ,u·v n .tner s on 011e touic, and conch\ding wich thE! 

A. Lead Communities 

1 . How wi ll Le ad Communities ~e Identified? 

Two possible approaches will be recommended to thA board. The 

first, described as cha buckshot ~ppro8Ch , would invite any 

community in North America co 11.pply t o be a le.id communi ty. 

The second approach is co ask senior policy ~dvi~ors to 

identify 10-12 cornmuuiti~s wiLh the potenti a l to succeed , ,md 

co invite tbem to apply . From the applicancs, 3-5 communities 

would be salectad. 
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2. @a.t: Criceria should be used in SP.lecting Lead Communities? 

The following criteria will be considered ln seLecc1ng 1eaa 

communities. 

a. 

b. 

c. 

d. 

e. 

f. 

g. 

h. 

i. 

City si:z:e 

Geographic location 

Lay leadership commitment 

The existence of a planning process 

F1nanci,1 stability 

Availability of academic resourcQs 

Strength of existing inst:itutions 

Presence of some strong professional leadership 

Willingness of community co l~ke over process and carry 

it forvard 

J. Replicability 

k. Commitment to coalition building (synergism) 

1. Commitment: co innovation 

m. Commitment: to a "seamless ;..ppro.ach , " involving all ~scs, 

formal and informal education 

n. Commitmen~ co the notion of Cl~l Yisrael - w1llingnes$ co 

involve all segrnents of t~e community 

o. Agreement with the importance of crc~ting fundament.il 

reform, not just increment~l ch~n&c 

® 



-

• 

Page 5 

3. "1ha,c will CIJE bring co Lead Communities? 

a . Expertise of CIJE st:aff and planning ceams 

b. Help with the cost of outside cxperLs 

c, The ability to link projects with potential funders 

4. Minirnal Program Areas to be Addn!ssed bv ti Lead Communitv 

a . Programs to train personnel 

b . J..ay leadership development 

c . tsrael program development 

There was discussion .abo1.1t thGl va lue of poin c:ine to a 

single pr ogram area. lt uas ~ugge~ted that noc all leu<l 

communicie5 need focus on a single program are.:, , This i~ 

to be discussed further. 

d. An ongoing focus on seals and philosnphy 

Advisors felt that this area should be~ focus of planning 

tearas, but might: not be a nec!:'SSAry p r~condition fo r evt1ry 

lead c ommunity . 

s. Besc P~aceices 

It was agreed tha.t work should begin now co identify an array 

of !:Uccessful approaches for pos~ible implementation by le~d 

communities, E~ch "best: practi ~c" would be acconrpauied by t.:he 

names of one or rnore exp<?rts co be consulc:ed. 
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It was suggested thac the CIJE periodically convene 

representatives of the lead communities for workshops on how 

best to treat a program area such as early childhood, family 

education , etc. 

It was .suggesced that each community be assigned an "account 

executive" and a team of explilrts to work wit~1 it. It was 

furthe r agreed t hat the. senior policy advisors would maintain 

close concacc with this t eam and with the lead communl ti~s co 

provide quality control. 

B. Tra;.ning 

The working group on t r aining identified the fo1lowing concern~ for 

further consideration: 

1. Recruitment 

What type of recruitment activic:ics sho1.ild be 1.mdert:aken? How 

ca.n· these reflect the variety of needs wit:h th!:\ f ir! ld? How 

many students can current programs acco1mnodAt:e ? What e f forts 

can be undertaken to enhance the profile~ of the training 

inscitutions? 

2. Definitions of "profsssional" 

How 5hould "profes~ional" be defi ned? What: are t he elemt\nts of 

a working definition: full-time vs . par~·time, profes~ional 

craining programs, cercificat:ion, a.ppropriate compens ation? 
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\Jhat is the role of t:he professional school in t:he building of 

the profession? Whac role can profess ional organiz3t:ons 

play? How can this definition reflQct t he "s-crat:ification" of 

the field and differentiated staffing within institutions? 

3. Training objectives 

"\olha.t is the mission of current programs? How i:, chis mission 

.:irticulated? tJh.at is th'i"ir "vf .•d o-n" of the profession? W'h .. t: 

should be the objectives of training programs? Should programs 

train for current needs and current delivery systems? Should 

institutions be working to design program~ en prepare pcrsonn~l 

co meet future neP.ds? 

4. Traininr; 

The training of professionals for Jewish Qducacion should bf! 

thought: of as a continuum: pre-service/ professional 

training-- in-service/ continuing education. 

Vhat alternatives exist to degree granting programs? What 

training needs can be met through continuing education units? 

How can these programs be iinplemE>.nted- -local si tes, CAJE? 

S, Standards for training and for the profei::i::ion 

How can standards of "excellence~ be implemented? " 'Good 

enough' is not acceptable. " 

@ 
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6. Selected research is~ues 

Identification of the qualities. or character t:~ics, of highly 

regarded educators to serve as models of professionalism. 

Idencificat:ion 0£ inhibiting and enhancing f ac co1:s tho3t 

contribute to parcicip~cion in in-~crvice and continuing 

education programs. 

The impact of p8rticipation in continuing education activities 

and in-service programs. 

Building the Profession should i~clude a thorough examination 

of all of the above . 

7 . Next: steps 

a. !ho imporcanc first .step is the ,napping of cha 

Held- •including a full description of ti-.1iniug 

oppor~unities and identific.ation of the needs of those 

currently working in Che field. 

A study ~hould be m~de of available and unfilled positions 

in the field and proje¢tions m~dA as to neAds fivo and ten 

year.s out. 

® 
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b. Recruitment stracegies should. be developed co meet thesn 

noeds and programs developed ac the training institution!: 

to meet the training needs of chc recruics . 

c. The r esearch 3genda should include issues relHted co che 

building of the profession. 

In the ciscussion that followed, it was suggested chat ic will be 

difficult for communities to provide profes~ional cra ining to 

part-time educators in the s.ime w~y ch.it full-r.imc ed1.1cato-rs are 

prepared. Each lead communicy mighc look nc particular ways of 

training and upg~ading pare- timers. 

It was suggested t hat. one goal of che effort co bui l d the 

profession might be co create caraers wl thin the :s)'t)aeogue 

seccing. There should be room for on~ t.o cwo full · time pt\Oplc in 

mo.c synagogues to focus on cla:ssroom e ducation, f.unily cducl\C.ion, 

etc. Thasa positions would require~ spec ial kind of Lraining. In 

chis same context, ic was noted t h~t we anticipate r.h~ lead 

require new trainine systems. \Je need t:o think c re.-:1tively . 

® 
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C. R2search and Qeveloumenc of a nata Base 

It was suggested that priorities for research include cha 

following: 

1. Development of an Agenda 

Page 10 

A researcher working with staff and an editorial board should 

map out what is cu.rrent:ly availablt! , creating a bluepr:.nc or 

framework for further study . 

a. A reseArch agenda should be d~fined in reforence co the 

CIJE's other agendas. 

b. Any mapping or planning process .5hould involve chose 

currently working in the field. 

c. This study should be done in the contexc of various 

definitions of research, e . g. expnrimental r~~oarch 

anticipated in the framework of lead communities should be 

included . 

d. This should show how research cnn lead co better praccice 

and profcssionalism. The chttllEl11gc is to effect change. 

2. There is a need to develop a data b~sa as quickly as possiblo. 

This can be accomplished by brJ.ngine together n 5roup of 

expercs (JESNA and JCCA have pRople «vailable) for 

brainstorming, consulLation, and preparation of a paper. They 

should identify cha audience••the key dRcisiotunak~r~- -and 

determine wh.i t: they ne~d to know. They should indl<.:ace wh.;-: 

this c.ata bank will do £or Jewish educacion. 
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During the consultation phase che L~lim should talk with the 

experts involved in daca gaLhering, talk to peo!'.)le in c!,e field 

to be sure that the data is needed, and be honest about vhac is 

available and what is not. !twill be important co clarify 

such terms as formal and informal ~ducaeion so Chae cvcryonP. I s 

talking about the same issues. 

3. Research should pl.ay a central role in the work of -:ho CIJE. 

The CIJE should serve as a model, shnwing that good education 

planning flows from a strong research prcgr~m. It was 

sugggsted thac one member of the CIJE ~caff serve as 

coordinator of the re~earch effort. 

4. Nexc Seeps 

Based on the foregoing report it va~ sueeesced thAC a 

• researcher be identified now co prepare a map of the fielo and 

thac a group of JESNA and JCCA ~~aff be asked to move ahead 

quickly to prepare a paper on the daca base for possible 

presentation at the April 9 CIJE board meeting. 

III. CQnaral Discussion 

In che short: time that· remained at the concl·usion of the reports, 

general comment~ were invited. 
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Ic was suggesced tha.t an issue co conside.r in che .Cucurc: is the nt!ed co 

creace a markec. This encompassc5 the issue of how co at tract to 

Jewish education those people not: ac .;11 involved with the curn:nc 

system. In this context , it was suggested thac each lead community be 

encouraged to include a marketing component in its efforcs. 

steps recommended at this meeting. Thi!: wiJ 1 be don~ in <:onsultat.101, 

with ~~nior policy advisors. 

future meetings of the ~enior policy advisors will bP. sched1.1led for 

early summer and early fall . 
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CIJE Board Members Invited co 4/9/91 Meeting 

Attendance 
Name Plans 

Ch8rles Bronfman Yes 

Gerald Cohen Yes 

John Colman Yei. 

I p..rin Field 

Max Fisher 

Charles Goodman 

Alfred Gottschalk 

Arthur Green 

N~il Gr eenbaUJn 

Thomas Hausdorff 

David Hirschhorn 

Ludwig Jes.selson 

Mark Lainer 

Norman Lamm 

Norman Lipoff 

S. Martin Lipset: 

Morton Mandel 

Mat:chew Maryles 

Lester Pollack 

Esther Leah Ritz 

Ismar Schorsch 

Isadore Twersky 

3ennett Yanowicz 

Yes 

No 

Yes 

No - i n I srae l 

Yes 

Yes 

Yes 

Ylils 

YQs 

No · in Canton, OH 

Yes 



Other invicees: 

E)scer Yes 

Fox Yes 

Hochstein Yes 

Hoffman Yes 

Levi Yes - Kraar Yes 
(until 2:30) 

Rotman Yes 

'woocher Yes 

Zucker Yes 

TOTAL At.tending, 20 
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Attendance 

Board Members: 

Policy Advisors 
and St.J.ff: 

MINUTES 
COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 

APRIL 9 , 1991 
12 NOON - 4:00 P.M. 

COUNCIL OF JEWISH FEDERATIONS 
lCC.W 1V~ \,.J.. .L.l 

Charle! Bronfman, Gerald Cohen, John Colman, 
Alfred Gottschalk, Arthur Green, Thomas Hausdorff, 
David Hirschhorn, Norm.an Lamm, s. Martin Lipsee, 
Morton Mandel, Hat:t:haw Maryles, Lester Pollack, 
E6ther Leah Ritz, Isadore Twersky, Bennett Yanowitz 

Shulamith Elster, Seymour Fox, Annette Hochstein, 
Stephen Hoffman, Martin Kraar, Virginia Levi, 
Arthur Rotman, Jonathan Woocber, Henry Zucker 

I. Welcome and Introductions 

Mr. Mandel called tha meeting to order at 12:40 p.m. Ha welcomad 
participants to the first meoting of the newly established CIJ'£ board 
and asked those present to introduce themselves . Ha extended tha 
regrets of Max Fisher. honorary chair. He reminded board members that 
the Council for Initiatives in Jewish Education is an outgrowth of the 
Commission on Jewish Education in Nor~h America. Its purpose is to 
implement the recommend~tions of che Commission and to bring about 
greatar ~uppoTt for Jewish education in North America with the ultimate 
goal of upgrading its quality . 

II. CIJE Structure 

The chair called board members' attention to the mission statement 
which had been distributed in advance . He reminded the board that its 
purpose is to set policy, authorize action, and galvanize resourcas for 
Jewish education. He noted that, in addition co board meetings which 
will occur approximately three times each year. there will be an annual 
meeting of an Advisory Council, composed of board members, Cowmission 
members, and other interested parties. The purpose of this meeting 
WL11 ~- ~~~~••vi~-~ ~~~~TCOO ropor~ on ~r;nTr~ ~0 enhance Jewish 
education in North America. 

Several board. member's raised questions about the actual role of the 
board in the work of the CIJE. Should the board initiate new ideas, 
ev.:iluate funding propos•ls, and generally work with the st:J.ff to 
accomplish the Commis31on's recommendations? Or should the board 
react to proposal£ of the s~aff and policy advisors? It was suggested 

.. 
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that the board should set policy and strategy, and should shape thB 
direction of the CIJE. lt should creac;e an agenda, serve a .s a 
catalyst, and generally work to make the Commission recommendations 
happen. 

It also was ~uggested that an important step toward bringing about 
change is to establish a timetable for accomplishing concrete goals. 
'Where do we want to be in cwo, five, or ten years? 

III. Action Plan 

A. Training 

Or. Shulamith Elster , newly appointed chief .education officer of 
CIJE, spoke about the training of Jewish educators. She noted that 
the Coauuss ion concluded t hat t he nUJDber of well-trained Jewish 
educators in North America must i ncrease . In order to accomplish 
this goal, we mus t recruit , train, and p l ace highly qualified 
educators . 

As an initial s t ep toward this goal, CIJE is escablishing close 
working relat i onships with the major i ns tit utions of Jewish 
learning , encouragi ng them t o b e the bes t t hey can be. Each is 
working to ~eet the changing needs of society. CIJE is working 
with them to encourage the development of plans to devel~p and 
enhance the ir str engths . In addition, CIJE is working with the JCC 
Associat ion to s upport the training of top l e adership in the field 
of informal J ewi sh educat i on . 

As it encourages an enhanced training capab i l i ty, CIJE will focus 
its attention on 1) c l arification of current and futun needs in 
the field , Z) fac i litating planning to meet the needs of the fiela, 
3 ) the t eaching of subjec t matter, 4 ) ident ifi cation of areas for 
Joint projects, 5 ) means of attrac t ing quality faculty, 6 ) the 
current s tatus of i n-service t raining and how t o ~aet those special 
needs . It was noted chat we must know more about the state of 
pre-service and in-service education in order to work effectively 
on recruit:ment, retention, and profcssionalization of the field. 

In the discussion that followed , 1t was noted that the training 
programs being proposed will dif(er from those currently in effect 
by building on the current strengths of each of the tr.lining 
i nstitutions. ~e are working to develop prograras which will train 
more peoplo for the field and to do so in innovative ways. 

In responso to a question about the role of CIJE in chis efforc, it 
vas noted that CIJE is working with each inseitution to devBlop a 
strategy for meeting~ particular sec of needs . 

.. 
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Jonathan ~oocher; executive vice ~ras1dent of JESNA and a CIJE 
senior policy advisor, noted that che Commission had concluded that 
research is a key element for change in Jewish education. The 
Commission became aware of the paucity of research and the limited 
character of the re.search capabilicy for Jewish education. It 
recommended, therefore, that on~ goal of CIJE be ·to strengthen the 
rese_arch capability for Jewish education in North America.. · 

Senior policy advisors have recommended that research become an 
incegral component of CIJE activities and that action be based on 
research. They also recommended tha.t there ·is a need to address 
the lack of reliable data on specific elements of J•wish education, 
e.g., enrollments,. personnel, progrim, etc. 

It was s~gge~tad that a Jewish edueati~n data bank is needad, baaed 
on current thinking and technology, to provide the data n-cessary 
for effec~ive- planning and implementation of programs. In order to 
take t:he first steps toward developing such a dAta bank, JESNA and 
the JCC Association propose co assess the data needs of potential 
decisionmakers, determine how best to collect the essential data, 
determine wbere and how to organize o.nd maintain the data, and 
study ways to disseminate the data once it is in place. 

Finally, the senior policy advisors recommend that CIJE develop an 
agenda for fut~e .research efforts ~nd expand ~he current research 
capabilicy in the field of Jewish education. It was suggested that 
the first steps toward this goal include a st:udy of the research 
currently available and the development of a blueprint for what is 
needed . 

, ' 
~oocher summarized the recommendations of the senior policy 
advisors: 

l. Th.at the CIJE consider r~sea~ch an integral componenc of its 
activities. 

2. That a plan be developed for the creation of a data base. 

3. That the ClJE undertake a. study of specific approaches to 
building a broadbased research capability. 

In the discussion chat followed it was noted that there is 
currently a North American J ewish data bank, that .this does not 
focus on Jewish education, and that it would be consulted on the 
technology necessary to develop and maintain a data bank . 

... 
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If the proposal to establish a data bank is approved, che CIJE 
staff will work to identify funders for the project:. JCCA and 
JESNA would then take the necessary steps to develop a design for 
the creation of the data bank. 

It was suggested that parameters be ·set so that a data bank would 
focu.s on research relaeeJ Lu ehe mis.ran 0£ CIJE. It we: 4leo 
suggested that any project supported by CIJE should build a 
component of evaluation into the program. 

It was suggested that a subcommittee be formed to consider research 
needs and make a recommendation to the full board. 

C. Lead Conununities· 

Stephen H. Hoffman, interim director of CIJE , reminded the board 
that the Commission recommended the c:raation of lead conimunities to 
serve as a laboratory to build Jewish education programs worth 
replicating. Many communities have nominated themselves for this 
role. We wish now to determine how to identify lead communities, 
whether by inviting all communities to apply or by identifying a 
small number of candidate communitie, and inviting them to apply. 
We anticipate establishing three t:> five lead communities . 

• ....,. .. • • ' • - J 

communities was discussed. It was suggested that the availability 
of new money to support innov~tive efforts in Jewish education be 
among the criteria. 

Several board ~embers spoke in favor of issuing a general 
invitation to apply, noting that this ensures a degree of 
commitment that will be impor tant to success. Others prefer 
inviting communities to apply, to avoid raising the. hopes of 
communities that will then not be selected. It 'was suggested that 
ve identify a single lead community, establishing the best possible 
program, and assessing its imp~ct. Other board members suggested 
that geographic and size d~versity are sigitifieant for 
replicability and that we should select at least three 
communities. Finally, it wns sugccsted chat CIJE publish the 
criteria for selection and invite all communities to apply, while 
at the same time extending particular invit4tions to those we ~ould 
especially like to consider . 

Ie was noted that the CIJE will bring tha follow ing elements eo 
each lead communiey: 

l . Exp~rtise of CIJE staff ~nd planning taams . 
2 . Help with the case of outside experts. 
3. The ability to link project5 with potential funders . 

.. ... 

.. 
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IV. 

V. 

VI. 

We wish to encourage a focus on pl~nning in each community. We 
also propose to identify, codify, and disseminate information on 
good praccices which can be replicated elsewhere. 

It was suggested that a timetable be set for the establishment of 
lead communities . Shor t • and interraediate-term. goals should be set 
to encourage concrete action. 

Finance, Administr ation and Staffing 

It was reported that we anticipate ·a professional staff of three for 
CIJE: a chief profe$aiooal officer t o provide over all direction, a 
chi.0£ och.,c- at-ic-n '-'ff-f r ,,.,. t-n x,rnvidA P-X'[)ertise on i s sues of education, 
·and a pla~r familiar with community organization and social planning . 
Dr. Shulamith Elster ha.s accepted the position of chief education 
officer and will aEsume that position on July 1. There is a need to 
identify the chief professional officer as soon as po9sible • . 

An ancicipated three•year opera.ting budget for. CIJE was presented and. ... 
discussed. 

It was ~roposed that a search committee b• established to select the 
chief prof~ssional officer. Committee members vill include Charles 
Bronfman, Max Fisher, Charles Goodman, Neil Greenba\llll , Morton Handel, 
Matthe~ Maryles 1 and Lester Pollack. The search co'llll11ittee vill 
consider engaging a search consultant. It will see that a position 
description is written and that it i s shared with the board. The 
search committee will canvas the board, senior policy advisors and 
others for possible candidates. A progress report will be pre.senced at 
the nexc meeting of the board. 

Foundation Community Contacts 

It was noted that .a -number of foundations are already actively involvod 
with s upport of or considering new iniciatives for programs in Jewish 
education. The ·CRB Foundation has an interest in I srael experience 
programs, the Cummings Found~tion in dQVGlopment of best practices, 
the Jim Joseph Foundation is vorking with day schools, the Handel 
Associated Foundations on senior pe ri.onnel , the Revson Foundation is 
working on media .nd technology, t he Wexner Foundation with 
recruicment, and the Zanvyl Krieger Foundation on compensation and 
pension progr·ains. 

CIJE Mission 

following the presentAtions and discussion on an ~ction plan , the board 
returned to ·a discussion of its method of operation. It was 
anticipated that chree meetings per year Yould ba held in Now York. 
Subcommittees may be established which will meet between meecings or on 
mornings -prior to board meetings. Materials for board dis cussion will 

.. 
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be sent out in advance and individual consultacions will be held with 
boatd members between meetings. Thero will bo poriodic communications 
with the board to provide updates on progress which occurs between 
meetings . All of this will evolve as ve go abouc our work. 

le was suggested that CIJE's role as an advocate for Jewish education 
be con:tidcrcd further o.t a f'l.lturo lileeting, The concept of lead 
programs or institutions was rai~ed for further discussion at a future 
meeting. There was also a reminder. of the importance of the 
replicabiiity of programs within lead coi=unitie&. 

Concluding Corpments 

The meeting concluded with a thoughtful D'var Torah by Rabbi Nonnan 
Lamm, president of Yeshiva University. 

·-
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Mandel Inst itute 

For the Advanced Study and Dcvclop1ncnt of Jewish Education 

CIJE Workshop 
July 14, 1991-July 18, 1991 

Sunday, July 14, 1991 

8:30 a.m.-12:15 p.m. 

12:15 p.m.-1:00p.m. 

1:00 p.m.-3:30 p.m. 

8:00p.m. 

Monday, July 15, 1991 

8:30 a.m.-12:30 p.m. 

12:30 p.m.-1:30 p.m 
1:30 p.m.-4:00 p.m. 

Evening 

Tuesday, July 16, 1991 

8:30 a.m.-12:30 p.m. 

12:30 p.m.-1:30 p.m. 

1:30 p.m.-4:00 p.m. 

Evening 

Wednesday, July 17, 1991 

8:30 a.m.-12:30 p.m. 

12:30 p.m.-1:30 p.m. 

1:30 p.m.-4:00 p.m. 

7:30p.m. 

Thursday, July 18, 1991 

8:30 a.m.-12:30 p.m. 

12:30 p.m.-1:30 p.m. 

1:30 p.m.-4:00 p .m. 

Schedule 

Work Session 

Lunch 

Work Session 

Dinner at the home of Seymour and 
Sue Fox 
32 HaRav Berlin Street 

Work Session 

Lunch 

Work Session 

Free 

Work Session 

Lunch 

Work Session 

Free 

Work Session 

Lunch 

Work Session 

Working D inner 

Work Session 

Lunch 

Work Session 

e 11(1, ............. t'l ............. (ll,.11,1,1 

Late evening departure 
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The Second Planning Workshop of the CIJE 
Participants 

....................................................................................................................................................................................................................................................... 

IsaAron 

Hebrew Union College, Jewish Institute of Religion, 3077 University Ave., 
Los Angeles, CA 90007-3796, USA 
Tel: 1-213-749-3424 Fax: 1-213-747-6128 

On the faculty of the Rhea Hirsch School of Education, Hebrew Union College, Los Angeles, 
her academic interests and expertise are in the area of research in Jewish education. She also 
wrote a paper for the Commission on Jewish Education in North America entitled ''Towards 
the Professionalization of Jewish Teaching." 

:::::mm: 

Ami Bouganim 

Mandel Institute, 22a Hatzfirah St., Jerusalem 93102, Israel 
Tel: '972-2-662296 Fax: 972-2-619951 

Completed a Ph.D. in Philosophy, is a Jerusalem Fellow, and has published several books on 
Jewish Thought and Literature. He has worked in the field of Jewish Education for 20 years 
and is presently a full time researcher for the Mandel Institute. 

Shulamith R Elster 

5800 Nicholson Lane, Apt. 508, Rockville, MD 20852, USA 
Tel: 1-301-770-0877 Fax: 1-301-230-2012 

Chief Education Officer of the Council for Initiatives in Jewish Education, she has spent the 
past 33 years as a teacher, counselor, and school administrator in public, independent and 
college settings. Most recently, she served as Headmaster of the Charles E. Smith J ewish Day 
School in Rockville, Maryland. 

22a Ha11f1ra St. kru,alem 9J I 02. t,racl r i:I. 02 668728: ra,. 02 69995 I OjJ!l ,6687 28 11!),IJ 93 102 o),l!J11) 'N 2 ~ i11)!)~i1 •n, 
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Seymour Fox 

Mandel Institute, 22a Hatzfirah St., Jerusalem 93102, Israel 
Tel: 972-2-618728, 662296 Fax: 972-2-619951 

~ ~ ./" President of the Mandel Institute. He is Professor of Education at the Hebrew University and 
Chairman of the Academic Board of the Samuel Mendel Melton Centre for Jewish Education 
in the Diaspora. He is Academic Director of the Jerusalem Fellows. 
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Adam Gamoran 

University of Wisconsin at Madison, Wisconsin Center for Educational Research, 
1025 W. Johnson St., Madison, WI 53706, USA 
Tel: 1-608-263-4253 Fax: 1-608-263-6448 

Associate Professor of Sociology and Educational Policy Studies at the University of Wiscon
sin, Madison. His work in the area of the sociology of education has been published in 
education journals. 

s.mss. : :::: ~ ::x¼S ............ ~ 
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MarkGurvis 

The Jewish Community Federation of Cleveland, 1750 Euclid Ave., Cleveland, OH 44115, 
USA 
Tel: 1-216-566-9200 Fax: 1-216-861-1230 

Director of Social Planning and Research at the Jewish Community Federation of Cleveland. 
He is a professional Director of Cleveland's Commission on Jewish Continuity. 
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.......................................................................................... ~ ............................... ~ .......................................................................................................................... .. 

Annette Hochstein 

Mandel Institute, 22a Hatzfirah St., Jerusalem 93102, Israel 
( Tel: 972-2-662296 Fax: 972-2-619951 

Director of the Mandel Institute. She is Co-Founder and Director of Nativ Policy and Planning 
Consultants and was a Humphrey Fellow in Public Policy at M.I.T. She was Associate Director 
of Research and Planning for the Commission on Jewish Education in North America 
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Stephen H Hoffman 

The Jewish Community Federation of Cleveland, 1750 Euclid Ave., Cleveland, OH 44115, 
USA 
Tel: 1-216-566-9200 Fax: 1-216-861-1230 

Executive Vice-President of the Jewish Community Federation of Cleveland and Acting 
Director of the Council for Initiatives in Jewish Education. 
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Alan Hoffmann 

Melton Centre, Mount Scopus, The Hebrew University, Jerusalem, Israel 
Tel: 972-2-882033/4/5 Fax: 972-2-322211 

Director of the Samuel Mende[ Melton Centre for Jewish Education in the Diaspora of the 
Hebrew University, Jerusalem. 

:me~: : :::i ~ ........... .. ... 

Barry Holtz 

ITS, Melton Research Center, 3080 Broadway, New York, NY 10027, USA 
Tel: 1-212-678-8034 Fax: 1-212-749-9085 

Co-Director of the Melton Research Center for Jewish Education at the Jewish Theological 
Seminary. The Center has been instrumental in the development of curriculum and materials 
for a variety of Jewish educational settings. 

Michael Inbar 

17 Hamaapilim St., Givat Oranim, Jerusalem, Israel 
Tel: 972-665196 

Former Dean of the Faculty of Social Sciences, the Hebrew University of Jerusalem and 
Professor Emeritus of Cognitive Social Psychology and Education at the Hebrew University, 
Jerusalem. 
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Daniel Laufer 
Mandel Institute, 22a Hatzfuah St., Jerusalem 93102, Israel 
Tel: 972-2-662296 Fax: 972-2-619951 

Holds a Masters of Jewish Education from Brandeis University. He taught Jewish history at 
the Alexander Muss High School in Israel, and presently, he is research and administrative 
associate at the Mandel Institute . 

............................................................................................................................................ : .................................................................................. ._ ...................... . 

Zeev Mankowitz 

Jerusalem Fellows, 22a Hatzfirah St., Jerusalem 93102, lSiael 
Tel: 972-2-618412 Fax:972-2-619951 

Director of the Jerusalem Fellows and Senior Lecturer at the Hebrew University, Jerusalem. 
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Daniel Marom 

Mandel Institute, 22a Hatzfirah St., Jerusalem 93102, Israel 

Tel: 972-2-662296 Fax: 972-2-619951 

A Jerusalem Fellow, he is a full time researcher at the Mandel Institute. Currently, he is also 
involved in educational consulting, teacher-training and curriculum development. 
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Jacob B. Ukeles 

Consulting Services, 611 Broadway Suite 505, New York, NY 10012, USA 
Tel: 1-212-260-8758 Fax: 1-212-260-8760 

President of Ukeles Associates· Inc. and Adjunct Professor, Columbia University's School of 
International and Public Affairs. His firm has completed ten projects in J ewish education over 
the past four years. He is the former Executive Director for Community Services of New York's 
Federation of Jewish Philanthropies. 

Jonathan Woocher 

JESNA, 730 Broadway, New York, NY 10003-9450, USA 
Tel: 1-212-529-2000 Fax: 1-212-529-2009 

Executive Vice-President of the Jewish Education Service of North America (JESNA). He 
formerly served as Associate Professor in the Benjamin S. Hornstein Program in Jewish 
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Fo1· the Advam:ed Study .. rnd Devclopn1cnt nf Jewish Educ.:ation 

July 4, 1991 

The Second Jerusalem W or kshop of the CIJE 

Implementing the Recommendations of the 
Commission for Jewish Education in North America: 

Documents for Discussion-Prepared by S. Fox and A . Hochstein 

Introduction 

Draft 1 

During its initial setting up period the CITE has succeeded in establishing a human, organiza
tional1 and financial infrastructure that is now ready to launch work on several of the 
recommendations of the Commission. A first workplan and time line were established that in
clude the following elements (Exhibit 1): 

• Establishing Lead Communities 

• Undertaking a "best practicesn project 

• Drafting a policy paper towards the establishment of a research capability in North 
America 

• Building community support, including the preparation of a strategic plan 

• Developing a masterplan for the training of personnel 
• Developing and launching a monitoring, evaluation and feedback program alongside the 

implementation work 

This paper will deal with Lead Communities. Separate papers will be prepared on each of the 
other elements (fonhcoming). 

Lead Communities 

In the pages that follow we will outline some of the ideas that could guide the CDE's approach 
to Lead Communities. 

1. What is a Lead Community? 

In its report A Time to Aa the Commission on Jewish Education in North America decided on 
the establishment of Lead Communities as a strategy for bringing about significant change and 
improvement in Jewish Education (Exhibit 2). A Lead Community (LC) will be a site- an en
tire community or a large part of it -that will undertake a major development and improve
ment program of its Jewish education. The program- prepared with the assistance of the 
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CUE, will involve the implementation of an action plan in the areas of building the profession 
of Jewish education, mobilizing community support and in programmatic areas such as day
schools or Israel experience programs. It will be carefully monitored and evaluated, and feed
back will be provided on an ongoing basis. 

Several Lead Communities will be established. Communities selected for the program will be 
presented with a menu of projects for the improvement of Jewish education. This menu, 
prepared by the staff of the CDE, will include required programs (e.g. , universal in-service 
education; recruiting and involving top lay leadership; maximum use of best practices) as 
well as optional programs (e.g. , innovation and experimentation in programmatic areas such 
as day schools, supplementary schools; summer camps; community center programs; Israel ex
perience programs) . Each LC will prepare and undertake the implementation of a program 
most suited to meet its needs and resources, and likely to have a major impact on the scope 
and quality of Jewish education provided. Each community will negotiate an agreement with 
the CUE, which will specify the programs and projects to be carried out by the community, 
their goals, anticipated outcomes, and the additional resources that will be made available. 
Terms for insuring the standards and scope of the plan will also be spelled out. The agreement 
will specify the support communities will receive from the CIJE. A key element in the LC 
plan is the centrality of on-going evaluation of each project and of the whole plan. 

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

This conception of Lead Communities is based on the following conceptions: 

a. Gradual Change: A long-term project is being undertaken. Change will be gradual and 
take place over a period of time. 

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

c. The CDE's Role: Facilitating implementation and ensuring continental input. The 
CUE, through its staff and consultants will make a critical contribution to the development of 
Lead Communities. (See Item 2a below.) 

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

2 

® 



• 

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

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

2. It must ensure high standards of quality through the input of experts., through planning, 
and evaluation procedures. 

f. Evaluation & Feedback-Loop: Through a process of data- collection, and analysis for the 
purposes of monitoring and evaluation the community at large will be able to study and know 
what programs or plans yield positive results. It will also permit the creation of a feedback
loop between planning and evaluation activities, and between central and local activities. 

g. Environment: The LC should be characterized by an environment of innovation and ex
perimentation. Programs should not be limited to existing ideas but rather creativity shou]d be 
encouraged. As ideas are tested they will be carefully monitored and will be subject to critical 
analysis. The combination of openness and creativity with monitoring and accountability is not 
easily accomplished but is vital to the concept of LC. 

2 . Relationship Between the CIJE and Lead Communities 

a. The CIJE will offer the following support to Lead Communities: 

1. Professional guidance by its staff and consultants 

2. Bridge to continental/central resources, such as the Institutions of Higher Jewish Learning, 
JESNA,, the JCCA, O F, the denominations, etc. 

3. Facilitation of outside funding-in particular by Foundations 

4. Assistance in recruitment of Leadership 

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

6. Monitoring, evaluation and feedback loop 

7. Communication and networking 

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

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

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

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

3. The Content: 

The core of the development program undertaken by Lead Communities must include the "ena
bling options." These will be required element in each LC program. However, communities 
will choose the programmatic areas through which they wish to address these options. 
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a. Required elements: 

1. Community Support 

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

2. Personnel Development: 

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

b. Pro,gram areas 

Enabling options are applied in programmatic areas. For example, when we train principals, it 
is for the purpose of bringing about improvement in schools. When supplementary school 
teachers participate in an in-service training program, the school should benefit. The link be
tween "enabling" and programmatic options was made clear in the work of the Commission. 
It is therefore proposed that each lead community select , as arenas for the implementation of 
enabling options, those program areas most suited to, local needs and conditions. These could 
include a variety of formal and informal settings, from day-schools, to summer camps, to 
adult education programs or Israel experience programs. 

c. Th.e Role of the CIJE 

The CUE will need to be prepared with suggestions as to how LC' s should work in program 
areas . Therefore it will need to build a knowledge base from the very inception of its work. 
The CITE will provide LCs with information and guidance regarding "best practices" (see 
separate paper on "best practices"). For example, when a community chooses to undertake an 
in-service training program for its supplementary school or JCC staff, it will be offered 
several models of successful training programs. The community will be offered the rationale 
behind the success of those programs. They will then be able to either replicate, make use of, 
or develop their own programs, in accordance with the standards of quality set by those 
models. 
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d. Outcomes 

The Commission on Jewish Education in North America was brought into existence because 
of an expressed concern with "Meaningful Jewish Continuity." The pluralistic nature of the 
Commission, did not permit it to deal with the goals of Jewish education. However the ques
tion of desired outcomes is a major issue, one that has not been addressed and that may yield 
different answers for each ideological or denominational group in the community. The role of 
evaluation in the process of Lead Communities will require that the question of outcomes be 
addressed. Otherwise, evaluation may not yield desired results. How will this be handled? 
Should, for example, each group or institution deal with this individually? (e.g. ask each to 
state what is educationally of importance to them). Should it be a collective endeavor? The 
CUE may have to develop initial hypotheses about the desired outcomes, base its work on 
these and am.end them as work progresses. 

• 4. Monitoring, Evaluation and Feedback-loop 

• 

The CDE will establish an evaluation project (unit). Its purpose will be three-fold: 

1. to carry out ongoing monitoring of progress in Lead Communities, in order to assist com
munity leaders, planners and educators in their daily work. A researcher will be commis
sioned and will spend much of his/her time locally, collecting and analyzing data and offering 
it to practitioners for their consideration. The purpose of this process is to improve and cor
rect implementation in each LC and between them. 

2. to evaluate progress in Lead Communities- assessing, as time goes on, the impact and ef
fectiveness of each program, and its suitability for replication elsewhere. Evaluation will be 
conducted in a variety of methods. Data will be collected by the local researcher and also na
tionally if applicable. Analysis will be the responsibility of the head of the evaluation team 
with two purposes in mind: 1) To evaluate the effectiveness of individual programs and of the 
Lead Oommunities themselves as models for change, and, 2) To begin to create indicators and 
a data base that could serve as the basis for an ongoing assessment of the state of Jewish educa-
tion in North America. This work will contribute to the publication of a pericxiic "state of 
Jewish education" report as suggested by the Commission. 

3. The feedback-loop: findings of monitoring and evaluation activities will be continuously 
channelled to local and central planning activities in order to affect them and act as an ongoing 
corrective. In this manner there will be a rapid exchange of knowledge and mutual influence 
between practice and planning. Findings from the field will require ongoing adaptation of 
plans. These changed plans will in turn, affect implementation and so on. 

5. Recruitment and Selection of Lead Communities 

Several possible ways for the recruitment of LC's should be considered. 

1. Communities, thought to be appropriate could be invited to apply, while a public call-for
proposal would also make it possible for any interested communities to become candidates. 

2. Another method could be for the CIJE to determine criteria for the selection of com
munities and encourage only those appearing most suitable to apply as candidates. 
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As part of the application process for participation, candidate communities will be invited to 
undertake an organizational process that would lead to: 

a. The recruitment of a strong community leader(s) to take charge of the process and to engage 
others to assist in the task. 

b. Establ ishing a steering committee/commission to guide the process including most or all 
educational institutions in the community. 

c. Conducting a self-study that will map the local state of Jewish education, identifying current 
needs and detailing resources. 

d. Engaging a professional planning team for the process. 

Some or all of these elements may already exist in several communities. 

A side benefit from such a process would be community-wide publicity regarding the work of 
the CIJE and the beginning of a response to the expectations that have been created. 

Criteria for the selection of Lead communities were discussed at the January Workshop and at 
the March meeting of Senior Policy Advisors (Exhibit 3). They must now be refined and final
ized. 

* * * * * 

We hope that this document will help us in our discussions at the seminar. It is meant to be 
modified, corrected and changed. In addition we will need to consider some of the following 
issues: 

1. How will the CIJE gear itself up for work with the LC? In particular it will have to recruit 
• staff to undertake the following: 

a. Community relations and community development capability 

b. Best Practices 

c. Planning; research; monitoring, evaluation and feedback loop (a research unit?) 

d. Overall strategies for development (e.g. plan for the training of educators; development of 
community support). 

e . Development of financial resources- including work wi th foundations, federations and 
individuals. 

2. How many Lead Communities can be launched simultaneously? This will require a careful 
consideration of resources needed and available. 

3. What are the stages for establishing an LC, from selection, to planning, to undertaking 
first programs and activities. 
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-July 1, 1991 CIJE TIME LINE -- APRIL 1991-JUNE 1992 

1. Lead Communi t i es 

a. Arti culate 
strategy & plan 

b. simula te Lead 
Commun i ty 

c. Develop menu 
of p rojects 

e. Develop recruitment 
process f or LC 

l. conditions for 
participation 

2. Recruitment Strategy 
( call for proposals?) 

3. I nvite candidates to 
fu ll-day seminar 

(a) Plan seminar 

lb) Send materials 

4. Develop terms o f 
ag reement (CIJE- LC) 

f. Develop selection process 

g. Jeru salem Planning 
Wo rkshop ( 2 ) 

h. Recruit "Fellows o f 
the CIJ E" 

1 . Discuss strategy & 

plan with Senior P .A. 
& CIJE board 

j. Staff tor CIJE 

1. Director 

2. Planners 

k. Recruit & select Les 

1. Announce dec15lon 
Load Communi t i es 

4 5 6 7 
1991 

0 9 10 

• 
11 12 l 2 

Exhibit 1 

1992 
3 4 5 6 
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July 1, 1991 CIJE TIME LINE 

m. Negot ia t e terms 

n. Launch Lead Communi t l es 
(set up loc al pl4nning 
&: implementation g roup) 

o. Data collection, Evaluation 
&: Feedback loop 

1. Hire researchers 
(tor LC; coordinators; 
Steering Commit tee; 
Researchers in LC) 

2. Launc h research 

J. Di!tuso findings 

p. Best Practices 

1. Hi r e consultant &: 
launch 

2. Diffuse findlnas 

q. communicat i on programs 

l. LC ne t work Gt 

2. Other communit ie s 

2. Community Support 

a. Pre pa re Strategic Plan 

b. The CIJE Board 

1. campers 

2. Board meetings 

J. Interim communications 

c. Senio r Policy Advisors 

l. Meet ings 

2. Intf:!rlm cornmunicatlons 

• 
4 

APRIL 1991-JUNE 1992 

5 6 7 
1991 
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•• 
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Exhibit 1 

1992 
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July 1, 1991 CIJE TIME LINE - APRIL 1991-JUNE 1992 

d. ~10 Community - at- Larae 

1. Develop communicat i on5 
progr11-m 

e. Work with Foundations 

1. Engage foundations 

' 

2. Joint plannina of 
specific areas 
( e.q., Israel Experience; 
media; Early Childhood; 
supplmentary s c hools; 
resea r ch) 

3. Develop a Research Capability 

a. Commiss ion pol i cy paper 

b. Engage Foundation !or 
Implementati o n 

4. Developing the Profession 

a. Trainlna 

l. Prepare comprehensive plan 

2. Wot k w/ MAP & tralnlna 
insti tut i ons 

b. Ladder of Advancement 

c. Terms of Employment 

d. Etc, 

5. Quality control 

a. Develop method tor CI JE 
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• 
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Exhibit 1 
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Ill: ESTABUSHING LEAD C OMMUNITIES 

Many of the accivicies described above for che building of a pro

fession of Jewish educators and the development of commuo.icy 

support will cake place on a continental level. However, the 

p lan also calls for intensified local efforts. 

Local Laboratories for J ewish Education 

Three co five model communities will be established co demon

strate what can happen when there is an infusion of outstanding 

personnel into t he educational system, when the importance of 

Jewish educat ion is recognized by che community and its lead

ership, and when che necessary funds are secured co m eet addi

tional costs. 

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

leadership function for ocher com.rnunicies throughout North 

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

cover the educational practices and policies chat work best. They 

will function as che testing places for "best practices" - exem

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

Each of the Lead Communities will engage in the process of 

redesigning and improving the delivery of Jewish education 

through a wide array of intensive programs. 
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A TIME To ACT 

Selection of Lead Communities 

Fundamencal to the success of che lead Communities will be 

the commitment of the communicy and ics key stakeholders co 

this endeavor. The community must be ~illing ro set high edu

cational standards, raise additional funding for education, involve 

all or most of ics educational institutions in the program, and 

thereby become a model for che resr of the country. Because 

e r~~ initiativ.e will come from the communiry icself, chis will b~ 

a "bottom-up" rather than a "cop-down" effon. 

• 

A number of cities have already expressed cheir interest, and 

these and other cities will be considered. The goal will be to 

choose chose char provide the strongest p rospects for success. 

An analysis will be made of rhe different communities chat have 

offered co participate in the program, and criteria will be devel

oped for che selection of the sices. 

Once the Lead Communities are selected, a public announce

ment· will be made so that the Jewish community as a whole 

will know che program is under way . 

Getting Started 

lead Communities may iniciace their programs by creating a 

local planning commircee consisting of the leaders of che orga

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

the organizations involved in Jewish educacion. They would 

prepare a repon: on che state of Jewish educacion in their com

muniry. Based on their findings, a plan of action would be 

developed chat addresses the specific educacional needs of the 

community, including recommendacions for new programs. 
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A Btu£PRfNi' FOR THE FUTURE 

An inventory of besc educational practices in Non:h America 

would be prepared as a guide to Lead Communicies (and even

tually made available co che Jewish community as a whole). 

Each local school, communicy cencer, summer camp, youch pro

gram, and Israel experience program in the Lead Communities 

would be encouraged co select elements from chis inventory. 

Afrer deciding which of che best practices they mighc adopc, 

• the communicy would develop the appropriate training pr9-

-gram so chat these cou ld be introduced inco the relevant insci

cucions. An important function of the local planning group 

would be co monicor and evaluate these innovations and co srudy 

their impact. 

The Lead Communiries will be a major testing ground for 

che new sources of personnel chat will be developed. They will 

be a prime target for chose parcicipacing in che Fellows program 

as well as the Jewish Educacion Corps. In fact, while ocher com

munities around the country will reap the benefics of these pro

grams, the positive effects will be most apparent in the l ead 

Communities. 

The injection of new personnel inco a Lead Community will 

be made for several purposes: co introduce new programs; co 

offer new services, such as adult and family education; and co 

provide experts in areas such as the teaching of Hebrew, the 

Bible, and Jewish history. 

Thus lead Communities will serve as piloc programs for con

tinental efforts in the areas of recruitment, the improvement of 

salaries and benefi t s, the development of ladders of advance

ment, and generally in che building of a profession. 
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Criteria for the Selection of Lead Communities 

Senior Policy Advisors 

What Criteria Should be Used in Selecting Lead Communities? 

The following criteria will be considered in selecting lead communities: 

a. City size 

b. Geographic location 

c. Lay leadership commitment 

d. The existence of a planning process 

e. Financial stability 

f. Availability of academic resources 

g. Strength of existing institutions 

h. Presence of some strong professional leadership 

i. Willingness of community to take over process and carry it forward 

j . Replicability 

k. Commitment to coalition building (synergism) 

1. Commitment to innovation 

Exhibit 3 

m. Commitment to a "seamless approach," involving all ages, formal and informal education 

n. Commitment to the notion of Clal Yisrael-willingness to involve all segments of the 
community 

• o. Agreement with the importance of creating fundamental reform, not just incremental change 
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Criteria for the Selection of LCs 

January 1991 Workshop 

Possible considerations in selection process: 

1. City size 

2. Geographical location 

3. Lay leadership commitment 

4. Planning process underway 

5. Financial stability 

6. Availability of academic resources 

7 . Strength of existing institutions 

8. Presence of some strong professional leadership 

9. Willingness of community to take over process and carry it forward after the initial period 

In general, there was difficulty in conceptualizing a clear set of criteria for choosing lead 
communities- and in deciding among the goals of replicability/demonstrability/models of 
excellence. What emerged from this discussion was consensus on the idea of differentiated 
criteria: different communities might be chosen for different reasons . On the other hand, we 
clearly cannot afford to fail: however we choose candidates, we must be convinced that 
between the community's resources and our own, success is likely . 

® 
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M f. f 
Thoughts on a BescarcbAgcatla in the Lead Community 

Adam Gamoran 

Toe purpose of this memo is to share my thoughts about the possibility of research and 
evaluation in lead communities and other areas of Jewish education in North America. I will 
discuss substantive issues, both general and those of special interest to me, and design issues. 

Substantive Issues 

Il I understand the plan in the "Report," the primary issue for research must be the evaluation 
of specific programs taking place in the lead communities, with the goal of disseminating 
knowledge about these programs to the wider Jewish education audience. As I understand it, 
this evaluation process will not be one in which the researchers are completely outside the 
reform process; rather, there will be continuous feedback between the researchers and the 
educators in the lead communities. Thus, the project would involve both formative and 
summative evaluation. 

The central problem for this investigation is the identification of outcomes. Selecting and/or 
developing indicators would need to be a primary task in the early years of the program. Such 
indicators would include those at the individual level ( cognitive, affective, and behavioral) and 
at the community level (possible indicators include rate of teacher turnover, rate of education
al participation, rate of intermarriage, etc.). 

At the same time, the research should probably give equal weight to studying the process of 
change, especially during the early years. In the lead communities, what organizational 
mechanisms are used to foster change? What are the barriers to change, and how might they 
be surmounted? To what extent can we attribute successful innovations to the charisma and 
drive of particular individuals, and to what extent can we identify organizational conditions 
that supported successful change? These questions are critical if the lead communities are to 
serve as models for Jewish educational improvement throughout North America. 

Studying the process of change becomes more critical when we recognize that the effects of 
innovation may not be manifested for several years. For example, suppose Community ''X'' 
manages to quadruple its number of full-time, professionally- trained Jewish educators. How 
long will it take for this change to affect cognitive and affective outcomes for students? Since 
the results cannot be detected immediately, it would be important to obtain a qualitative sense 
of the extent to which the professional educators are being used effectively. Studying the 
process is also important in the case of unsuccessful innovation. Suppose, despite the best-laid 
plans, Community "X'' is unable to increase its professional teaching force. Leaming from this 
experience would require knowledge of the points at which the innovation broke down. 

Aside from these issues, which are paramount from the practical side, there are other points 
which are of special interest to a sociologist of education. These concerns are intellectually 
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provocative to me because of my long-standing interest in the effects of education "treatments" 
on outcomes; other researchers would obviously find different issues of special interest. 

Wide Range of Treatment 

In research on secular education in western countries, a major problem for studying the effects 
of schooling on achievement and other outcomes is that there is relatively little variation in 
the quality of schooling. In contrast, the range of educational experiences in Jewish education 
is enormously diverse, ranging, as Jim .Colemari pointed out to me, from zero to total 
immersion. Yet to date, the best studies on the effects of Jewish education deal with only a 
restricted range of the total variation (Sunday school, afternoon school, and day school). By 
considering the full array of Jewish educational experiences of the youth of the lead com~ 
munities ( e.g., by including summer camps, Israel trips, and youth groups, as well as schools), 
the project could provide a better analysis of the effects of educational treatments on outcomes 
than has been possible in the past. 

Emphasis on Communities 

Currently, there is a fair amount of attention to connections between schools and communities 
in the wider educational literature. The research agenda has at least two dimensions: studying 
the coordination ( or its absence) between schools and other social service delivery agents; and 
the social networks among teachers, parents, students, and other members of the community 
(as in Coleman and H offer, 1987). Both of these issues could be fruitfully examined in the 
Jewish education context. 

The "Report" is quite explicit in calling for community-wide emphasis on education. This may 
take the form of increased cooperation among the Jewish schools and other Jewish institutions 
in the communities. If so, the process and its results would be interesting to a broad audience 
for both practical and theoretical reasons. At the same time, the improvement effort may lead 
to stronger networks of support for education among students and their parents, and this would e be equally interesting to study. 

Design Issues 

What might the research program involve? My first thoughts are that initially, the research 
would require two major efforts: fieldwork studies of the process of change; and conceptual 
and experimental ( or piloting) work onindicators of outcomes. These thoughts presuppose 
that educational institutions in the lead communities are automatically receptive to research 
efforts. 

Fieldwork 

I would think that a half-time researcher would be needed in each lead community. The 
researchers would have doctoral training and fieldwork experience. Are funds available for 
such an effort? 
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More generally, would the research program need to generate its own funds, or have the funds 
already been committed? 

Toe field researchers would be responsible for (1) describing the basic structure and operation 
of Jewish education in the community, broadly defined; (2) describing changes in those 
structures and processes; (3) relating these conditions to outcomes, in a qualitative sense, 
drawing on the subjective experiences and meanings of participants, as well as providing an 
external analysis of the cultural context and the quality of Jewish education in the community. 
Although much of their work would be done independently, these researchers would meet as 
a group at regular intervals (perhaps quarterly?) to exchange findings and critique one 
another's reports. 

In addition to the field researchers, I would advocate "reflective practitioners." A few teachers 
and/or administrators in each community could be explicitly funded to carry out research on 
their own efforts, and those of their colleagues, with innovative educational programs. 

As to the selection of communities, I have little to say. The only thing that occurs to me 1s that 
mid-sized Jewish communities would probably be best from the standpoint of organizing the 
research: Too small, and it may be difficult to find qualified field researchers; too large, and 
the community may be too complex for us to cope with (i.e., New Yark, Chicago, Los Angeles). 

Development of Indicators 

Because of diverse skills and knowledge required for this aspect of the project, a team of 
researchers would! be required, with skills in demography, social psychology, psychometrics, 
survey research, and Jewish content domains (Hebrew language, history, Bible, etc.). The team 
would have as its goals (1) to reach decisions on what outcomes, exactly, should be measured; 
and (2) the development of quantitative indicators of those outcomes. 

For .the lead communities, it would be preferable to gather baseline data from the very first 
year. This may be possible for demographic and school-organizational variables, but it is not 
likely feasible for affective and cognitive outcomes. I have little lmowledge of survey and test 
instruments that are already available, but even if there are some, I would not be optimistic 
that they could be employed immediately, as one would prefer. However, the possibility should 
not be dismissed out of hand, for baseline data would be extremely valu able. 

Subsequently, one should think about. using the surveys and tests not only in the lead 
communities, but elsewhere, for comparative purposes. Assessment of causality is the central 
design problem for this part of the project. I am not sure that causal generalizations will in fact 
be possible, and more thought and discussion must be given to this issue. 
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To: Shulamith Elster 
From: Barry Holtz 
Re: Best Practice Version 2 

June '27, 1991 

Based on my original memo, our subsequent discussions and our 
meeting with Annette and Seymour, here is the way I see the Best 
Practice Project at this poi nt. 

r. Introduction 

As I understand it the purpose of the project is to develop an 
i nventory of "Best Practice" J ewish education programs in North 
Alnerica. This inventory would aid the future work of the Coun
cil, particularly i n the "Lead communities" aspect of its work, 
because it would offer a kind of data base (or Rol odex) of suc
cessful programs/sites /curricula to which the Council staff could 
refer as it worked with the various Lead Communities. Thus a 
person from the Lead cominunity .in 11Toledo" (or wherever) could 
ask the Council "where is Hebr.ew taught well ? 11 and the Council: 
staff would be able to find such a program or school or site some 
place in the country through consulting the Best Practice in
v entory. E.g. You, Shulameth, would be able to say: "Go to 
Temple Ansche Schmutz in Boston a.nd there you'll s ee how Hebrew 
can be taught well in a day school/afternoon school/JCC/whatever 
setting." (I assUlne that the inventory woul d not be a published 
document but a k ind of data bas e that the council would keep or 
make availabl e t o particul ar interested parties . ) 

Theoretically, in h avi ng such an i ndex the Council would be abl e 
to offer both psychological _and· programmatic assistance to the 
particular Lead 'contmunity asking for advice. "Psychological"-
because for many people (both lay and professional) there is 
doubt about the actual existence of "Best Practice" about many 
aspects of Jewish education. ("Is there really such a creature as 
a good Hebrew School," :r have been asked.) "Programmati c"-- l:>e
cause by viewing the Best Practice of "X" in one l ocation, the 
Lead Community could see a living example of the way that "X" 
might be implemented in its local. 

I say "theoretical ly" in the paragraph above because we really 
don't know how this will p l ay out in real life and certain sig
nificant stumbling blocks will have to be overcome. First, do we 
really know that viewi ng the Best Practice of "X" in Boston of
fers psychological com£ort or•confidence building to the person 
sitting in the Lead community of Toledo. Perhaps he or she will 
say: "Hey, that's fine for Boston, but in Toledo we don't have 
"A" and therefore can't do "B. 11 Of course, we could reply, 
learning that they don't have "A" and discovering (by seeing it 
in action) that they want to accomplish "B" may be the first step 
toward defining goal s · and a plan of action for a particular Lead 
Community. 
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For me, however , the programmatic side of the Best Practice model 
is more problematic than the psychological issue. Knowing that 
Boston is able to implement a particular program and seeing that 
program in action does not guarantee that Toledo will be able to 
pull it off in their locality, no matter how good their inten
tions. The issue of transl ation from the Best Practice site to 
the Lead Community c ommunity s i te is one which will require con
side rable thought. I will come back to this later on in this 
memo. 

I:t. What do we mean by 11Best Practice" and hew do we go about 
fic;uring it out? 

Let's say for the sake of argument (and this is a big assumption 
from t he theoretical point of view, but probably justified in t he 
realm of the practical) that "we" know what we mean by " Best 
Practice". The "we" here is the network of people we know, trust 
or know about in the field of Jewish education around the coun
try. I assume that we coul q generate a list of such people wi th 
not too much difficulty. Let's say Best Practice is-- in the 
tradition of D.W. Winnicott to Sarah Lightfoot Lawrence (The Good 
High School) to Joe Reimer (Mandel Commission paper)-- something 
like "good enough". Let's say that when you and I ta1k about 
Hebrew schools and Day schools we know what we mean by good 
enough. And that there are people with expertise in other areas 
that you and I might not have (e.g. early childhood; JCCs) who 
could do a similar task in those areas. 

Of course there is no such thing as "Best Practice" in the ab
stract , there is only Best Practice of "X" particularity: the 
best (i.e. good enough) Hebrew School, JCC, curriculum for teach
ing Israel, etc. The first problem we have to face is defining 
the areas which the inventory would want to have as these parti c
ular categories. Thus we could talk about some of the following 
areas: 
--Hebrew schools 
--Day Schools 
--Early childhood programs 
--JCCs 
--Adult Ed. programs 

Etc.-- Yes, this is beginning to get to be a long list and what's 
more it 1 s only one cut into the problem. The above list is es
sentially "sites" in which Jewish education takes place. But you 
could also run another list here: subject areas. 

Bible 
-- Hebrew 
-- Israel 
etc. 

@ 
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Complicating this is another factor: As you pointed out to me, 
sometimes you can find a "Best Practice" program for one subject 
area in a site that isn't necessarily so great-- for example, a 
not so great Jee that runs wonderful programs for early chil d
h.ood. 

Hence the following question needs to be decided: What a re the 
appropriate categori es for the inventory? 

Perhaps the way to answer this is to say that we will choose the 
categori es based on the following criteria: 
a) what the Lead Communities appear to want and need . In other 
words, we wait for the Lead Communities before we do the job . 
b) what we think the Lead Communities will want and need based on 
our discussions in Israel about the Lead community business. 
c ) the quick and dirty approach: what we can get up and running 
quickly because we know the p e ople (and naybe ev e n some actual 
sites or programs ) a lready (or can get that info. very fast. ) 

A guess on b-- Best Practice in: Hebrew schools, early childhood, 
Israel programs, family education curricula or programs. 

IXI. suggestions f or a process . 

What has to be done to launch and implement the Best Practice 
project? I would sugges t the following steps: 

1. Define the categories 
r 1 ve tried to make a first stab at this immediately above. 

2. Create a document CI will call it a "definitional guide"} t or 
each category. 
The definitional gu ide is a document which is composed for each 
category. It brie f ly s tates what we are looking f or when we use 
the term Best Practice of x. The definitional guide is an in
house "screen" used by the "location finders" (see below) as a 
reference guicle. since thi s is an " i n house" document, my guess 
is that we should not waste a lot of time writing fancy docu
ments: You don't need to hand Vicky Kelman a definiti onal docu
ment to ask her to identif y 3-5 best, really good, or good enough 
Hebrew Schools. 

Okay we know we want to writa •some kind of definitional guide: 
how much expertise do you need to do this? Perhaps I should say, 
how many experts do you need? What I mean is this. You and I 
could do this job for day schools and Hebrew schools, could we do 
it for adult ed. programs? (I'll answer for myself: probably 
yes). For early childhood? (probably no) For speciai ed? 
(definitely no), etc. So how many people have to be involved 

@ 
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here? Here's a suggestion: I suspect that via "the network11 we 
know how to find out who knows about each of these areas (that 
is, once we've f i gured out what the areas are). Can we commis
sion a short statement from teams of people who could write this 
for each area. These are short pieces. They should also include 
a suggested list of "location finders" for each area. I suggest 
two-person teams just so there can be some bouncing back and 
forth of ideas. 

3. Identify the location finders 

Once we define a list of categories and definitional guides for 
each, we would then want to find a group of "location (or sub
ject} finders" who would recognize or know about "Best Practice." 
It may also require a meeting of people to brainstorm places , 
sites, people as well. Maybe there should be a brainstorming 
group of well-traveled Jewish educators who could suggest the 
"location finders "? And maybe there is another group of people 
who are real generalists just because they've been around the 
country so much that we would be able to ask them about any of., 
the categories: Bob Abramson, Joel Grishaver, Eliot Spack, Gail 
Dorph, Vicky Kelman, Betsy Katz, etc. 

4. Get the lists 

Once we have the "location finders" for each category and the 
definitional guides, we can then put together the suggested lists 
for each category. This could come via meetings (as mentioned 
above), through phone calls or simply through getting submissions 
of lists from the location finders for each category . Obviously, 
we will have to buy some time from people, but except for meet
ings this should not be an expensive or burdensome task for them. 

5. Evaluate the choices 

Here is something we haven't talked about before. Once we 
receive the proposed lists in each category, are we going to im
p l ement some independent evaluation? Who would do that and is it 
necessary? 

6. Write up the reasons 

This project begins to overlap with "Research" at this point. 
Let's say we have received these lists of Best Practice sites, 
programs, etc. Well, can't we ask what makes them "best" (or 
"good" enough). Perhaps this is the same as #5, outside evalua
tion; perhaps not. But I think we would have to go beyond mere 
lists to figure out what it is that defines the "goodness" of the 
good. (E.g. Reimer's commission paper) . Of course this is no 
small job. We could probably get~ of this from the location 
finders. They could tell us their reasons for their choices. We 
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might be able to h ire some of the l ocation finders to wr i te up 
the reasons in brief or in detail. Perhaps we would not need 
this for every example in every category but it does seem to me 
that we're going to need this if we want to get to #7: 

7. Translate to Action for the particular Lead Communities 

What i n each Best Practice case can be translated to the Lead 
Comlnunity and what cannot? ~his is a complicated question and 
requires the job described in #6 above, at least for those cases 
in which the Lead Community is planning to implement action. It 
then requires a careful monitoring of what is going on when the 
attempt to translate particular Best Practic~s actually is 
lau.nched. Which of course leads us to #8: 

8. Research Dimensions 

Here we can ~ean many things: action research in looking at t he 
i~plementation o f Best Practice from one place to another~ 
evaluation research to see what is "best" about best and how , 
things translate from one setting to another; comparative re
search as Best Practice from "Boston" is tried out both in Toledo 
and Los Angeles. And more too, I imagine, but I will leave this 
to Isa's project. 

IV. Timetal)le 

What of the eight steps above can and should be done when? I 
will not address this here, but leave it as an open question for 
us to determine. But one thing is clear-- we do have to have a 
sense of schedule and probably should discuss this with the group 
in Israel. 

v. Don 1 t. underestimate the polit i ~al dynamite in such an in
ventory. 

A bit of advice here: This i s a matter that needs to be well 
thought out. Who sees this inventory? Is is public? It it's a 
secret that's also a problem. How do you keep this trom becoming 
politicized by denominations or localities? Does making it onto 
the inventory mean you have a running start on getting funding? 
(I can hear it now: "after all our school is on the rnventory"-
it's now a capital letter) How do you deal with people who are 
annoyed because they are not · on it? ! 

@) 
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I . Mission 

The c:JE has six basic roles to !ul!il -- acvocacv 
on bahal! o= Jewish education; i ni tiacinc ac=~on on 
the speci=ic =ecommencacions on pe=sonnel anc 
comocni =y cievelopmenc callee =o= by t~e Co~mission 
on Jewish ~cucation in No=t~ Ame=ica; =o=;ing ne. 
connections amcng communities, institutions anc 
iouncac~ons; est2blishijg anc ac=ing on a ne. 
=esea==h agenca; hel?ijg to =acili =e svne=~is~ 
v icj~n che eme=ging !ouncacion community; anc 
ene=~i=ing new financial and human resou=ces !or 
Jewis~ ecucacion . 

Advoc2cv 

=~e b es t lay anc pro=essional leace=shi? o= t~e 
Jewish comrnu~ity neec to be att=ac=ed t o the 
cacse o= Je~ish ecuc acion . Visions o! what 
should and can be achievec in t ~e 21s t centu=y 
nee~ to be =epeatecly placed be!ore ou= 
c=mill~n i~ies' leadershi? anC t~e ~ her=~~~~al t~ 
do so ootainec . ~~e C!J~ can provide a c~i~ue 
blenc o= incivicual and i ns=i~ucional ac~ocacv 
i~ No==h Aoe=ica . 

3. Initiatives 

Se ve=al speci!ic =eco~~encations a-~ bei~g 
~=emoted by t~e Com~ission on Je.ish ~cccation 
in Nor;~ Arne=ica. ~ ~ese include t~e need to 
=acically st=engthen pe=sonnel i n the fie l d ana 
cee?en local co~~unic:y-r=ace=s~i?'s ·tom~i=~ent 
~o Je.isn ecuca ~ior.. ~~=ough com?=Ehensive 
plannins pLos=acs a~c ex?e=i~enca: i nit ia~ives 
ij cesisnatec lead c ocmunicies, CIJ~ ~ill bring 
c:ogethe= con~inencal ir.sti=utions a~ci ot~e= 
ex?e=~s to yielc ~=eak~~=oushs in Je~is h 
ecuca~ion cevelopment at t ~e local level. 

C. Connec~ions 

C=eative people, ins~ic:utions, orga~i=ations 
and =oundations a=e all acting on ne~ iceas in 
Jevish ecucacion . The CIJ2 seeks to p=ovide a 
meeting ?lace that v ill b=ing toge t ~e= : 

?unde=s and t~ose vith proposals !or action; 

P=oven ideas develooed th=ouc~ =ouncac:ion 
i~it ia~ives anC c om~un i~ies ;age= ~o k~o~ 
·-·ha C: '.IO C'!':S; 

@ 
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Ins~i=utions that a=e develo9ing ne~ 
approaches and the persor.nel and resou=ces 
to make break~~roushs possible . 

The CIJ~ ~ill be a setting ~here funcers can 
sha=e accom9lishments anc possibly ag= ee to 
join together in SU?porcing ne. unce=~a.~ings of 
large magnit-:.Je. 

Resea:::-ch 

While t here are many peo9le engagec in Jewish 
educaticn research , ther e still a?9ea=s to be 
no coorcinated, syste~~tic analysis of v hac 
works in Jewish education. Researc~ i n~ e=est...s 
have been unde=stancably idiosyncratic . The 
Commission on Jewish Education in Norch Amer ica 
found gaping holes in what ve can say we knov 
wi~h real confidence, rather than relying on 
conven~ional ~isdom. A comprehensive, 
multi-year research agenda neecs to be outlined 
by the best thi~kers on the continent, assigned 
to ~he most o=omising talent, supported, and 
t \.. J:. • • - . • • , , • • • . ,e _incings c=itica __ y exaoinea anc 
cisseminacec. 

Svnergism 

One of the cost exc~ting new developments in 
Jewish ecucation -- one that holes great 
promise for the field -- is the serious entry 
of strong private founcatio ns into- Jevish life 
in general anc Jewish ecucatior. in paccic~lar . 
This is an un?recedentec development . The 
founcations a=e de?loying c~eative s~a==s and 
develo9ing =ecogni~eable signatu=es cf their 
interests and acc~mplishments . ~ec=~it~enc, 
day schools, media, t=aining high po~ential 
p=of=ssionals, identi=ying master teache=s and 
pro~rams, and Isr ael exper iences are just a fe~ 
of t he interests being pur sued. The richness 
of fou~cation endeavors is a real blessing . 
~hrous~ the syne=sy of coming together at the 
CIJ~, foundations could efficiently cif=use 
their best i nnovations throughout the l ead 
c ommunities and should they desire it even help 
each other advance thei r agendas by consulting 
~ich each other, e xchanging professional 
resources, avoiding recreating notions, etc . 

Th=ouch che ~o=k of che Commission on Jevish 
~ciucacion in North America and the vork o= 
ache= e~ci:ies, a nev g=ou? o= pro=essionals 
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£or Je~ish eoucation has begun to be 
identi!iec. Gene=ally t~ese a=e people who a=e 
ex?erts in general ecucation who h ave an 
interest in Je~ish a==airs. Also, acacemicians 
vith ex?e=tise in Jucaica, the humanities, and 
social sciences vane to cont=i~ute. CIJE vill 
seek to identi=y these people anc provice them 
~ith effec~ive a v enues to use thei= talent5 on 
behalf of the Jewi sh people, muc~ t he way ve 
now benefit f=om many of the best lay leade=s 
in t~e business community anci other 
professions . 

?urt~e= CIJE vill attempt t o gene=ate new 
financial =esou=ces vithin local communi tie s in 
par~ne=shi? with existing resources and on a 
c ontinental basis to back t~e ideas that a=e · 
proven to vork in Jevish education. 

CIJ2 hopes to enersi=e new professional anci 
finan cial resources to aaa to t h e gi!ted people 
alreacy at vork. Oltimately local federations, 
school supporters, congregations, and c onsumers 
vill need to commit more resources to · 
accom?lish the Jevish eciucation agenca for the 
next centu=y . ~hi s ~ill not be an easy thing 
to achieve. It is hoped tha~ CIJS ~ill be able 
to facilitate foundations inceres~ed in 
p=ovicing a quick start to the cevelopmen t of 
nev innovative ef f o=t s and t~en p rovide some 
longer te=m scppo=t-

Me thod of Ooe=ation 

T he CIJE Yill not be a big nev com?rehe~sive direc~ 
s e =vi ce proviae=. I t isn' t seeking to displace a ny 
existing inst i tution or organizction. Rache~ , CIJE 
ex?ects to ope=ate ~ith a ve=y small core staff -
no more than 3 or 4 professionals -- and ~ark 
t:1::-ough the effo rts 0£ ochers -- JC:S NA, JCC.~, CJF, 
Yeshi va University, JTS, EUC-JIR, Rec~nst=uctionist 
College, To rah U Meso rah , den ominational 
ce~a=~men ts of education, Brandeis, Stanfor d, 
Ha::-vard, Spertus, Boston Hebrev College , educator 
organizatio ns, etc. This list could go on and on! 
The need i s not for a nev service delivery 
mechanism but for a catal ytic a gen t -- one that can 
convene meetings of peer organi z a tions on the 
na~ional scene, including denominational 
institutior.s and de?art~encs, communal agencies, 
founcat ions, and the like . 

® 
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No existing organi=ation plays this role tocay in 
Jewish education. CIJE, building upon the al=eacy 
success=ul engagement oi these entities th=ough the 
Commission on Jewish Ecucation in No=~h Ame=ica, 
c2n play this =ale. The identi~y of all pa=tners 
~ould be preservec and their missions enhanced . 
The ric~ dive=sity of foundation interests ~oulc be 
in!used into the ·consciousness of the established 
community . 

A simple st=uc~u=e to gove=n the CZJ~ is 
envisioned. 

Board 

A~oroximatelv 20 to 30 ~eoole ~ill oovern the - . - -
CIJE. T~ey ~ill b e drawn f=om among the 
leace rs of the foundation communi ty , 
continental lay leaders, outst2n cing Jevish 
educators, and leading Jewish a cademicians. 

3 . Senior Policv Advisors 

C • 

Agro~? of 12 to 20 senior policy acvisors ~ill 
?=ovice ongoing professional guicance to t~e 
p=ofessional staf= and boa=d o f t~e CIJE. They 
will be drawn f =oo the ranks of the contin~ntal 
organi=ations and institutions and outstanding 
i~civic~al professionals . 

CIJE ? ellows 

Beyond t~e Senior Poli c v Acv i sors g=oupt the 
CI J~ incends to assemble SO o= s o fellows to 
provide in~ellee~ual, educ2~~onal contenc to 
its ~ork . T~ese Fello~s ~ould be icienti=ied 
f=om among the people cur=ently at vork in 
Jewish eciucation, and leading academicians and 
practitioners in general education, Judaica, 
humanities, and social sciences ~ith a st=ong 
interest in Je~ish life. !n adcition to 
providing ongoing advice to CIJ~, the Fello~s 
should be a ric~ resource for c o nsultants for 
lead communities, foundation initiatives, the 
researc~ age nda of CIJ~, and the institutional 
objectives of CIJS ~orking in concert vith 
others. 
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D. Advisor-v Council 

8/28/90 

SE::gc:3l:39J 

At~. 

Ac least once a yea= CIJE vill reconvene the 
members of the Commission on Je~ish Education 
in North America, augmented vith other key 
figures in Je~ish ecucation . This vill provide 
an oppo=~unity to c heck on the progress of 
implementing the Co~mission's recommendations 
and provide f =esh insight on ne~ developments 
that should be on CIJE's agenda. 

~ he staf= of CIJE vill consist of a c~ie= 
professional officer (initially Stephen 
Eo==man, the Exec~tive Vice-?=esidenc of t he 
Cleveland Federation); a chie= educacional 
o==icer; and a planner . Appropr ia~e support 
sta=f vould be in place as ~ell. An initial 
budget is attached. 
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Sunday, July 14 

Morning 

Afternoon 

Monday, July 15 

Morning 

Afternoon 

Tuesday, July 16 

Morning 

Plenary 

CUE Workshop 

AGENDA 

Introduction and Procedures 

The Lead Community Concept 

Small Groups: The Lead Community Concept 

Plenary 
Reports from small groups and Discussion 

Plenary 
Lead Communities: Selected Issues 

Small Groups <j.ftv-{ 
A. Working to Establish a Lead Community: -

1. Recruitment and Selection; Working and Planning with 
the Lead Community 
2. Agreement between the CIJE and the Lead Community 

1;: B. Scope and Content of a Lead Community - ~~ 
1. Best Practices - - ~ I 
2. Required and Optional Topics 

Plenary 
1. Reports from Small Groups 
2. Reformulation of the Lead Community Concept 

Plenary 
Building the Profession: Introduction 

Small Groups 
A Recruitment 
B. Training 
C. Profession Building 

-Salaries 
-Benefits 
- Career paths 
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Afternoon 

Wednesday, July 17 

Morning 

Afternoon 

Thursday, July 18 

Morning 

Afternoon 

Plenary 
Reports from Small Groups and Discussion 
Plenary 
Personnel in the Lead Community 

Plenary 
Research: Introduction 

Small Groups 
A. Research: 

1. Monitoring, Evaluation and Feedback Loop 
2. Building a Personnel Capability 

B. The Community: 
1. Strategic Plan 
2. Financing Lead Communities 

Plenary 
Reports from Small Groups 
Research and the Lead Community 
Building Community Support in the Lead Community 

Plenary 
Lead Communities Reconsidered 

Plenary 

Summary and Conclusions 



Setting on Research Agenda 

for Jewish Education 

Broad Question to be Answered: 
c., \-S: ~ 

What strategies can~ use to encourage and support the 
development of research which is of greater quantity and higher 
quality? 

Audience: the CIJE board; potential fund r~isers Sov/ ~ ~ 

I '\ s~· -\-~ '"i \\, j ~ \, 

I : Why do we need research in Jewish education? 
(not a complicated answer; much can be taken from A Time to 

Act). 

I .._ ~ - i,~e>~ , I J"' 
- 1 "''"t"' ,, ,\; ..., 

~ ' o <., s, f-
some points to be made: 
a)c;r;;ff~i;~searcb, com~licated decisions tend to be made 
in~ knee-jet-k fashi~ 

b) without resear~tt;-vreTend t~ get stuck in old approaches, 
rather than being freed to imagine new ones. 

-y.£. S 
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II: The current state of research in Jewish Education. 

1) currently research in Jewish education is conducted in only a 
limited ppmher of settings: institutions of higher learning in 

- Jewish education, some bureaus, a nd (in a more limited way) by 
some sociologists of the American Jewish community. Contrast 
this with the variety of settings in which research is conducted 
in secular education. 

2) The paucity of research in Jewish education will be 
documented through a review of journal articles, going back 10 -
15 years. Most research in Jewish education is conducted by 
doctoral students as part of their doctoral theses . These 
studies are, of necessity, of small scope. 

3) Aspiring researchers in Jewish education do not have any of 
the supporting j pfraG:t;rus:tm:c:;e._ that enables research in secular 
education to flourish. There are no funds for research, no 
research centers, a n d o nly a l imited number of venues for 
publication. 

4) Even the most ba s i c data on enrollments , f i nances, salari es 
of teachers, etc. is 11&~ . r~ inf:.!y collected . This secti on will 
summarize the d a t a col l ecte d by De b r a Ma rk ov i c in the fall of 
1989, and show h ow even t hese data are h igh ly s u spect because of 
the methods employed i n their collect ion . 

5) In contrast with secu lar education, in which large- scale 
replication of i mportant studies is routi ne, J e wish educational 
research consists largely of isolat ed studies which are rarel 
r epJi& 9 tgg_ An additional p r o e is hat the audience ror 
research in Jewi s h education is methodically u nsophisticated. 
Thus, isolated s tudies which may be methodically problematic are 
widely disseminate d and accepted without much c r itique; the Bock 
and Himmelfarb s tudies and the NYBJE study will be discussed as 
cases in point. 
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III : What type of research do we need in Jewish education? 

A - Topics 

From among the plethora of interesting and worthwhile research 
topics, this paper must present a manageable, validated list of 
high priority items . 

How will this "short list" be developed and validated? 

1) select members of the CIJE board will be interviewed: 
(Arnow, F . Melton, Hirshorn , Mandel, Lipset). 

2) opinions will be solicited widely, (perhaps through Barry's 
" Best Practice 11 groups?). 

3) the adviso r y board ( see bel ow) will validate the final 
choices. 

B - Methodologies 

1) data gathering : 
What types o f data, and how best collected? 

2) evaluation and ass essment : 
Evaluation and assessment in secular education have 

advanced far beyond the simple checklists and multiple choice 
tests of previous decades . The extent to which these 
methodologies may be adapted to t he field of Jewish education 
will be discussed . An impor tant point to be made in this 
section is tha t both assessment and evaluat ion are predicated 
on agreement regar ding the goals of particular forms of "> 
schooling. Befor e we can ass ess, we must r each consensus on 
our goals. 

3) programmatic r ese arch address i ng issues that are of 
priority: 

.a;'he Mea,_!ophisti cated research in secu l ar education is 
conducted by teams o f researchers, employing an eclectic 
combination of met hodologi es, comparing a number of different 
sites. This type of research , commonly known as programmatic 
research, is usually conducted by a research institute, or by 
several institutes working in tandem . Both the research agenda 
and the dissemination of the findings are likely to be overseen 
by a team which includes practitioners and policymakers , as 
well as researchers. In this section the virtues of 
programmatic research will be discussed, and examples will be 
given of areas of inquiry which would benefit from this type of 
concerted approach . 
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4) "basic" research: 
In addition t o all of the above, there should sti ll be r oom 

for "basic" research, conducted by independent scholars on 
questions whose implications for practice or policy might not 
be readily apparent . Not all research should be linked 
directly to policy and/ or practice; there must be support for 
purely intellectual pursuits, such as historical studies. 

5) research as a way of encouraging reflective practice: 
One way of linking research and practice is to encourage 

and enable practitioners to do their own research . In the past 
10 years this type of research has begun to take root, and 
attract the attention it deserves, to the point that typologies 
have been dev eloped . In this s ection the particular bene fits 
which this type of research might h a ve for Jewish education 
will be suggested. 

c - how the ~ topi c £gD be treated dif ferently }2y different 
methodologies should be e xemplified m: g number of charts . 

FOR EXAMPLE: Topic : What tt- Ll~ ~te;~~ v.;-tl'lj'cht~ebrew in a 
supplementary school? 

Data Gathering : 

Evaluation & Assessme nt: 

Programmatic Research : 

"Basic" Research : 

Reflective Prac t ice: 

4 
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D - A caveat on the relationship between research and practice. 

Conventional wisdom holds that good educational practice ought 

'

to be "derived" from educational research , in the same way that 
principles of engineering are derived from the laws of 
physics. And ~ indeed, a number of research traditions in 
secular educat~ for example, "process- product" research on 
teaching and "effective schools" research) operate under this 
assumption . In the past two decades, however, this "logistic" 
view of research has been increasingly called into question . 
Three alternative views will be presented: 

1) the operational, which holds that research and practice are 
entirely different realms, and that research ought to be done 
for its own sake. 

2) the problematic , which holds that research ought to 
originate from practical problems, and be conducted, wherever 
possible, by practitioners themselves. 

3) the dialectical, which sees research as a tool for 
critiquing and revolutionizing current educational practice. 

Examples of studies conducted from within each of these 
perspectives will be given. I will not advocate for any one of 
these views, but argue that a rich and balanced research 
capability would draw on each of the four perspectives. 

IV: Creating an infrastructur e which supports and encourages 
high quality research in Jewish education: 

1) How can we create a climate of opinion which values and 
supports research in Jewish education? How can researchers 
reach a broader audience of policymakers , practitioners and the 
interested public? 

2) How can the quality of the research which is produced be 
raised? 

3) What is the function of conferences, journals and other 
publications? 

4) By what means can funds be disbursed fairly and equitably, 
while assuring high quality? 
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V: Concrete Proposals for Developing a Sophisticated Research 
Capability. 

Recognizing that research is a multi- faceted enterprise, I expect 
that I will end up proposing that a number of different support 
structures be set up. The following are some~ pre limi nary 
and Y.,fil;Y sketchy proposals: 

l} the institution of a mechanism for routine data collection, 
perhaps under the auspices of JESNA or the Bureau Director's 
Fellowship. 

2) the funding of a number of model evaluation/ assessment 
studies, perhaps in conjunction with experiments in the various 
lead communities. These would be conceived of as models or 

' prototypes which could be emulated by groups in a variety of 
settings . 

3) the establ ishment o f a f und for "ba s i c r esearch," which is 
not tied to a ny p r ogrammatic agenda. This f und might operate 
along the lines o f t he National Endowments, soliciting 
proposals at regu l a r int e r vals and convening new panel s of -

- reviewers each year. 

4) the establishment o f a me chanism t o e ncourage research by , 
practitioners. - ,J\ \ <- '> 
5) the adoption, by the CIJE, of a programmatic research 
agenda. This would constitute the most ambitious, and most 
costly, of the proposals. The following are some thoughts as 
to how to proceed: 

a ) In t he fall, I would send out a mailing to members of 
the Jewish Education Res earch Networ k, AIHLJE, bureaus , 
and other intereste d par ties, soliciting their ideas on 
high priority r esearch i t ems . 

b) When t he adv i sory boar d f o r this project meets, 
presumably in t he fall of ' 9l, one of its tasks should be 
to prioritize these research needs, and to delineate a 
mechanism whereby eac h would be carried out (perhaps a 
range of plans, from modest and inexpensive to ambitious 
and costly) . 

c) Working closely with members of the advisory ef ~ne 
committee, I would flesh out each of the 4 - 8 proposals 
which were assigned high priority. This would include 
developing a budget, assessing the availability of 
appropriate personnel, and establishing mechanisms for 
open competition, if that were deemed by the committee to 
be appropriate. 
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An important agenda item for me, when we meet in Jer usalem, is to 
create a d iver se, but sti ll manageable , advisory board . The 
following are the types of people that should be represented: 

--established resear chers in secular education, wit h an interest 
in Jewish education. 
--academics/researchers in Jewish education. 
--pract itioners with a research background. 
--representatives of policy-make~ : federations , bureaus, and 
perhaps other organizations. 

7 



worki ng t o Est ablish ~ Lead community 

Application _a nd Selecti o n 

-A two round screening proce s s is proposed . 

a . Round o ne will include a public Request For Proposal . 
communities wi ll have 6 weeks to send i n 2 - 3 page l o n g 
app lications. These wi ll be processed rapi d l y and a l i s t o f 1 0 
plus 10 communi ties selected for round two. 

b. A more detai l ed applicat i on process f or t h e 1 0 - 2 0 l ead i ng 
candidates . The process woul d involve a day- l ong joint s emina r , 
a more extensive applica t i on f o rm a nd site visits. 

Crite ria for Roun d # 1 Application: 

1. City size 
a . 
b . 
c. 

2. Commitment 

(to be based on CJ F cri teria) 
I ntermediate 
Large Intermediate 
Large (below 1/2 million) 

\ S ,o(!)D 7 

The president of the community ' s Federa~ wou ld s u b mit a 
s t a~ement';;~ cornrnitment indicating how the following e lements fit 
in~o his community : 

r 

a. Evidence and capacity to pull together a l l 
elements of t he community 

b. Evidence of planning p r ocess, i nitiatives and 
progress in Jewish education within the past 5 years 

c. Evidence of a seri ous commitment o f lay leadership 
and pot ential t o recruit strong community lead e rs to engage i n 
the lead community p r ocess 

d. A s urvey of what potent ial sour c es for f u nding 
could become available for the lead community process. 

e . Commitment to i nvolve all stakeholders in the 
community in the Lead communit y process 

f. Agreement with the impo r tance of crea tin g an 
env ironment conducive to innovation and experimentation in Jewish 
edo.cat.:torr:- · - ---- -- --- -- ---- --- -·-

a lead 

g . Commitment to developing person~el ~ 'J' ~~c. 

h . A statement explaining why hir ~ m.munity shou l d be 
community . What it has to offer etc. 

1 
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3. Includft a sample _of letters indicating . supEort _by various 
stakeholders and leaders . - J 

Select ion Process 

1. First round screening by CIJE staff to reach top 10 and next 
10 candidate communities. 

2 . Send list of 20 to Senior Policy Advisors for comments 

3. Convene a teleconference of a committee of Board members 
including : 

1. 

2 • 

3. 

4 . 

5. 

6 . 

a . Charles Bronfman 
b. Mark Lainer 
c. Gerald Cohen 
d. Es ther Leah Ritz 
e. Matthew Maryles 

RFP - early September "- '{\~\_o-. 

\ 
• t.., 

... 

Applications in ~ t : berr l~~ 
Decision (including CIJE Board) by mid November ~ 

..\cP'> ~'-1 
Seminar for fo communities - early December "7 .\-.~ / -:::, 

Second round applications in by late January c...eJ/;~07 
Decision by March 1, 1991 (latest) / (c.d~ ~¼_(.\ 'c\ 

2 
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Jewish Community Federation 

of C 1 eve land -. -

ENHANCING JEWISH EDUCATION 

~HROUGH COMMUNITY DEVELOPMENT 

July 10_,_ 1991 

Prepared by Mark Gurvis and Or . Jonathan Woocher 

FOSTERING LEADERSHIP DEVELOPMENT IN EDUCATION 

Community development is defined here as a plan to marshal the community 

leadership resources necessary for Jewish education to thrive . There is an 

assumption inherent in this that with the right community leadership, the 

community will be able to 1) influence funding decisions on Jewish education in 

a positive direction; and 2) assure effective leadership for Jewish education 

activities . 

Leadersh ip in Jewish education needs to happen on several levels within a 

comnunity. Strong , effective leadership is needed at the school and 

congregational board level , at the communal agency boar.Ji level, and at -
~ While there may oe some people who operate comfortably at more 

than one level , each level represents specific roles and responsibilities 

vis-a-vis Jewish -education. - Wh-aHs-common- acros-s-the-se- 1-eve.1.s-i-S-the- need _for_ 

leaders who are committed to Jewish education, who believe in its value in both 

personal and communal terms, and who appreciate the enormous complexity of the 

field . 

S-4-oc_J c 1-1+--
~-
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Enhancing Jewish Education 

Through Community Development 

ISSUES IN LEADERSHIP DEVELOPMENT 

July 10, 1991 

Page 2 -

There are a number of issues which need to be addressed in order to more 

clearly focus on leadership development in Jewish education : 

1. The Nature of "Effect ive Volunteer Leadership" for Jewish Education 

What do we want and expect of lay leaders in Jewish education? What 

characterizes "effect ive" leadership by lay people? Is their role to be 

one of active participation in educational decision-making? If so~ in 

which types of decisions and with respect to whicn educational issues? Is 

their role to be primarily one of institutional stewardship and advocacy? 

If so , is this sufficiently important to engage and hold top quality 

volunteer l eadership? 

2. The Need for New and Revitalized Frameworks 

Are additional and alternative frameworks (i.e . , beyond existing 

institutional boards and committees) needed to appropriately involve and 

utilize lay leadership?- Shou 1 d the model of ~·commun ity_commis.s.i.DJ1s~ be _________ _ 

extended into permanent structures? What changes in the missions, 

composition , functions , and operating styles of exis ting vehicles for 

leadership involvement might be required? How can these be achieved? 



Enhancing Jewish ~ducation 

Through Community Development -

3. Intra-Communal Linkages 

Ju ly 10, 1991 

Page 3 

How can stronger linkages be built between educational leadership at the 

institutional (espec ially synagogue and school) level and at the communal 

level? What does each need to understand about the concerns and frames of 

reference of the other? In what frameworks can they interact? How can we 

answer regular and productive communication between and among leaders 

operating with in the same community in different settings? 

4. Lay-Professional Relations 

Can improving the quality of lay-professional relations in Jewish education 

enhance the likelihood of attracting and retaining top volunteer leadership? 

If so, what must be done in this area? How can professionals be helped to 

work with and utilize quality lay leaders more effectively? 

5. Training Volunteer Leadership for Jewish Education 

How do we infuse prospective lay leaders with appropriate knowledge, 

skills, and values? What do they need to know about Jewish education? Is 

there a 11 curr i cu 1 um" for-.. ef f ect i ve-edu&a--t-wn-a 1- 1 eadersh i p.i_ If- .so ,-how.. .. dQ....___ _ 

we design and deliver i t? Can outstanding adult Jewish learning programs 
-be mooili zed for th is purpose? What role can Israel play? How can we 

institutional i ze educat ional leadership development on the local and 

continental levels? 
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6. Linkages to Trans-Loeal Contexts 

What relationships and frameworks need to be established or strengthened in 

order to involve community leadership in Jewish education beyond the local 

community? Can opportunities for meaningful activity at the trans-local 

level be important in attracting and retaining top quality lay leadership 

for Jewish education? If so, what forms might such trans-local frameworks 

take: stronger, more prestigious national agencies? special task forces 

and think tanks? conferences and consultations? What role s hould Israel 

play in this regard? 

APPROACHES TO LEADERSHIP DEVELOPMENT IN JEWISH EDUCATION 

Some possible approaches to developing stronger leadership in Jewish education 

include: 

1. Improving Status - More people in the community need to view Jewish 

education as an important area in which to get involved. To what extent if 

- Fede-ratfon human resource -or-leadership development depar\ments encoura.g~e _ _ 

up-and-coming leaders to consider placements in education agencies and 

institut ions? How often do we te1l people who we think are important 

leaders that we need them to get involved in their congregation's school 

board? 

... 
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2. Mentoring - In each conmunity, there are generally at least a few 

established high-powered leaders in Jewish education . Can they work with 

specifically identified potential leaders to learn about Jewish educational 

leadership from a veteran? 

3. Training School Boards - Do school board members view educational problems 

strictly through the lens of their institution's personnel and fiscal 

constraints, or can they be given broader exposure to the potentialities of 

the field through a community-based training program for school board 

members? 

4. Tapping Adult Learners - Programs like the Wexner Heritage Foundat i on, 

CLAL , and the Melton Adult Mini School are creating pools of adult learners 

engaged in Jewish study for its own sake, often in a broad community 

context. Such programs often develop within the participants a strong 

commitment to Jewish education. Communities with such programs might 

actively recruit leadership from amongst participants . Other conmunities 

may want to explore how to develop or expand such programs. 

5. Futur-e Operating Leadership - Rel~ted to #4..,_ the....lli_d_ of peqQ..1~ who are _____ _ _ 

groomed leadership of agencies in m~jor Federation committees often have 

little exposure to positive Jewish educational experiences. They arise 

through the federation system, often through formal leadership development 

programs which focus on the structure of the convnunity and major issues 
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faced by the community, but whi ch don't develop any kind of in-depth 

knowledge about specific areas of service . Communities might want to 

consider specialized leadership development courses for people who are 

committed, high- powered , but largely ignorant of Jewish education issues to 

educate them about critical issues in Jewish educat ion. Similarly, 

actively recruiting participation by such i ndividuals in programs like t he 

Wexner Heritage Foundation, CLAL , and the Melton Adult Mini School can 

accomplish the same goal . 

6. Reaching the Funders - Many communities are developing a variety of 

philanthropic instruments which supplement annual campaign involvement of 

significant contributors. Some principals of private and support 

foundations have an interest in Jewish education , but many do not. Are 

there ways of using forms for such funder s to build a climate of greater 

support for Jewish education? It is possible that some strategic 

partnering by those who are committed to Jewish education on spec ifi c 

projects could yield some new players who have a new or greater commitment 

to Jewish education. In particular, this is a strategy which needs to be 

looked at from a continental as well as a local perspective. There are 

relationships between foundations and between the members of t he 

- - - - - - -conti-nen-tal- cOITITluniti es' -most .si gni-Ucant philanthropic leaders wh ich can 

be better· accessed on the continental level. 

wp/po :95O:O2:A 
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Purpose 

The purpose of this project is to assist the Council of 
Ini tiatives in Jewish Education (CIJE) in producing a strategic 
plan to guide the systematic devel opment of pre- service and in
service training for Jewish educa tors over the next five to ten 
years. 

Specifically, the project has four objectives: 

- To assess currently available resources and needs for pre
service and in- service training in the field of Jewish 
education; 

- To develop a strategic plan to expand and improve training 
in support o f the Jewish education system in North America. 
This plan will i ncorporat e an overali view of the fut ure 
trai ning s ystem; priorit ies . for t he use of resources; and 
recommendations f or new policy and program initiatives . 

- To deve lop a three t o five y ear i mp lementation plan 
specifying : p olicy and p r ogr am prior i ties; revised and 
innovative p r ogram needs, organizational, staff ing and 
financial r esources requir ed to carry out recommendations; a 
budgetary ne e ds, r esource development and allocation 
framework, timetable and evaluation framework. 

- To begin the development of a periodically updated 
database o n tra i ning in Jewish educat ion, including 
information and projections a bout number s of institutions 
providing t raining, staff ing (full - and p a rt- time status , 
salary levels, credent ials , years of service, turnover) , 
enrollments, expenditures, etc. The baseline data will 
illuminate currently available r esou r ces, and permit 
measurable a s sessments of pr ogress in fut ure years. 

Background 

The field of Jewish education in North America is plagued by 
a severe shortage of trained and qualified educators for its 
numerous formal and informal settings. It is estimated t hat 
there are approximately 5,000 full-time positions for Jewish 
education graduates (outside of the Charedi sector) toget her 
approximately 100 people per year - a figure woefully inadequate 
to meet the needs of the field . Improvement is contingent upon a 
significant increase in the number of wel l - trained educators . 
This will include training for matters such as: competence in 
Judaica , proficiency in Hebrew, mastery of theory and practice of 
education. It is estimated that today less than half the 
educators in the field possess these qualifications. 
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The work of the commission on Jewish Education i n North 
America underlines the urgency of upgrading the quality and 
quantity of personnel at all levels in Jewish Education, and has 
made a number of recommendations to achieve this goal . One of 
its recommendations is to build a profession of Jewish educators. 
significantly expanding the training capability serving North 
America is necessary as a cornerstone to that recommendation. 

Work Plan 

1.0 start-Up 

The project begins with a revie w of pro ject purposes, 
methods, and work plan with t he Board , professional adv isors and 
staff of CIJE; defining working assumptions and priorities; 
establishing and meet i ng with a str ategic planning committee; and 
reviewing background materials. 

2.0 Resources· and Needs Analysis 

A detailed assessment of in- service and p r e -servi ce training 
needs of Jewish educators in both formal and i nformal settings 
will be carried out: annual demands for educators (at differ ent 
levels, and with different kinds of knowledge and expertise) ; 
estimates of the qualified Jewish educators now being produced by 
higher education institutions in North America and Israel; and 
comparing the two to identify gaps. A variety of sub-markets 
will be identifi ed by: geography (regions of the country) , level 
of education (pre- school, elementary, secondar y, post-secondary) 
educational role (e . g. professors, teachers, s enior educators, 
guidance counselors), knowledg e and skill a r eas of expertise. I n 
addition to estimating the size of each submark et, we will 
examine related needs, such as job definit ion s and hier archies, 
and salary struct ures. 

3.0 Strategic Issues 

In charting future directions there are a number of 
important policy choices: i.e., strategic issues. 

Key informants - lay leaders, professionals, s u bject area 
experts - will be interv iewed to elicit their v iews of the 
i mportant choices in design and implementation of the training 
system. 
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Issues will be classified into: 

Mission-level issues-i.e. choices re l ati ng to t h e 
vision and philosophy of Jewish education and the r o le of 
different types of training insti t utions in relation t o t he 
emerging needs in the field. Examples of mission-level 
issues include: what elements of the continental training 
system should be local; which should be regional and which 
should be national? What should be the role ( s ) of the 
school; denominationa l networ k; l ocal university and Board 
of Jewish Education in the provision of in-serv ice training? 

Policy and program issues-i.e., choices relating to the 
broad policies relevant to carrying out the mission. Some 
of these choices relate to existi ng programs (e.g. policies 
relating to creating or locating skilled educators of 
educators). Others relate to the creation of t h e new 
programs (programs to market Jewish education careers to 
undergraduates on a multi- school basis) . Other policy 
issues relate to degr ees, curriculum, students, faculty a nd 
other aspects of the educational enterpr ise . 

Resources and or ganization issues - i. e. choices relati ng to 
the internal capacity of pres ent institutions to support 
mission a nd po l icies (e.g. , the financial resources, 
organizational st r ucture , possible coordinativ e and 
integrative mechanisms. 

4. 0 Mission Statement 

A draft of the Mission Statement will be developed by the 
UAI team with t he Strategic Planning committee of CIJE. It will 
represent the resolution of mission- level s t rategic issues and 
frame a broad r esponse to the Needs Assessment. The Mission 
Statement should describe in broad terms a mode l of the future 
t r aining s ystem. I t should define the roles of various types of 
institutions both existing and new . It should project an overal l 
approac h to upgrading the quality of Jewi sh educators in the 
future. 

5. 0 Preliminary Re commendat i ons 

In this phase the Mission Statement will be developed into 
preliminary recommended policies and programs. The probable 
effectiveness and feasibility of each proposal will be assessed . 
The entire package would be r e viewed fr om the perspecti ve of 
completeness and internal c onsistency. 

The recommendations may include the allocation of scarce 
resources among competing pri orities (e.g . , intra-regi ona l 
priorities) and sug gested criteria for deciding what kinds of 
programs to fund under what circumstances. 
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6.0 Implementation Plan 

A detailed implementation plan will be developed t h at 
specifies: major tasks, persons or organization responsible for 
carrying tasks, annual costs and time frames. The process of 
developing the implementation plan provides a useful opportunity 
for developing partnerships among key stakeholders (e.g., 
consortia of institutions) . The implementation plan becomes the 
framework for assigning accountability for getting work done. 

7.0 Final Report 

The Final Report will be in two parts: part one will 
include a summary of the needs; mission statement and recommended 
policies and programs for the next decade; part two will spell 
out the implementati on p l an priorities, tasks, timetables, budget 
and evaluation measures . 
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LIST OF LECTURERS AND AREA OF EXPERTISE 

Dr. Janet Aviad 

Prof. Emmanuel Etkes 

Shmuel Ben Halla! 

Dr. Howard Deitcher 

Alan Hoffmann 

V 
Dr. Gaby Horencyk 

• 

Dr. David Hartman 

Prof. · Shlomo Haramati 

Debbie Weissman 

Dr.. Ora Zohar 

Dr. Barry Chazan 

Jonathan Cohen 

Dr. Nechama Moshieff 

Dr.Ze ' ev Mankowitz 

EXPERTISE 

Sociology/Sociology of 
Education/Israeli Society 

History of the Jewish People/ 
History of Education 

Jewish Thought/Philosophy of 
Education 

Primary school/ Teaching of 
Texts 

Innovation in Education/ Policy 
Planning Consultant 

Jewish Identity/Psychology of 
Education 

Je1,,1ish Thought 

Teaching Hebre1,,1/Reading 
Comprehension 

Sociology/Sociology of Je1,,1ish 
Education 

Development of Teaching Staff/ 
Teacher Training 

Philosophy of E~~cation/ 
Informal Education/Moral 
Education/Teaqhing Israel 

Jewish Thought /Philosophy of 
Education/Didactics of Jewish 
Subjects. 

Early childhood education 

Contemporary Jewry/The 
Holocaust and Teaching of the 
Holocaust 
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Nava Nevo 

Marc Silverman 

Dr. Dalia Ofer 

Prof. Seymour Fox 

Prof. Michael Rosenak 

Dr. Ilana Shohamy 

Dr. Asher Shkedi 

Teaching Hebrew 

reaching Contemporary Jewry 

Contemporary Jewry/Teaching the 
Holocaust 

Curriculum Development/ 
Philosophy of Education 

Philosophy of Jewish Education/ 
The Morton Mandel chair for 
Jewish Education 

Assesment of achievement in 
hebrew learning/ language 
testing/hebrew as a second 
language 

Workshops for teacher 
development/curriculum 
development 
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