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MINUTES: CIJE Staff 

DATE OF MEETING: February 24, 1993 

DATE MINUTES ISSUED: March 10, 1993 

PRESENT: Shulamith Elster, Seymour Fox, Ellen Goldring, 
Annette Hochstein, Stepnen Hoffman, Barry Holtz, 
Virginia Levi, Arthur Naparstek, Shmuel Wygoda, 
Henry Zucker 

COPY TO: Morton L. Mande l 

I. Progress Report 

SHH opened the meeting with a status report on the mobilization of the 
three communities and the outlook for each. H,e noted that each has a 
different work style resulting in different expectations of CIJE. 

A. Milwaukee 

Milwaukee was described as the closest to our ideal Lead 
Community. The staff is ready, willing, and reasonab l y able to 
move ahead. The lay leaders of the project are committed and 
anxious to be active in the project. 

Milwaukee has hired a project director--Ruth Cohen . The community 
has a tremendous thirst for knowledge and is eager for anything 
CIJE can provide. They have established a good wall-to -wall 
coalition, have identified a key donor, and have the attention and 
interest of key federation leaders. 

All of the necessary building blocks appear to be in place in 
Milwaukee. This, along with an openness to engage in dialogue, 
provides a good situation for the Lead Community process to move 
ahead. Our major challenges in Milwaukee are for CIJE to move 
rapidly enough to influence decisionmaking at the appropriate time 
and to respond to community expectations with sufficient resources 
in the form of materials and consultants. 

B . Atlanta 

Atlanta is in the process of restructuring its Jewish education 
program. The recent meeting in Atlanta included time with William 
Schatten and Gerald Cohen, lay leaders ready to support the 
process. (Cohen appears ready to provide financial backing, as 
well.) 
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The only staff involved at this time is the federation planning 
staff . The particular personalities involved provide us with a 
challenge because of a basic cynicism, cockiness, and unwillingness 
to accept anything we do or say at face value. 

Atlanta will require frequent communication, thoughtful 
suggestions, careful attention, and constant checking back co be 
sure we are understood. Over time, we should be able to develop a 
trusting relationship . In the short term, our support for the 
hiring of a planner should increase our level of acceptance, but we 
will have to work at developing an ongoing trusting relationship. 

In summary, Atlanta has a game plan, but no concrete direction. 
Atlanta is not ready to listen easily, but with constant work can 
be brought along. Its greatest strength at present is its lay 
leadership. Its status as a growth community provides us with an 
opportunity to help build important models. It was noted that the 
lack of a wall-to-wall coalition reflects a significant split 
between newcomers and old-timers. It was suggested that the sense 
of cynicism and lack of effective communication are important 
issues even within the staff of the federation. 

C. Baltimore 

The Baltimore federation is strongly controlling. The federation 
has developed a plan for reorganizing the education structure, but 
has no clear sense of how to use that structure effectively. There 
is a top lay leader for the project, but no wall-to-wall 
commission. 

Baltimore has a strong planner who is the key focal point for the 
project and who believes he knows what must be done . Our challenge 
in Baltimore is to introduce questions and challenge programs as 
the community proceeds down the path it has set for itself. 

It was noted that Baltimore is engaged in projects related to 
master teachers, supplementary schools, and the Israel experience, 
but in none of these cases is there a clear plan of how to 
proceed. Our role is to help Baltimore develop an overall vision 
and to provide ideas and knowledge for use in implementing that 
vision. 

D. Summary of Outcomes of Recent Visits 

It was noted that we succeeded in the past month in changing the 
perception of CIJE from one of a source of money to that of a 
source of content. We made some headway in clarifying the roles of 
individuals within the CIJE structure and beginning to build 
bridges which will be solidified as we follow through on our 
promises. 
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The following issues were listed as central to consideration of 
next steps: 

1. Mobilization of the community across - the-board 

2. The need to move ahead with pilots 

3. Establishment of a multi-year plan 

4. Goals project 

5. Ensuring that monitoring, evaluation and feedback is in place 

6. Organizing to work with the community 

7. Funding issues 

B. Progress to Date 

1. The Planning Guide is in the hands of each community and 
provides guidance for moving ahead. 

2. The first of the Best Practices papers is completed and in the 
communities. This provides a basis for content -based action in 
each community. Moving ahead now will help t o establish 
credibility and draw people into the CIJE process. 

3. The monitoring project is in place and ready to proceed. There 
has been a problem with the lag in our activity, but Ellen 
Goldring will now prepare a new schedule for moving forward. 

4. Conversations are under way with the training institutions and 
specific approaches to the Lead Communities are now being 
developed. 

C. Short-term Goals wi th the Lead Communities 

1. We wish to encourage each community 
bringing in or upgrading personnel. 
understanding and commitment . 

to focus on the need for 
This requires 

a. The communities can turn to CIJE to help: 

staff unstaffed positions 

recruit 1-3 outstanding educators 
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identify current staff to train for a specific role 
through attendance at one of the national training 
institutions, the Melton Center or the Jerusalem Fellows 
program 

b. The MAF grants to the training institutions allow us to ask 
those institutions to: 

respond to immediate inservice training needs 

consider organizing seminars for senior personne l 

build on the Best Practices project to establish 
priorities 

Our ultimate goal in training is to move toward universal, 
high-quality inservice training in North America. 

c. Each Lead Community should establish a task force on 
inservice training. 

d. Following are actions we wish to initiate in Lead 
Communities during the first year : 

i . An educators survey should be conducted to provide 
quantitative data on the current personnel picture. 
Simultaneously the field researchers will conduct a 
quali tative study of current personnel, i. e., 
evaluating the current condi~ions for Jewish 
educators in each community. With SE as the point 
person, we may wish to turn to Isa Aron and others 
to help the communities move this process ahead . 

ii. We are ready to launch a pilot project in the Best 
Practices area. Possible projects include: 

A seminar for supplementary school principals 
on best practices in supplementary education. 

A series of conversations with l ay l eaders on 
introduction of change. 

Meetings with someone like Joe Reimer on the 
role of rabbis in upgrading supplementary 
school education. 

Discussions on upgrading the Israel experience. 

A seminar on state-of-the-art education in day 
schools, perhaps with a focus on the t eaching 
of Hebrew. 
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2. It was suggested that CIJE prepare an inventory of the 
resources available to Lead Communities including opportunities 
with the seminaries, the Melton Center, the Jerusalem Fel lows, 
and our various consultants . This will involve going to each 
of those resources and asking them to commit themselves to what 
they are ready to provide t o the Lead Communi t ies immediately. 

3. Following is a l i st of what we wish to do in the Lead 
Communi ties in the f i rst year to work toward upgrading 
personnel: 

a. The qualitative and quantitative educators surveys leading 
to an overall personnel plan, including an emphasis on 
inservice training. 

b. Pilot projects to move us ahead. 

c. New hires and/or uptraining of current personnel in the 
communities. 

d . Networking of educators among the three communities. 

4. At the same time, in order to encourage mobilization of the 
community, we should encourage the formation of the local 
commission and the establishment of task forces including one 
on personnel and one on Best Practices. 

The commission should be encouraged to discuss vision. It was 
noted that Milwaukee provided us a challenge by asking for our 
assistance in developing that vision. In further discussion it 
became evident that we are not currently ready to offer 
concrete support. We are working with the training 
institutions to help guide this process and wi l l continue to 
work on this. 

D. The meeting concluded by noting that the following issues still 
need to be discussed: 

1. The need for a planning seminar to help move the communities 
ahead through interaction and conversation. 

2. A plan for how to proceed with the Israel experience . It was 
suggested that we should work with each community on what it 
wants to do with the Israel experience and then help to make an 
approach to the CRB Foundation for support. 

3. A concrete plan for how to proceed with each community. 

4. Longer, more regular staff meetings to move this process ahead. 
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DATE OF MEETING: February 24-25, 1993 

DATE MINUTES ISSUED: March 10, 1993 

PRESENT: Shulamith Elster, Seymour Fox, Ellen Goldring, 
Annette Hochstein, Stephen Hoffman, Barry Holtz, 
Martin Kraar, Virginia Levi, Morton L. Mandel, 
Arthur Naparstek, Arthur Rotman, Jonathan Woocher, 
Shmuel Wygoda, Henry Zucker 

I. The planning meeting opened with a review of our work with the Lead 
Communities. It was noted that visits had been made over the last 
several weeks to each of che communities and that each is at a 
different point of readiness of lay leadership, staff, and planners. 
CIJE is now ~rorking to clarify a vision of what we want to do in the 
Lead Communities. 

A. A primary goal is general mobilization--the format ion of a 
wall·to-vall coalition. It appears that Milwaukee is closest to 
this goal and Atlanta has the farthest to go. 

B. In order 'to establish the current status and future needs of 
personnel in each community, we are encouraging each to undertake 
an educators survey that will clarify numbers and qualifications of 
current staff. At the same time, our field researchers are 
conducting interviews to learn about the perceptions and working 
conditions of current educators. When we know the key needs of 
each communi ty, we will encourage in-service training through the 
Melton and Jerusalem Fellows programs in Israel and work with the 
denominational training institutions in the United States. 

C. In an effort to provide an early demonstration of action, we will 
encourage the communities to use the work of the Best Practices 
project to undertake: 

1. a seminar for principals of supplementary schools, 

2. a seminar for lay leaders on change in Jewish education, 

3. a seminar for local rabbis, possibly with Joe Reimer, on their 
roles in supplementary school education, or 

4. discussions on upgrading the quality of the Israel experience. 

D. We will encourage the communities t ,o establish a vision for Jewish 
education. This will be a long-term process which should begin 
now. 
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In the discussion that followed, it was noted that CIJE has a basic 
vision for each Lead Community. By working with the communities, we 
can help to raise their levels of expectations for themselves and 
enhance the planning process . This process will require time as 
relationships are built and the communities develop a clearer 
understanding of the role of GIJE. We are overcoming a period of 
skepticism in the communities as each begins to understand that it can 
be more effective with CIJE than without. 

It was noted that we do not currently have signed agreements with the 
communities, but intend to move in that direction in the months ahead. 
One piece of such an agreement may be a clarification of the sort of 
lay and professional involvement we expect in each community . 

In the first year we envision taking the following steps : 

1. Community mobilization--establishment of a wall-to-wall commission. 

2. Development of a joint planning process among the three 
communities. 

3. Guided by the joint process, forward movement on the planning 
process in each community. 

4. Development and administration of a survey to determine the current 
status of personnel in each community leading to the possible 
addition of 2-3 new positions. involvement in training programs, 
and the undertaking of pilot projects as described earlier. 

II. Following this discussion, t here was detailed ,discussion and 
preparation for the meetings on February 25. 

It was noted that we had not adequately prepared our board members 
Assignment through either written or personal communication. We will move ahead 

in the coming weeks to reestablish a communication plan. 

It was suggested that we involve our board members more actively by 
activating the three committees for which chairs have been identified: 
Lead Communities; Best Practices; Moni toring, Evaluation and Feedback. 
If board members take an active role in these activities, they will 
help to legitimize the CIJE process and will encourage involvement of 
local lay leaders within the three Lead Communities. 

It was suggested that we consider establishing a finance committee, as 
well. This will be proposed to the Executive Committee of the board at 
its next meeting . 

III. Post-Meeting Debrief 

Following the February 25 meetings, the staff group reconvened to 
review them and discuss next steps . 
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Assignment 

Assignment 

A. Executive Committee Meeting 

It was reported t hat the Executive Committee discussed its role and 
concluded t hat the work of CIJE should be carried out through the 
work of the enti r e board . It was felt that a meeting schedule for 
the Executive Commi ttee should evolve, but tha t two or at most 
three meetings per year are sufficient at present . 

Executive Committee members accepted the current executive 
directorship arrangement. They would be happy if we could hire a 
"superstar" t o s erve as executive and will support the resumption 
of a sear ch i n the f u t ure, but a r e satisfied to proceed as we are. 

The group agreed with the concept of working through committees and 
supported the recommendation that the committees be constituted and 
begin to function. 

The current financial situation was shared briefly and it was 
reported that a meeting with the presidents and executives of our 
partner organizations is now being scheduled. It was suggested 
that a teleconference be held with Executive Committee members 
following that meeting to brief them on the outcomes. 

It was clear that Executive Committee members wish to be fully 
engaged and to provide construct ive support to the work of CIJE. 
It was noted in discussion that ongoing camper contacts are 
critical and must begin now. 

B. Annual Meeting 

It was felt that the meeting went well and that the attendance was 
very good. Scheduling was a concern and it was concluded that in 
the future we will return to the approach of holding our largest 
meeting in the morning. 

It was suggested that at the next annual meeting we continue the 
prac tice of featuring the work of one foundation on behalf of 
Jewish educati on and that a good possibility f ,or the next meeting 
might be the Cummings Foundation. It was also noted that we should 
prepare a letter to Rachel Cowan thanking her for considering 
membership on the CIJE board and noting our understanding of the 
Cummings Foundati on policy against doing so. 

Another suggestion for the next annual meeting is that we consider 
a report of general interest in the area of Jewish education such 
as that made by Marty Lipset last: year on the population study. 

C. Board Meeting 

We will begin now to schedule the next board meeting for August and 
will plan to fol low the practice of holding meetings in August and 
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Assignment 

Assignment 

February. We will consider holding an Executive Committee meeting 
in the interim and having committee meetings in conjunction with 
the two board meetings. We will begin now to set dates for Board 
and Executive Committee meetings through February 1994. We may 
wish to schedule a cultural or informational session in the evening 
prior to a full day of CIJE meetings. 

In further discussion about the establishment of the three 
committees, the following recommendations were made with respect to 
staffing: Best Practices Committee--Barry Holtz; Lead Communities 
Committee--Shulamith Elster; Monitoring, Evaluation and Feedback 
Committtee--Ellen Goldring/Adam Gamoran. 

It was su.ggested that we consider adding a Development Committee. 
This is a topic for discussion at the next Executive Committee 
meeting . 

The issue of ongoing communications with board members and the 
broader community was raised and will be discussed further in the 
near future. 
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0 PAEMIE"' INOUSTAIAL CO .. PORATION 

SEE IIAIIAGOIEKiT IIANUAl POUCT NO. 1.5 
FOR 6111DEllNES OIi TltE COIIIUTION 

or TltlS RIRII FOi ~ FUNCTIOIIAl SClfEDUlf 
D ASSIGNMENTS 
□ ACTIVE PROJECTS FUNCTION CIJE STEERING COMMITTEE 
□ RAW MATERIAL 
□ FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE ELSTER ASSIGNMENTS 

n890 (REV. 1189) ""'NT(l) IN U.S.A 

0 RIG I NATOR/ PROJ ECT LEADER VFL DATE 3/10/93 

NO. 

1. 

2. 

3. 

4. 

5 . 

6. 

7 . 

8 . 

9. 

DESCRIPTION 

Ask Ellen Goldring to provide Atlanta wi th 
a written description of the monitoring, 
evaluation and feedback project and Claire 
Rottenberg's role. 

Draft a letter to Rachel Cowan thanking 
her for considering membership on the 
CIJE board. 

Provide the communities with a summary of 
opportunities for working with the 
train ing institutions, including Melton 
in Isr ael. 

Review list of candidates for two new 
senior staff positions in Atlanta. 

Contact the following board members 
in follow up to the February 25 meeting 
and send brief report to VFL: 

a . Gerald Cohen 
b. Susan Crown 
c . Arthur Green 
d. Neil Greenbaum 
e. Thomas Hausdorff 
f. Mark Lainer 
g. S . Martin Lipset (with SF) 
h. Matthew Maryles 

With BH, discuss the Israel experience 
program and determine whether this is an 
Atlanta/CIJE priority. 

With BH, arrange a private meeting with 
Chaim Botwinick to discuss how to proceed 
in Baltimore. 

Establish a communicat i on plan for board 
members and the broader community. 

Work with Isa Aron and Ellen Goldring to 
design an educators survey for use in all 
three communi ties. 

PRIORITY 
ASSIGNED 

TO 
(INITIALS) 

SE 

SE 

SE 

SE 

SE 

SE 

SE 

TEAM 

SE 

DATE 
ASSIGNED 
STARTED 

3/5/93 

2/25/93 

DUE DATE 

3/10/9 

3/15/9~ 

2/22/93 3/15/93 

3/5/93 3/15/9~ 

2/25/93 3/31/9~ 

3/5/93 4/2/93 

3/5/93 4/2/93 

2/25/93 4/15/93 

3/5/93 4/15/93 

COMPLETED 
OR REMOVED 

DATE 
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Of THIS FOIIII FOIi A fllllCTIONM. $Cl!EDUU 

□ ASSIGNMENTS 
□ ACTIVE PROJECTS FUNCTION CIJE STEERING COMMITTEE 
□ RAW MATERIAL 
□ FUNCTIONAL SCHEDULE SUBJECT /OBJECTIVE FOX ASSIGNMENTS 

73890 (ll(V. 1189) Pf!INfEO IN U.SA 

ORIGINATOR/PROJECT LEADER VFL DATE 3/10/93 

NO. 

1. 

2. 

3. 

DESCRIPTION 

Review list of candidates f or two new 
senior staff positions i n At lanta. 
Pr opose one or two othe r candidates . 

Contact the following board members 
in follow up to the Febr uary 25 meeting 
and send brief report to VFL: 

a. Alfred Gottschalk 
b. 
C. 

d. 

David Hirschhorn 
S. Martin Lipset 
Florence Melton 

e . Isadore Twersky 

(with AJN) 
(with SE) 

Establish a communication plan for board 
members and the broader community. 

PRIORITY 
ASSIGNED 

TO 
(INITIALS) 

SF 

SF 

TEAM 

DATE 
ASSIGNED 
STARTED 

DUE DATE 

3/5/93 3/15/93 

2/25/93 3/31/93 

2/25/93 4/15/93 

COMPLETED 
OR REMOVED 

DATE 
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D ASSIGNMENTS 
D ACTIVE PROJECTS 
D RAW MATERIAL 
D FUNCTIONAL SCHEDULE 

T.l890(11EV, 1189) f'RIHTEO IN U.SA 

NO. DESCRIPTION 

FUNCTION CIJE STEERING COMMITTEE 

SUBJECT /OBJECTIVE COLORING ASSIGNMENTS 

ORIGINATOR/PROJECT LEADER VFL 

PRIORITY 
ASSIGNED 

TO 
(INITIALS) 

DATE 
ASSIGNED 
STARTED 

SEE IWUGOIOO IWIUAl POUC\' NO. 1.5 
FOR 6UIOl1JIIES OIi TIIE COlll'UTK)tj 

or nns fll«II FOtl A FUNCTIONAL SCH.EDU!£ 

DATE 3/10/93 

DUEOATE 
COMPLETEO 

OR REMOVED 
DATE 

1. Provide a written description of the 
monitoring, evaluation and feedback 
project including an explanation of 
Claire Rottenberg's role. 

EG 3/5/93 3/15/93 

. 
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D ASSIGNMENTS 

Sfl MMIAGCIIEIIT IWIUAl POUCT IIO. 15 
Rl• QJIOEUN!S OIi TIIE COIIIUTIOII 

OF flt!$ ro•11 FOR A fU~ ~WIii.[ 

D ACTIVE PROJECTS 
D RAW MATERIAL 

FUNCTION GIJE STEERING COMMITTEE 

D FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE HOCHSTEIN ASSIGNMENTS 
73890(1!EV. 11891 PRINTED IN U.S.A. 

ORIGINATOR/PROJECT LEADER VFL DATE 3/10/93 

NO. 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

DESCRIPTION 

Make samples available to Milwaukee 
of educator surveys used in other 
communities. 

Ask SE to provide the communities with a 
summary of opportunities for working with 
the · training institutions, including 
Melton in Israel. 

Call Ruth Cohen to discuss progress of 
monitoring in Milwaukee. 

Arrange for field researchers to move 
ahead. We promised a first report in a 
couple of months . 

Call Baltimore and Milwaukee for approval 
for the field researchers t o resume their 
monitoring activities. 

Provide Milwaukee with information on the 
educated Jew project to help them in 
setting goals . 

Contact the following board members 
in follow up to the February 25 meeting 
and send brief r eport to VFL: 

a. David Arnow 
b. Norman Lamm 
c. Est her Leah Ritz 
d . Ismar Schorsch 

Establish a communication plan for board 
members and the broade r community . 

PRIORITY 
ASSIGNED 

TO 
(INITIALS) 

AH 

AH 

AH 

AH 

AH 

AH 

AH 

TEAM 

DATE 
ASSIGNED 
STARTED 

DUE DATE 

2/22/93 3/15/93 

2/22/93 3/15/93 

2/22/93 3/15/93 

2/22/93 3/15/93 

3/5/93 3/15/93 

2/22/93 3/31/93 

2/25/93 3/31/93 

2/25/93 4/15/93 

COMPLETED 
OR REMOVED 

DATE 

--► 9. 
Stay in close touch with field researchers 
to be sure they are serving CIJE needs 
effectively . 

AH 1/28/93 ongoing 

10. 

( 

Work with CRB Foundation to clarify 
relationship of Israel experience 
programs to Lead Communities. 

AH 1/28/93 ongoing 
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□ ASSIGNMENTS 
□ ACTIVE PROJECTS FUNCTION 

□ RAW MATERIAL 
CIJE STEERING COMMITTEE 

S(£ IWIAGEMBIT IIMUAI. l'OUCI' "O. 1.5 
FOa GUIOWNES °" THE COMPI.EllOII 

OF THIS RIIIM Ritt l FUNCTlOtlAl SCHEDULE 

□ FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE HOFFMAN ASSIGNMENTS 
13890 (R£V, 1/89) P!!1NT!O IN U.SA 

ORIGINATOR/PROJECT LEADER 

NO. DESCRIPTION PRIORITY 

1. Contact the following board members 
in follow up to the February 25 meeting 
and send brief report to VFL: 

a. Charles Goodman 
b. Norman Lipoff 
C . Charles Ratner 
d. Bennett Yanowitz 

2. Establish a communication plan for board 
members and the broader community. 

VFL 

ASSIGNED 
TO 

(INITIALS) 

SHH 

TEAM 

DATE 3/10/93 

OAT£ 
ASSIGNED 
STARTED 

2/25/93 

2/25/93 

DUE DATE 

3/31/93 

4/15/93 

COMPLETED 
OR REMOVED 

DATE 
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□ ASSIGNMENT S 

SU IIAIIAGt:1100 IIAIIU~ POlJC'/ Mo. 1.S 
FOi QIIOWN!l OIi TIIE COlll'UllOtl 

Of THIS fOIII FOR a RINCTIOIIAI. SCHmllU 

□ ACTIVE PROJECTS FUNCTION CIJE STEERING COMMITTEE 
□ RAW MATERIAL 
□ FUNCTIONAL SCHEDULE SUBJECT /OBJECTIVE HOLTZ ASSIGNMENTS 

NO. 

1. 

2 . 

3. 

4. 

5. 

6. 

73890 (~EV. 1/89) Pf!INTEO IN U.SA 

ORIGINATOR/PROJECT LEADER 

DESCRIPTlON 

Review list of candidates for two new 
senior staff positions in Atlanta. 

With SE, meet with Atlanta about a 
pilot project. 

Establish a communication plan for board 
members and the broader community. 

With SE, begin work with Baltimore on a 
pilot project. 

With Ellen Goldring and Claire Rottenberg, 
present pilot proj ects to Atlanta's Council 
on Jewish Continuity. 

With SE and SF, prepare suggestions for how 
to proceed with pilot projects in Atl anta. 

PRIORITY 

VFL 

ASSIGNED 
TO 

(INITIALS) 

BH 

BH 

TEAM 

BH 

BH 

BH 

DATE 3/10/93 

DATE 
ASSIGNED 
STARTEO 

DUEOATE 

3/5/93 3/15/93 

3/5/93 4/2/93 

2/25/93 4/15/93 

3/5/93 4/15/93 

3/5/93 4/20/93 

3/5/93 TBD 

COMPLETED 
OR REMOVED 

DATE 
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0 "'"'EMIE"' INOUSTl'"AL CORPO"-ATION 

□ ASSIGNMENTS 
□ ACTIVE PROJECTS 
□ RAW MATERIAL 

FUNCTION CIJE STEERING COMMITTEE 

SEE IIANAGOIE!IT MANUAL POUCT NO. &.S 
FOR GUIDEIJNES ON THE COIIIIITIOlf 

Of THIS f'Otll FOK A RINCTlOIIM. SCltfDUU 

D FUNCTIONAL SCHEDULE SUBJECT /OBJECTIVE KRAAR ASSIGNMENTS 
73890 (REV. 1189) PAINTED IN U.S.A. 

ORIGINATOR/PROJECT LEADER 

NO. DESCRIPTION PRIORITY 

l. Arrange meeting for MI11 with presidents 
and executives of CJF, JCCA and JESNA. 

2. Arrange second meeting to i nclude CRB, 
Crown, Avi Chai, Wexner and other funders 

VFL 

ASSIGNED 
TO 

(INITIALS) 

MLK 

MLK 

DATE 3/10/93 

DATE 
ASSIGNED 
STARTED 

DUE DATE 
COMPLETED 

OR REMOVED 
DATE 

1/28/93 TBD 

1/28/93 TBD 

I 
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0 P .. E M IS .. IN OUST .. IAL C0 .. .,,0 .. A TION 

□ ASSIGNMENTS 

Sil IWI.IGEIIOO IWIUAI. l'OlJCY NO. &.5 
FOR GUIOIIJIIES OIi THE COIIPI.EIQ 

OF lltlS FORII roa A FUNCTIOIIAl SCHEOOLE 

□ ACTIVE PROJECTS FUNCTION CIJE STEERING COMMITTEE 
□ RAW MATERIAL 
□ FUNCTIONAL SCHEDULE SUBJECT /OBJECTIVE LEVI ASSIGNMENTS 

NO. 

1. 

2 . 

3 . 

4 . 

5 . 

6 . 

13890 !REV. 1189) PIIINT(O IN U.SA 

ORIGINATOR/PROJECT LEADER 

DESCRIPTION 

Revise CIJE letterhead. Consider 
Commission approach. 

Design mee t i ng planning process and pull 
raw ma t e r ials out of minutes to use for 
pl anning . 

Se t dates for board and executive committee 
meetings through February 1994 . 

Prepa r e a memo briefly outl i ning the 
roles of the 3 board committees and 
i nviting board members to state thei r 
prefer ence . 

Es tab l ish a communication plan for board 
members and the broader community. 

Schedule a telecon with executive committee 
members followi ng a meeting of presidents 
and execut ive s of partner organizations . 

PRIORITY 

VFL 

ASS,IGNEO 
TO 

(INrTIALS) 

VFL 

VFL 

VFL 

VFL 

TEAM 

VFL 

DATE 3/10/93 

DATE 
ASSIGNED 
STARTED 

DUE DATE 

2/5/93 3/15/93 

3/8/93 3/15/93 

2/25/93 3/ 31/93 

2/25/93 4/1/93 

2/ 25/93 4/ 15/93 

2/ 25/ 93 TBD 

COMPLETED 
OR REMOVED 

DATE 



( 

( 

0 P,aEMIEl'I IN OUSTl'IIAI.. COl'IPORATION 

D ASSIGNMENTS 
D ACTIVE PROJECTS 
D RAW MATERIAL 

FUNCTION CIJE STEERING COMMITTEE 

SU IIAIIIIGEIIEIIT IWIUAI. l'OUCf 110. 1.5 
FOl QIIDWNES OIi THE COIIP\fTlON 

OF THIS RIIIII FOl A FUNCTIONAL SCffEl>UU 

D FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE MANDEL ASSIGNMENTS 
73830 IR£V, 1189) PRINT£D IN U.S.A. 

ORIGINATOR/PROJECT LEADER 

NO. DESCRIPTION PRIORITY 

1. Contact the following board members 
in follow up to the February 25 meeting 
and send brief report to VFL: 

a . Charles Bronfman 
b. Max Fisher 
b . Ludwig Jesselson (with AJN) 
C. Richard Scheue r 

2. Establish a communication plan for board 
members and the broader community. 

VFL 

ASSIGNED 
TO 

(INITIALS) 

MLM 

TEAM 

DATE 3/10/93 

DATE 
ASSIGNED 
STA.RTEO 

2/25/93 

2/25/93 

DUE DATE 

3/31/93 

4/15/93 

COMPLETED 
OR REMOVED 

DATE 



( 

( 

0 P"'EMtE"' tNOUSTF>tAI.. CO .. PORATION 

D ASSIGNMENTS 
□ ACTIVE PROJECTS 
□ RAW MATERIAL 

FUNCTION CIJE STEERING COMMITTEE 

SlI IWIMo£JIEIIT MANUAL l'OUCY NO. S.S 
FOR GIII0£1JNES OIi THE COMPlEllOII 

Of THIS fOall FOR A flJNCTIOIIAL SCIIEDULE 

D FUNCTIONAL SCHEDULE SU BJ ECT /OBJECTIVE NAPARSTEK ASSIGNMENTS 

NO. 

l. 

73890 IR.EV, 1189) P1'1NTEO IN U.SA 

ORIGINATOR/PROJECT LEADER 

DESCRIPTION 

Contact the fo l lowing board members 
in follow up to the February 25 meeting 
and send brief report to VFL: 

a. Mandell Berman 
b. Maurice Corson 
C. David Hirschhorn (with SF) 
d. Ludwig Jesselson (with Mill) 
e . Henry Koschitzky 

PRIORITY 

VFL 

ASSIGNED 
TO 

(INITIALS) 

AJN 

DATE 3/10/93 
DATE 

ASSIGNED 
STARTED 

DUE DATE 

2/25/93 3/31/93 

COMPLETED 
OR REMOVED 

DATE 



( 

( 

0 P .. E M IER INDUSTR IA i.. CO .. PO .. ATION 

D ASSIGNMENTS 
D ACTIVE PROJECTS 
D RAW MATERIAL 
D FUNCTIONAL SCHEDULE 

73890 (Rtv. 11891 PRINTEO IN U.S.A 

NO. DESCRIPTION 

FUNCTION CIJE STEERING COMMITTEE 

SU BJ ECT /OBJECTIVE ROTMAN ASSIGNMENTS 

ORIGINATOR/PROJECT LEADER 

PRIORITY 

VFL 

ASSIGNED 
TO 

(INITIALS) 

DATE 
ASSIGNED 
STARTED 

SU MAMG[IIOO IIAIUJAI. NJtJCT IIO. 1.S 
FOR 6UIOE1JIIE:S ON Tff£ co11,imo" 

OF THIS FORII FOR A f:IINCTIOflAL SCHEOUU 

DATE 3/10/93 

DUE DATE 
COMPLETED 

OR REMOVED 
DATE 

1. Cont act the following board members AA 2/25/93 3/ 31/93 
in follow up to the February 25 mee ting 
and send brief report to VFL: 

a. Lester Pollack 



( 

( 

( 

0 "'AEMIEFI INOUSTAIAL COA,.OAATION 

□ ASSIGNMENTS 
□ ACTIVE PROJECTS 
□ RAW MATERIAL 

FUNCTION CIJE STEERING COMMITTEE 

lli IWl~OO IWIUAl l'OUC'I 110. 1.5 
ro•~~WNUONfflECOllll'lETlON 

Of Tiffi rotlll FOR A FUIICTIOIIM. 5CIIEDUl1 

□ FUNCTIONAL SCHEDULE SUBJECT /OBJECTIVE ZUCKER ASSIGNMENTS 
73390 (REV. 1/89) PffiNTEO IN USA 

ORIGINATOR/PROJECT LEADER 

NO. DESCRIPTION PRIORITY 

1. Contact the following board member in 
follow up to che February 25 meeting 
and send brief report to VFL : 

a . John Colman 

2 . Establish a communication plan for board 
members and the broader community. 

VFL 
ASSIGNED 

TO 
(INfTIALS) 

IHLZ 

TEAM 

DATE 3/10/93 
DATE 

ASSIGNED 
STARTED 

2/25/93 

2/25/93 

DUE DATE 

3/31/93 

4/15/93 

COMPLETED 
OR REMOVED 

DATE 



MEMORANDUM 

TO : 
FROM : 
RE : 

CIJE Staff and Consultants 
Shulmaith Elster 
HUC Consultation - May 17-18, 1993 

I. Participant list is attached. Please note: 

Rabbi Robert Orkard of Westpoint, Connecticut is the New 
Chair of the Commission on Jewish Education of the Reform 
Movement . 

II. Role of Mandel Associated Foundations and its financial 
support was acknowledged as was Sara ' s participation in the 
Commission. Twersky's vision statement for the Commission 
was the D'var Torah for the Tuesday session. 

III. Program (Sessions I - VII program attached). 

IV. List of prel iminary papers and their authors. 

Larry Cuban: Changing Public Schools and Changing 
Congregational Schools 

Joe Reimer: where School and Synagogues Are Joined 

Susan Shevitz: Receptive Contexts and Enabling Traits for 
Changing Congregational Education 

Isa Aron: From the Congregational School to the Learning 
Congregation: Are We Ready for a Paradigm Shift? 

Riv-Ellen Friel: Reflections on the Social Sciences of 
American Jews and Its Implication for Jewish Education 



HUC 

Isa Aron 
Bill Cutter 
Michael Zeldin 
Sara Lee 

PARTICIPATION LIST 

Lee Bycel (Dean, HUC, LA) 
Laura Samuels (graduate student at University of Cincinnati 

and HOC) 
Sherry Blumberg (New York) 

STANFORD 

Lee Shulman 
Larry Cuban 
4 graduate students 

BRANDEIS 

Joe Reimer 
Susan Shevitz 

REFORM MOVEMENT 

Seymour Rossel (UAHC) 
Bob Orkard 
Shelly Zimmerman (CCAR) 
Michael Weinberg (CAJE) 
Kyla Epstein-Asor (Cleveland) 

OTHERS 

Jeff Schein* 
Barry Shrage* 
Sharon Feiman-Nemser 
CIJE Senior Advisors 

CI.TE 

Barry Holtz 
Shulamith Elster 

*CIJE Senior Advisors 
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Laying the Groundwork for the Experiment in Congregational Education 

Rhea Hirsch School of Education 
Hebrew Union College-Jev,:ish Institute of Religion 

in partnership with 
The Commission on Jewish Education for the Reform Movement 

The Problems of Congregational Schools 
It is estimated that 80% of Jewish children in America will attend a Jewish 
school at some point in their lives. For over two thirds of these students, that 
school will be a supplementary school under congregational auspices. 
Critiques of the supplementary school date back to the 1880's, and have 
remained remarkably constant over the years. Supplementary schools 
having been fauited for being boring and irrelevant, having unqualified 
teachers, and lacking substantive parental involvement and support. In 
many urban centers the problems of supplementary schools have deepened, 
as day schools have siphoned some of the most committed parents, as well as 
the most professional teachers. These problems combine to limit the 
supplementary school in its ability to provide its students with either 
substantial knowledge of or a deep commitment to Jewish life. 
Despite numerous attempts to address these problems through curricular 
revisions and programmatic innovations, the essential structure and 
organization of most congregational schools has not changed much since the 
1950's. 

The Role of the Rhea Hirsch School of Education 
in Improving Congregational Education 
The RHSOE, the Reform Movement's premier graduate program for the 
training of p rofessionals in Jewish education, was fotmded in 1969. The 
school has over 150 alumni who serve in congregations, schools, camps, 
universities and other educational institutions throughout North America, 
and in England and Israel as well. 

Du.ring the spring and summer of 1992, RHSOE faculty and staff engaged in a 
strategic planning p rocess, which was supported, in part, by the Mandel 
Associated Foundations. In the course of our deliberations we became 
convinced that the RHSOE must not only prepare future educators, but also 
work more directly towards the improvement of settings in which our 
graduates work. While it would be unrealistic to expect that we could work 
intensively with hundreds of schools, camps, and Jewish centers, the RHSOE 
might well serve as a catalyst for improving these institutions through very 
targeted experiments, such as the Experiment in Congregational Education. A 
second grant from the Mandel Foundation enabled us to initiate the ECE in 
par tnership with the Commission on Jewish Education. 
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The Experiment in Congregational Education 
The purpose of the ECE is to stimulate a revitalization and re-configuration of 
congTegational education. The ECE will bring tog~ther a small number of 
congregations (between four and eight) which will work together to re-think 
their notions of Jewish education and explore ways of restructuring their 
educational programs. Over the course of a three year period, these 
congregations will engage in a process of examining: what their goals are for 
Jewish education; what changes in their current instimtion will meet both 
their needs and their goals; and what resources will be required to institute 
these changes? As answers to these questions become dear, each of the 
congregations will develop and implement a plan for the reconfiguration of 
the totality of its educational programming. 

The ECE is not undertaken with any fixed idea of the the final product that 
will emerge from the process of reconfiguration. It is likely that a number of 
different new structures will emerge, perhaps as many new models as there 
are partners in the ECE. But while we have no preconceived notion of the 
new structures which the experiment will yield, we do have some very strong 
convictions about the process which each congregation involved in the 
experiment will have to undergo. Our reading of research in educational 
innovation in the public sector and our first-hand experience working with 
congregational schools have led us to the conviction that school restructuring 
can only be successful when the process of deciding on the new structure is 
both broad and deep. The entire spectrum of congregational membership 
must be represented in this process, which must involve incisive probing 
into people's Jewish identities, commitments, needs, and values. 

Beyond its immediate benefit in the improvement of education in a number 
of congregations, the ultimate contribution of the ECE will be to the entire 
field of Jewish education. After four years of analysis, intervention and 
documentation, we will have a much more sophisticated understanding of 
the internal dynamics of education in the congregational setting, and the 
possibilities for change in Jewish education. We will have a number of viable 
models of restructured institutions, and a wide range of new programmatic 
alternatives. We hope to use this knowledge in the creation (four years 
hence) of a '1...aboratory for CongTegational Education," which will serve as a 
resource to a larger number of congregations. 

Phase One: The Initial Consultation 
A new and complicated undertaking, such as the ECE, requires input from a 
variety of sources. In launching the ECE, we wanted to draw on the expertise 
of scholars and researchers in related fields, as well as congregational leaders 
from a range of settings. Thanks to a grant from the Nathan Cummings 
Foundation, a group of 25-30 scholars and congregational leaders with prior 
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experience and expertise in this area will be brought together for a two-day 
consultation in May, 1993. 

The goals of this consultation are: 
1) To gain a deeper understanding of what it will take to assist congregations 

in reconceptualizing and restructuring the full range of their educational 
offerings. 

2) To be in a position to decide.: 
a) how the consortium of congregations might operate; 
b) how partners in the consortium might be selected; 
c) how research at each site might be conducted. 

While decisions of this sort will probably not be reached at the consultation 
itself, the issues involved in making these decisions will be discussed. 

We have attempted to structure the consultation in such a way as -to permit 
each participant to share his or her knowledge and expertise, and the group as 
a whole to break new ground in applying its collective wisdom to the task at 
hand. Five papers have been commissioned which cover five relevant areas 
of scholarship: 

a) What do the Jewish social sciences have to teach us about the current state 
of congregational education? What can we infer from the work of 
sociologists and anthropologists abou.t the prospects for changing our 
current structures? This paper will be written by Riv-Ellen Prell, professor 
of anthropology at the University of Minnesota. 

b) What are the cultural, economic and political forces internal to 
congregations which result in particular educational arrangements, and 
how might these forces br harnessed to expedite the process of 
restructuring? This paper will be written by Joseph Reimer, professor of 
Jewish education at Brandeis University. 

c) What processes will enable congregations to reconceplualize their 
educati onal programs and to prepare themselves for change? This paper 
will be written by Susan Shevitz, professor of Jewish education at 
Brandeis U niversi ty. 

d) What t1ccounts for the durability of the dominant model of supplementary 
schooling? What attempts have been made to bre.ak this mold? Is 
fundamental restructuring necessary? Is it possible? How does it differ 
from innovation in a particular area? This paper will be written by Isa 
Aron, professor of Jewish education at the Rhea Hirsch School of 
Ed ucation, HUC-JIR. 
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e) What can we learn from the past two decades of innovation in American 
public schools that might be applicable to the private, voluntary, part
time, anarchic non-system of congregational education? This paper will 
be written by Larry Cuban, professor of education at Stanford University. 

These papers will be sent out in advance, several weeks prior to the 
consultation. Participants will be asked to respond to the issues raised in the 
papers, based on their particular experience and expertise. Then the group 
will work together to define, outline and adumbrate the process of 
restructuring congregational education. 
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/nt:roducti.on 

SESSION I 

SESSION II 

SESSION HI 

SESSION IV 

RHEA HlRSCH SCHOOL OF EDUCATION 
Hebrew Union College-Jewish Institute of Religion 

Reconceptualizing Congregational Education 
Tentative Program for Consultation Qo May 17-18, 1993 

·••** 

The Synergy Required to Arrive at a New Vision or Paradigm 
of Congregational Education 

The mission of conITT"e!!ations and conITT"e2:ational education 
(Monday morning) 

What ought to be the mission of congregations? 'What should 
the role of Jewish education be, within this larger mission? 

Drawing on our own knowledge, and o~r reading of the papers, 
we will contrast ideal views with the current realities. 

What operating assumptions guide our current paradi£T11 of 
conITT"egational education? (Monday afternoon) 

What are the implications of the assumptions that undergird 
current paradigms of Jewish education? What might we 
want/need to challenge in some of these assumptions? 

What is Jewish learning? What power does it have to shape 
and transform people's lives? (Monday evening) 

What experiences of Jewish ]earning in our own lives were 
transformative? What factors made them so powerful? What 
circumstances might make these kinds of experiences more 
common for members of congregations? 

Deriving conceptual principles as a guide for reconceptualizing 
congregational education. (Tuesday morning) 

What core affinnations and assumptions would be consonant 
with an enhanced vision for congregational education? Wbat 
conceptual principles can we affirm? 



SESSION V 

SESSION VI 

Wha t are the forces that enhance or inhibit change m 
congregations? (Tuesday morning and afternoon) 

Presentations by representatives of Leo Baeck Temple in Los 
Angeles and Congregation Beth Am in Los Altos Hills, on the 
process of restructuring education in their congregations. 

What can we learn from these two case studies about the 
necessary pre-conditions for restructuring, and guidelines for 
the process itself? From this, we will derive a set of operational 
principles for restructuring congregational education. 

Where do we go from here? (fuesday afternoon) 

Presentation on how a coalition might work, drawing on several 
models. 

Review of the "principles" arrived at in previous sessions; 
d iscussion of the relationship between the two types of 
principles. 

Next Steps 



MINUTES : CIJE Staff Teleconference 

DATE OF MEETING: July 22 , 1993 

DATE MINUTES ISSUED : July 26 , 1993 

PRESENT: Seymour Fox, Aimette Hochstein, Stephen Hoffman, 
Alan Hoffmann, Barry Hol tz, Virgin~a Levi (Sec'y), 
Shmuel \lygoda, Henry L. Zucker 

COPY: Gal.l Z. Dorph, Mo rton L . Mamiel 

I. The minutes and assignments of June 30 ware rev!ew~d . 

Ass!gnmenc 

Assignmen~ 

Assignment 

A. SF will talk v1th David Hirschhorn about finalizing arrangements for 
a Blau$tein grant as soon u Kr. Bi~,chhorn has recovered from bi& 
recent surgery. It still s eems likely t~e we will be able to 
announce the grant on Augu.tt 26 . 

B. MLM is trying to arrange a meeting wich Gershon Kekst in New York. 
He hopes co spe.k with Mr. ICekst before he UtOets with SF in Israel 
on August 3 . 

C. MLM plans to talk wich Eri ca J essels on aboat how the Jesselson 
family will relate to ClJE . He will suggest that a f&lllily aember 
5erve on the board. He hopes to bold this meecing prior co the 
August bocd men:ing. 

0 . I t was agreed chat we need to develop a more systematic a~pro~ch to 
"Che di&tribut.ion of CLJE materials . A case in point is che 
h~phazard way in which che publicat ion on Best Pl:"acttces in 
Supple~encary Schools was distributed. BH will meet widl Jon 
Uoocher to get $ome guidance on how we might iden tify appropriate 
audiences. That ~•ting will be for information, only . 

E. Anot.ber i'Cem for future CIJE consideration is the st.atus and best 
use of senior advisors. 

F. VFL will work wit h CJF to schedule a meeting of CIJE with Lead 
Conmrunity representatives on Tuesday, Novemb•r 16 . 

G. SHH will eall Carl Sheingold t o talk about a CIJE slot on the GA 
a genda. 

II . Aygust 26 Soar d Heeti n& Preparations 

A. camper Calls 

200. 3:>t::l d 

Counselors are beginning t o aau phone ealls and wil l submit ~ritcen 
reports to VFL as they are compl eted . Barry Hol~z will talk with 
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CIJE Staff Teleconference 
July 22, 1993 

Page 2 

Billi e Gold. VFL will get SP a California phone nunber f or Seymour 
Martin Lipset . 

B. Materials to be mailed in advcL~ce . 

l. Aarry Holtz ha& submitted a report on beat practices. He will 
have feedback from the !landel Institute by July 27. 

2. AdaII Gaaoran will have his paper to ARH around July 27. 

C. It was agreed to reco11L1Dend chat the following materials be included 
in the meeting books: 

1. Minutes of February board meeting . 

2. Progress reporc. 

3 . Bes t Practices r eport . 

4. Monitoring, evaluation &nd feedback report. 

5. Bio5 on Gail Dorph, Adam Gaaoran, Ellen Coldring, Alan Roffiunn 
and Barry Holtz. 

6 . Board and staff lists. 

III. AU"1§t Staff Meeting 

A. The meeting will take place ac the American Friends of Hebrew 
Univer s ity, 11 Eas t 69th Street, New York. I t will begin on 
August 19 at 10 a . m. and conclude on August 20 at 4 p.m. 

B. Participants will include Gail Dorph. Seymour Fox. Ellen Goldring, 
Annette Hochstein , Barry Holtz , Alan Hoffmann, Ginny Levi and Shmuel 
IJygoda. 

c. The agenda will include the follo~ing: 

1. Bri.nging new st.ff peopl e on b oard. 

2 . Preparations for BaltilllOre meeting. 

3. Preparations for board ■eeting. 

4. Develop an.nu.al work plah. 



CIJF S~aff Teleconference 
Jul y 22, 1993 

Page 3 

IV. 

ruaent: 

v. 

grurent 

P00'3~t1d 

Lead Co11111Unities Joint, Meeting 

A. The llleecing on August: 23 llill ~gi n with lunch at noon ac THE 
ASSOCIATBD i n Baltillore . It wi ll go int:o the evening on Monday and 
conclude by 4 p .D. on Tuesday, August 24. CIJ! staff wi ll 11.e-et a t 
THE ASSOCIATED by 10:30 a .m. to do final planning for the m•eting. 

8 . The meeting will focus on eadl communicy's plans £or the year . 
( Each ~i ll be asked to prepare a vri tten docunent i n advance .) ~e 
seek the following produces GuTing this yea-r: 

1. Complete the educators surveys and data analysis and plan f or 
personnel development: in each cotllD'11nicy. 

2. Cont:lnua co gather 6ata. 

3. Develop action plans . 

4. Clarify monitoring, evalWlt:ion and feedback work. 

S. Integrate the goals project and best practices vork . 

It was suggested ehac each community needs a strategic vision to 
shape approaches .and ou~comes. Thia 'Will be the pdmary t opic of 
discussion among CIJE staff at 10:30 on August 23 in Ra.ltimors. 

A draft letter reporting on the &est Practices projecc from Barry Hol tz 
co Rachel Cowan was discussed. It was concluded thAc the let ter i s f ine 
a s is , but it was sugges~ed that a sen~ence be added indicating th.at ~B 
looks forvard eo l:leeting to diQcuss plans for t:he future. 

It ~as note d ch~t we should gifl greater ~ttributiort to the CWIIIJ.nga 
Found4tion. The foundation namt vill be lncluded in f uture editions of 
t he &est. Pract ices in Suppl ement:a.ry Schools report . It was noted t hat. 
vhenever we write anything about a funded pr oj ect, ve should be certain 
co refer to the funder. 

8H was aaked about feedback he bas rece ived to the r eport. He noted 
chat while feedback has been gM'lerally very positive, people h&v-e noted 
that it would be useful to have more analysis on bow a successful school 
achieved that success . It vaA noted that. in-depth port rai ts are the 
bes~ ~ay t o achieve that goal and will be i ncluded in futur• editions . 

It was suggested chat Rachel <Awan be invited to the August 26 board 
meeting as a guesc . 

1s :s1 es, sz ,nr 



- ------ - --·--~-------

CIJE StAff Teleconference 
July 22 . 1993 

Pa.ge 4 

V1 . 

;nnent 

Seatus Reports on Comunities 

A. Kilwaukae 

SHH reported having •poken wtrch Howard Neistein about Kilvauue•s 
nead5 for planning. It. appearg that Milwaukee is seeking ongoing 
guidance to walk them through the process of strategic planning . 
Naistei n is not planning to be deeply involved in this proces s . 

It was suggueed that ADH should consider vhac kind of planning help 
Milwaukee requires and how to proceed with this . 

Vf'L noted a requesc f r om Rueb Cohen f or suggestions of someone to 
l ead a Mil waukee discussion on visi oni ng i n October . [Th.e retreat 
originally s chedul ed f or Augwst hu been res.cheduled for October and 
this is th• event at whi ch th•y wish t o have guidance from a person 
'lilidt "vi.don. • ) They have invited 8an-y Chaz~m. who is not 
available . I f CIJE wishes t t have input i n t o the selec tion 0£ a 
di scussi on leader . we should move quickly. 

s . Atlant:t 

SHH rep<>rted chat St$ve Gel f and is planning to become the lead 
plauner on the edw:at:ion agenda i n At lanta . He is anxio~ to see 
Atlant a mov e f orward v ith ClJE this •wmer . It vu propose<! that a 
teleconference be ach~l•d with Gelfalld t o discuss his thinlcing 
prior to ehe Balt imore meet ing . VFL will try t o arrange thia for 
Thursday , J ul y 29 a t 10 a . m. (Later : Gelfand report:ed to VFL that 
it is premature to have such • telecon. He is a t a very prel illinazy 
point in his t hin.ki ng and wanc.s to talk with local lay laa.ders 
before meeting with CIJ E. ] 

C. 8alt1more 

I t was concluded t hat a t e l econference with Darrell Friedman is not 
necessar y . COlllllUnication . , pears to be good and Baltimore is not 
waiting for• telecon . 

I t wa.s noted tha t Baltimore is in the f i nal stages of approving a 
s t rat•gic plan. VFL will gat a copy of t h.at plan f rom Ma.rk Gurvis 
and send it to Israel. (Later : Mark did not: have the plan. Chaim 
Bocwini ck indicated that it is to be approved on July 30 and that he 
wi l l send i t t o both Cleveland an.d I ~rael folloving tha t approval . ) 

VII. The next tel econ i s scheduled for Thur~da.y , Jul y 29 a t 9 a .m. eastern 
daylight: time . 

S00 · 39tfo 
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MINUTES: CIJE STAFF MEETING 

DATE OF MEETING: August 19 - 20, 1993 

DATE MINUTES ISSUED: October 18, 1993 

PRESENT: Gail Z. Dorph , Seymour Fox, Ellen Gol dring , Annette R. 
Hochstein, Alan D. Hoffmann , Barry W. Holtz, Daniel 
Pekarsky, Shmuel Wygoda, Virginia F . Levi , (Sec'y) 

COPY TO: Mort on L. Mandel, Ann G. Kle in, Adam Gamoran, Henry L. 

I. 

Zucker 

Introductory Remarks 

Alan Hoffmann opened the meeting, outlining h i s assignment as full - time 
executive of CIJE for the next three years. He described the assignment 
as an exciting opportunity t o put into practice what he has been 
teaching. He noted that our challenge is to determine whether, by 
addressing Jewish education comprehensively and simultaneously, we can 
really radically alter its direction. He noted his excitement at 
working with this unique group of peopl e and r eminded participants that 
while the focus of t hese parti cular meetings woul d be primarily work 
with the Lead Communities , this group is the staff of all of CIJE. 

We were reminded that the Lead Community project is one of four 
recommendations of the Commission and that building the profession, 
building lay leadership, and establishing a research agenda are at least 
as important as the Lead Communi ty project. Included in our mandate are 
such matters as how we will invol ve the training institutions in 
building the profession, who will be the lay leader s of the fut ure and 
how can we encour age them to consi der Jewish education a top priority , 
and how we get people to both conduct and fund research. 

ADH noted that with r egard to the Lead Communities we have an 
educational challenge of our own. The people teaching and learning our 
material are not always "getting it." He noted that a curric ulum that 
does not teach is not a good curriculum. We will have to articulate our 
mission so that we understand it and others get it . Six months from 
now, any one of the core staff should be able to lead a seminar on the 
Lead Community which is effective intellectually, conceptually, and 
practically . At the same time that this group is learning, we will need 
to have a way of moving forward with our clients. 

It was also noted that we must work within the context of the culture of 
the Lead Communities and Federation. We have selected Federations as 
the host institution of the Lead Communities concept. We must 
understand that the Federation culture is one of consensus building and 
our work is to engage in major systemic reform. There may ultimately be 
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some tension between these two approaches and the issue should remain on 
the sta£f agenda. 

II. The Conception Reconsidered 

Seymour Fox reviewed the experiences that led to the CIJE and Lead 
Communities. He noted that it was felt that the political environment 
was such in 1987 that the right players working together toward 
consensus could have an impact on Jewish continuity. A decision was 
made to work in a partnership between the communal and private 
communities. 

A commission was formed which included a broad representation of the 
entire North American Jewish community. Each commissioner was 
interviewed before the first and each subsequent meeting. Out of this 
process came 23 areas of possible programmatic focus. In order to 
select among the 23, consultants advised us to distinguish between 
necessary and sufficient conditions. From this came the concept of the 
"enabling• versus "programmatic" options. The enabling options are the 
building blocks which are preconditions to move the programmatic areas 
forward. Written evaluations of the 23 areas showed that none of the 
programmatic options could be accomplished without the personnel to 
undertake them or the support of lay leadership. The following 
preconditions were identified: community. funding. and personnel. 

SF noted that the enabling options had to be approached systemically and 
in a way that would have ongoing impact. The concept of a "community 
action site" was developed as a way t o test the centrality of the 
enabling options. This should be a merger of local and 
national/international forces. 

The community action site formulation eventually evolved into the Lead 
Community concept. There were 23 communities which applied to be Lead 
Communities and thought was given to working with all 23. It was felt 
that by beginning in this way, they would gradually have narrowed 
themselves down to a small and manageable group. In the end, it was 
decided to complete the selection process which resulted in the 
selection of three communities. 

The model of a Lead Community is to mobilize key lay leadership to 
undertake a radical approach to Jewish education. This was not intended 
as minor variations of business as usual. One way to mobilize local lay 
leaders is to bring them together with CIJE board members . 

In discussion, it was noted that the three Lead Communities are moving 
forward with commissions which thus far have structure but no content. 
Perhaps the local commissions could use the questions identified in the 
commission process for evaluation of the 23 options to evaluate their 
film lists of concerns. 

It was suggested that the staff of the Lead Communities have been 
reluctant to permit CIJE staff and lay people to interact with local lay 
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people and rabbis for fear that they will lose interest in other 
community priorities as they commit themselves to J ewi sh education and 
to national issues. 

I t was noted that the Lead Communi ty concept has not yet been 
implemented. We are very much at the beginning. The first step is to 
go back and clearly define it . The basic concept of the CIJE was that 
it should become a mechanism to make innovation happen in the areas of 
personnel and community through the Lead Communities. A longer term 
goal is to encourage quality research in Jewish education. It was not ed 
that we need to find ways to work effect ivel y wi th t h e Lead Communities . 
This mi ght include the fol l owing: 

1. A key member of the CIJE board should lead a discussion of the 
concept with their community count erpar ts. 

2 . Staff sh ould work directly wi th r abbis and head educators in the 
communities . 

3. Ther~ should b e a r egular process of educat i on of the lay 
leader s th rough a series of ongoing s emi nars . 

4. We should develop a game plan for each community. 

It was sugges t ed that from the point of view of the Lead Communities, 
they see CIJE in a variety of ways, such as: 

1. A Time to Act recommends the establishment of Lead Communities -
places where "things a r e popping i n Jewish education." 

2. Our s e l ection as a Lead Community means that we are already a 
model f or others. 

3. We have access to a giant consulting group known as CIJE . 

4. We want CIJE t o help us refine what we want t o do. We, the 
local l ay l eaders , have been taught t o do our own thinking. 

S. If we schedule a mee ting , of course the CIJE staff will be 
there. 

6. CIJE should be a major resource for us . 

7. We are providing CIJE with a laboratory in which to te.st out 
their theories regarding the centrality of personnel and 
community . 

It was suggested that we are functioning in a general environment where 
we are not completely understood. It is our perception that the local 
Federation leadership is often not interested in moving to major change. 
We need to change that and ge t the communities t o buy into our vision. 
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One approach may be to assign local campers (e.g. r abbis and educators) 
to CIJE staff. 

III. Basic Concept s 

A. Systemic Reform 

The concept of Lead Communit y is intended to lead t o systemic 
change . The goal is not to solve individual problems , but to take a 
macro view of personnel and t o attempt to have an influence at the 
level of policy and to design solutions. Local lay l eadership i s to 
be mobilized and empowe r ed to have an i mpact . Thi s i s to be 
accomplished by recru i t ing t op t ier people , inc luding one or s everal 
"champions" and to raise the quality of people choosing to serve on 
boards of Jewish educational institutions. 

The noti on of systemi c change impl ies that dealing with personnel 
and community jointly will have a greater impact then deal i ng with 
either independent l y. 

B. Scope, content and quality 

1. Scope - Lead Communities are expected to engage wit h most of the 
key i nstitutions i n a given community. Most of the people in a 
community should, over time , be affected . '\lliether working 
within a given domain or across a range of domains, a 
significant pr oportion of clients should be impacted. 
( Innovative approaches should be found to encourage institutions 
to work cooperatively . ) 

2. Quality - We seek standar ds of quality that can be made specific 
and defined and that would not be satisfied with the status quo . 
The monitoring, evaluation and feedback projec t is intended to 
support this concept. Ye need a way of determining and 
conveying standards below which we wil l not go. 

3. Content - The content to be dealt with in the Lead Communities 
is to reflect the work of Best Pr actice s and the goals project. 
This may be done in terms of programmatic options -- personnel 
for what? 

In discussion , it was suggested that the systemic approach is to 
cre ate a plan which, over time, encourages more people to have more 
cumulative experiences which lead t o stronger Jewish commitment. 

It was suggested that the release of the Best Practice reports one 
by one may encourage a narrow approach. This might be rectified if 
each report included an introduct ion which puts the individual piece 
into a larger context. It was also suggested that the Best 
Practices be introduced to the lay leaders and educators of each 
Lea d Communit y by hav ing Barry discuss each and work with the group 
to develop an approach . The Best Practice books should be v iewed as 
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a curricular resource for t he traini ng of personnel in the Lead 
Communit ies . 

It was suggested t hat we need an outl i ne of the ideal Lead Community for 
our use . Ye might simulate this by t alcing one community a s a n example, 
l ay ing out all that we know about t he community, and developing a sense 
of what that community could be. This might force us to develop a set 
of goals . 

IV. Working with the Communities 

A. Planning and the local commi ssions 

W'e have made clear the expectat ion t ha t each c ommunity es.t ablish a 
wa ll-to-wall coaliti on and each community believe s that i t has done 
so . The commis sion is to be the local mechanism for discussion , 
policy making and planning. It i s her e that process and content 
should come together. It was agreed that Federation would serve as 
the convener. In addition, CIJE has asked that each community 
appoint a ful l time staff person to the project . 

Ye seek the following products from the local commiss ions: 

l. An expression of shared concern and mission f or Jewish education 

2 . A self - study of the Lead Communities' educational systems 
including: 

a . The educators survey 

b . The educational profile 

c. An organizational profile 

d. A needs analysis 

3 . Pilot projects to get an early start 

4 . A multi-year p lan to addr e.ss personnel (in service-trai ning, 
recruitment, salaries, training programs , e tc . ) and commun.ity 
mobilizat ion (including a plan for action and implementation) 

It was suggested that we encourage the communities to dev ote the next 
year to the issue of personnel. The firs t step might be to look a t what 
the educators survey means for each community . 

Pilot ·projects may emerge out of discussion of the educators survey or 
of t he Best Practices papers , the self- s t udy, or t h e needs assessment . 
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V. Baltimore Meeting 

I t was suggested that we seek the f ollowi ng outcomes from t he Baltimore 
meeting: 

1. The Lead Communities see CIJE as having its act together and 
having a lot to offer. 

2. Communities understand the concept of Lead Community and what 
CI J E can legitimately expec t . 

3. It is clear to participant s what t hey a re to do when they return 
home . 

4 . The concept of partnership is furt her clarified. 

5. Participant s see themselves as involved in a learning process 
and understand t hat there is a l ot more to l e arn. 

6 . The r e is a sense that coming to these meetings is worthwhile . 

7 . The f oll owing next s teps are agreed upon: 

a. The local commission agenda 

b . The establishment of pilot projects 

c . Work on goals and visioning 

d . Personnel will be addressed through the educat ors survey and 
analysis, a plan, and early action. 

The second day of the planning session was devoted primarily to 
r eviewing and r evis ing the agenda for the Baltimore Lead Communities 
Seminar . The followi ng points wer e raised and may be of use as we 
cont i nue planning the work of CIJE. 

1. We should consider the assignment of campers wit hin the Lead 
Communities. 

2 . We should consider whether the lay leadership of the Atlanta 
commiss ion is appropria t e f or this project. 

3 . The core staff includes Alan Hoffmann, Barry Holtz , Gail Dorph , 
Steve Hoffman, Adam Gamoran , Ellen Goldring , Danny Pekarsky and 
Ginny Levi . Key consultants are Seymour Fox, Annette Hochstein 
and Shmuel Wygoda . For now this i s a Cleveland bas ed operation 
with a sate llite off i ce in New York. The field researcher s work 
for and report to Adam and Ellen . 
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BUREAU OF JEWISH EDUCATION OF GREATER LOS ANGELES 
"Keeping the Jewish People Jewish, Through Eduoation." 

September 28, 1993 

Dr. Batty Holtz 
Melton Research Center 
3080 Broadway 
New York; NY 10027 

Dear Barry: 

At the recent CAJE C.Onference in San Antonio, I had the pleasure of 
attending the "work-in-progress" presentation you delivered regarding 
the CDE's Best Practices Project. Upon my retum to Los Angeles, I 
conveyed a number t>f your preliminary findings to Dr. Gil Graff (who 
has since become our Executive Director) and to other members of our 
professional staff. There is uniform feeling here that your work is of 
great significance: and merits widespread dissemination. 

To this end. I am writing to inquire whether the CDB has made 
provision for similar "wmk-in-progress" briefings in major Jewish 
communities such as oms. As you know, there is considerable interest 
here in revitalizing the supplementary school · The ClJE project which 
you direct vvill undoubtedly be of tremendous interest to communal 
leaders and school stakeholders. 

Please let me know whether a visit to Los Angele., during the course of 
the current academic year lies within the realm of possibility, and 
whether there is anything our JUE can do to fscilitate such an 
~ponunity. . 

Best wishes for continued success! 

Sincerely, 

~ 
Dr. Ron Reynolds 
Director of School Services 

CC: Dr. Gil Graff 

6505 WILSHIRE BLVD., LOS·ANGELES, CA 90048 • (213) 852-7702 • (818) 990-8640 

AGENCY 
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VICG Presidents 
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Excerpt from CIJE staff telecon minutes of October 6, 1993: 

II. GA Plans 

A. Lead Communities Seminar - 11/16-17 

1. GIJE representatives will include the four core staff plus Ellen 
Goldring, Roberta Goodman, and Julie Tammivaara. 'We will ask 
Daniel Pekarsky and Adam Gamoran, as well. 

2. We will work to get the following community representatives at the 
meeting. 

a. Atlanta: Bill Schatten, David Sarnat, Lauren Azoulai, Janice 
Alper, Steve Gelfand. 

b. Baltimore: Genine Fidler, Darrell Friedman, Chaim Botwinick, 
Marshall Levin, Nancy Kutler. 

c. Milwaukee: Jane Gellman, Louise Stein, Rick Meyer, Howard 
Neistein, Ruth Cohen. 

It was agreed that we would like to have the Federation directors 
present for at least a portion of the seminar. Alan will call 
each of the three to encourage attendance of those listed above. 
If the Federation execs are not available for the two full days, 
be will strongly encourage their participation on the second day 
and will indicate that the agenda will be adjusted to accommodate 
this. 

3. Ginny will work with individuals to register for the GA and 
reserve hotel rooms. 

B. CIJE- rel ated meetings at the GA 

1. Chuck Ratner is scheduled to present on Thursday, November 18 at 
10:00 AM. Alan will talk with Steve Hoffman about the preparation 
of his remarks and making certain that CIJE is highlighted. 

2 . MLM will introduce the prime minister Thursday evening. 

3. We are scheduling a CIJE breakfast meeting for Friday at 7 - 8 AM 
to include MLM, Steve Hoffman, Chuck Ratner, ADH, GZD, :SWH, the 
three community Federation execs, and one or two lay people from 
each of the Lead Communities. 

4. A forum entitled nWhat Works in Jewish education" is scheduled for 
Friday morning, 8 - 9:45 AM. It is not yet clear whether Alan or 
Barry will be invited to present. 

5. A session for continuity commission chairs is scheduled for Friday 
afternoon, 2 - 3:45 PM. (According to Jon Woocher, it is hoped 
that there will be Lead Community involvement in the reports and 



responses. This has not yet been planned and no one has been 
invited to present.) Anyone who attends the session will have to 
plan to remain in Montreal for Shabbat . 

.. 
Alan will talk with Jon 'Woocher and Steve Hof£man about details of 
these sessions. 'We will focus on the GA during the next telecon. 
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MINUTES: CIJE Executive Committee 

DATE OF MEETING: August 26, 1993 

September 22, 1993 DATE MINUTES ISSUED: 

PRESENT: 

Committee Members: Morton Mandel (Chair), Mandell Berman, Charles 
Bronfman, John Colman, Mark Lainer, Matthew Maryles , 
Melvin Merians, Charles Ratner, Esther Leah Ritz 

Consultants and 
Staff: Seymour Fox, Annette Hochstein, Stephen Hoffman, Alan 

Hoffmann, Virginia Levi (Sec'y) 

I. Introductory Remarks 

11. 

The chair opened the meeting by expressing the regrets of Charles 
Goodman, Neil Greenbaum, David Hirschhorn and Lester Pollack for their 
inability to be present. He wished Mr. Hirschhorn a speedy recovery 
from his recent surgery. 

Mr. Mandel expressed his plea.sure at now having a full-time executive of 
the highest quality. He noted that Alan Hoffmann bas taken a three-year 
leave from Hebrew University to direct the work of CIJE, effective 
August 15. He noted that Alan's acceptance of this appointment serves 
to validate the work of the Commission and he reported that one of the 
major tasks Alan Hoffmann will undertake is to identify his successor 
during his three year term. 

The chair then expressed his gratitude to Seymour Fox, Annette 
Hochstein, Steve Hoffman, Art Rot:man and the many people who have worked 
to bring CIJE along, in the absence of a full-time executive. He also 
expressed his gratitude to Shula.mi.th Elster for two years of service to 
CIJE and reported that she has taken a position as Professor of Jewish 
Education at Baltimore Hebrew University. She will continue to have 
contact with CIJE in that capacity. 

The chair concluded his remarks, noting that with a staff now in place, 
CIJE has the "engine" to move our efforts ahead. 

Progress Report 

The chair then turned to Annette Hochstein for a report on progress 
since the February meeting. She noted that two major challenges had 
been raised at the last board meeting: 

First: Since the creation of CIJE, first Steve Hoffman then Art Rotman 
guided the work of the organization, while continuing in their 
full-time positions. CIJE clearly needed a full-time 
professional head. 

Alan Hoffmann bas now accepted the top position. 

Second: Concern had been raised abouc the slow progress in the Lead 
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Communities. Since February much progress has been made, 

1. CIJE staff visited each of the Lead Communities several times 
between February and August, working with local lay and 
professional leaders to move planning forward, and to begin 
laying concrete groundwork. 

2. Two meetings between CIJE professional staff and 
repres,entatives of all three Lead Communities were held 
during the six-month period. During the first meeting, 
agreement was reached on methods of working together and 
lines of communication. This has resulted in a much smoother 
process. The second meeting focused on cont ent, and resulted 
in a much better understanding of directions and mutual 
goals. 

3. Yithin the Lead Communities t:he following has been 
accomplished: 

a. A wall-to-wall coalition of l ay and professional leaders 
bas been or is being established in each community. These 
have begun meeting in Atlanta and Milwaukee and the first 
meeting of the Baltimore group was scheduled for 
September. 

b. CIJE has r ecommended that each community appoint a staff 
person to the project on a full - time basis . Milwaukee has 
done so , Baltimore has given a current staff person 
responsibility for the project on a part-time basis, and 
Atlanta is searching for a person to staff the project. 

c. All three communities have begun to identify issues, and 
project visions. 

d. CIJE is working with Reform, Orthodox and Conservative 
denominational training institutions on how they can help 
their constituencies in the Lead Communities. 

e. Both quantitative and qualitative surveys of personnel 
have been designed. They have already been administered 
in Milwaukee and are scheduled i n Atlanta and Baltimore. 
They should provide a complete picture of the current 
personnel situation in each community, and allow each to 
plan for its most pressing needs. Among the preliminary 
findings are the followi ng: 

(1) A very high proportion of Je~sh educators has not 
visited Israel. 

(2) The Jewish educators as a group are, in some 
communities, a more stable work force than 
previously thought. Their needs can thus be 
addressed more easily because of that stability. 

As a result of the work of the past six months, the agendas of 
the Lead <::ommun;ities are taking shape. Local leadership is 
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beginning to be mobilized for J ewish education. In addition, 
the communities are in the process of de termining steps to take 
to improve the quality of their personnel. 

Discussion 

In the discussion that followed Esther Leah Ritz reported having met 
with Adam Gamoran, director of the Monitoring, Evaluation and Feedback 
Project . The project has begun to gather baseline data and 
documentation in each community. It looks at what is presently 
happening, and how the educational process works . This will help us 
understand and evaluate the process from its inception. Esther Leah 
noted that a field researcher has been placed in each of the communities 
and that the documentation of this start-up phase is complete. She 
suggested that the monitoring process serves as an •audit trail" and 
that we are building into each Lead Community the capacity for self
evaluation, through the feedback we can provide them. 

A question was raised about the impact of the current recession on 
fundraising in the Lead Communities. It was suggested that a good idea 
will attract support, and that this has happened in Milwaukee. In times 
like this, communities have to make a decision about how to spend 
current dollars more effectively. 

In response to a question about how people in the communities are 
reacting to outside intervention , it was reported that this is a joint 
learning process. There is a core of people in each community with a 
clear interest and desire to work closely with CIJE. We continue to 
work with that core to transmit the goals and standards of CIJE to a 
broader base of community members. 

It was noted that we are breaking new ground on how a continental entity 
with a strong point of view can have impact at the local level. By 
agreeing to become Lead Communities, t:h.ey have agreed to "buy in" to 
CIJE's idea of bow they should operate. llhile the communities initially 
expected CIJE to come to them with •a pot of gold,• despite frequent 
indications to the contrary, they are becoming clearer on CIJE ' s role in 
contributing expertise and a concept. The communities now understand 
and accept the centrality of the building blocks identified by the 
Commission: community mobilization and personnel. These will be among 
the top priorities in their strategic plans. 

A question was raised about what denominational training institutions 
can do for CIJE. It was reported that they are being asked to provide 
improved training opportunities to meet the needs of educators currently 
in the Lead Communities. In addition to the training institutions of 
the movements, general universities can also be tapped. For example, 
Atlanta is working with Emory University to engage talented, interested 
faculty in the process. It was also suggested that the involve.ment of 
the movements goes beyond the training institutions to the other 
cencral educational organizations of each movement. 

It was suggested that as new Lead Communities are identified, it would 
be useful to involve lay and profess ional leaders from the initial Lead 
Communities in order to help smooth the process . 
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III. Preliminary Review of Plans for 1993-94 

Alan Hoffmann began bis remarks by noting that his work with CIJE is a 
direct continuacion of his work ac the Melton Centre for Jewish 
Education in the Diaspora, of Hebrew University. Much of his work at 
the Melton Centre bas related to the process of effecting change on an 
institutional basis. He looks forward to the opportunity to think about 
change for Jewish continuity through Jewish education on an even larger 
scale. 

He also noted that the work of CIJE is being closely watched by those 
concerned with Jewish continuity in other parts of the world. What 
happens in North America will have a significant impact on what happens 
elsewhere in the world. 

Alan noted that he begins his assignment with CIJE with a major asset: 
its highly competant staff. He introduced the members of the core staff 
as follows: 

A. Barry Holtz, who has been working with CIJE on a part- time basis, 
has now joined full-time. He will continue bis work on best 
practices, in addition to other ass1gnments, particularly 
supervising the introduction of pilot projects in Lead Communities. 

B. Gail Dorph has come from the University of Judaism, where she has 
been in the forefront of teacher training. She will be working 
closely with the Lead Communities. 

C. Adam Gamoran of the University of Wisconsin and Ellen Goldring of 
Vanderbilt University are coordinating the Monitoring, Evaluation 
and Feedback Project. Working with them are field researchers 
Roberta Goodman in Milwaukee and Julie Tammivaara in Baltimore. A 
new field researcher is being sought for Atlanta. 

D. Virginia Levi serves as the point of contact and "mission control" 
for the enterprise. 

A second r ing of staff includes the following consultants: 

E. Seymour Fox, working on visions and goals . 

F. Annette Hochstein, working with the Monitoring, Evaluation and 
Feedback Project. 

G. Steve Hoffman, working with community process. 

H. Daniel Pekarsky, helping communities and institutions to set goals 
and visions. 

I. Shmuel Wygoda, on personnel development. 

Work Plan for CIJE 

CIJE is musch more than the Lead Communities Project. Its major 
objectives are the following: 
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is at: the moment provided by the Mandel Associated Foundations. Yith 
Alan Hoffmann in place, a maj or undertaking will be to attract broad 
support. 

Ye are happy with the broad acceptance of the cent rality of Jewish 
education. CIJE now has the task of convincing the commmtities to •put 
their money where their mouth.s are.• We need to figure out how to tap 
the funding that we know is there. 

It was noted that we spent two generations trying to make J ewish 
youngsters more American. Now we are working to make our American 
children more Jewish. There is emotional resistance to be overcome. 

V. The CRB Foundation's Israel Experience Program 

Charles Bronfman reported tbat a new consortium has been formed with CJF 
and UJA and that four communities have been sel ected to serve as pilots . 
The CRB Foundation is providing financial support for the staffing of 
this project with emphasis on marketing. ColIIIIIU1lities are asked to fund 
the actual trips. A cooperative venture with the Joint Autho,rity for 
Jewish Zionis t Education is providing funding for educational encounters 
in Israel between Israeli and Diaspora youth. 

A research project with the Helton Centre has been designed to evaluate 
the impact of trips to Israel. The results are now being evaluated. It 
appears that many trips lack a certain emoti.on.al element which this 
project hopes to fill by recruiting Israeli youngsters to participate 
with North American students on Israel trips. 

VI . Adjournment 

The meeting was adjourned at 12:00 noon. 
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MINUTES: 

DATE OF MEETING: 

DATE MINUTES I SSUED: 

ATTENDANCE: 

Board Members : 

Consultants and 
Staff: 

Guests: 

CIJE BOARD MEETING 

August 26, 1993 

September 23, 1993 

Morton Mandel, {Chair), Daniel Bader, Mandell Berman, 
Charles Bronfman, John Colman, Billie Gold, Thomas 
Hausdorff, Gershon Kekst, Hark Lainer, Matthew 
Maryles, Melvin Kerians, Charles Ratner, Esther Leah 
Ritz, Richard Scheuer, David Teutsch, Isadore Twersky, 
Bennett Yanowitz 

Gail Dorph, Seymour Fox, Adam Gamoran, Annette 
Hochstein, Stephen H. Hoffman, Alan D. Hoffmann, 
Barry W. Boltz, Ann G. Klein, Arthur Rotman, Jonathan 
Woocher, Shmuel 'Wygoda, Virginia Levi (Sec'y) 

Chaim Botwinick, Robert Hirt. Richard Meyer, David 
Sarnat, William Schatten, Louise Stein, Paul 
Steinberg, Ilene Vogelstein 

I. 'Welcome and Progress Report 

The chair welco111ed all participants in the meeting and introduced three 
new members of t he board -- Billie Gold, President Elect of JESNA; Gershon 
Kekst, Chairman of the Board of the Jewish Theological Seminary of 
America; and David Teutsch, new President of the Reconstructionist 
Rabbi.nical College. He also welcomed the following guests from the Lead 
Communities: William Schatten, chair of Atlanta's Council of Jewish 
Continuity and David SartlB.t, Executive of the Atlanta Federation; Ilene 
Vogelstein, Chair of the Committee of the Lead Community Project in 
Baltimore, and Chaim Botwinick, Director of Baltimore's Center for the 
Advancement of Jewish Education; Louise Stein, Co-chair of Milwaukee's 
Commission on Visions and Initiatives in Jewish Education and Richard 
Meyer, Executive of the Milwaukee Federation. 

The chair expressed his pleasure in introducing Ala'1 Hoffmann, newly 
appointed executive director of CIJE. Alan has taken a three year leave 
of absence from his position as director of the Melton Centre for Jewish 
Education in the Diaspora , of Hebrew University, where he has been since 
1980. This is the largest academic training center in Jewish education in 
the world. 
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The chair noted his thanks to both St eve Hoffman and Art Rotman for 
getting CIJE off the ground while retaining their full time 
responsibilities with their own agencies. He noted his strong sense of 
optimism regarding the potential for positively impacting Jewish education 
under the leadership of Alan Hoffmann, as CIJE ' s first full tim-e 
professional director. 

II. Comments of Executive Director 

Alan Hoffmann remarked that he looks forward to working closely with 
board, many of whom he knows in other contexts. As a student of the 
process of change in Jewish education, he looks forward to having a 
central role in this bold new enterprise. At its heart is the belief 
system.ic change is possible at both the local and continental levels. 
building a new gene ration of educators and mobilizing top leadership, 
can build on the revolutionary climate which has arisen over the last 
years to seriously impact J ewish education . 

this 

that 
By 

we 
ten 

He noted that the process CIJ E has unde r taken is a long one. He hopes 
during the three years of h is assignment to l ay a s trong foundation, and 
looks to this b oar d for its hel p and counsel . 

A. CIJE has four c l ear objectives: 

1. Build the professi on - create a new generation of professionals 
and leader ship f or J ewish educati on. 

2. Mobilize community support - bring to J ewish education a new 
generations of champions. 

3. Establis h a research agenda and secure funding for that agenda . 

4. Establish Lead Communities as laboratori es i n which to implement 
reform for J ewish education based on building the profession and 
mobilizing community support . 

B. Staffing 

Alan noted that one of the attractions for him i s the staff with whom 
he will work in this venture . He introduced the staff as follows: 

1. Core staff 

a. Gail Dorph comes from the position of director of the 
Fingerhut School of Education at the University of Judaism. 
She will work full time with CIJE and will be the primary 
liaison to the Lead Communities. 

b. Barry Holtz has been consulting with CIJE while retaining his 
position as co-direc tor of the Melton Research Center for 
Jewish Education at the Jewish Theological Seminary of 
America. He joins CIJE full time for two years and will 

2 



continue co direct t he Best Practices project and work with 
the Lead Communities on the establishment of pilot projects . 

c. Adam Gamoran of the University of Wisconsin and Ellen Goldring 
of Vanderbilt University co-direct the Monitoring, Evaluation 
and Feedback project. Working with them are Julie Tammivaara 
in Baltimore and Roberta Goodman in Milwaukee, serving as full 
time field researchers. A field researcher for Atlanta is 
being sought. 

d. Virginia Levi will serve as administrative coordinator from 
the CIJE head office in Cleveland. 

2. Consultants 

a. Seymour Fox - on the issue of vision and goals. 

b. Annette Hochstein - working with the monitoring, evaluation 
and feedback project. 

c. Steve Hoffman - advising on community development. 

d. Daniel Pekarsky - North American consultant on goals and 
vision. 

e. Shmuel ~ygoda - on training opportunities in Israel 

C. Lead Communities Project 

Alan noted that a two day meeting in Baltimore had just concluded at 
which representatives of the three Lead Communities and CIJE had 
worked together intensively on the content of the project. This 
followed a similar meeting in May during which structural and process 
issues were resolved. 'W'e have learned that it takes time to 
understand, absorb and transmit the centrality of the building blocks 
identified by the Commission: personnel development and community 
mobilization. He listed the following challenges for CIJE: 

1. How do we get on the community agenda? Can personnel and 
community organization be a way to organize local priorities in 
those communities which already have their own strategic plan for 
Jewish education? 

2. We will soon have a diagnostic profile of educators in the Lead 
Communities. How can these be used to develop a plan for 
upgrading personnel? 

3. How can we take the Best Practices documentation and research and 
translate it into projects in the Lead Communities? Elsewhere? 

4. How can we help Lead Communities engage in the debate about the 
goals and outcomes of Jewish education? 
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5. How can we help Lead Communities raise the priority of Jewish 
education on the local funding agenda? 

Alan concluded by noting that there is no recipe for quick change in 
Jewish education. It is a complex process which requires that we 
learn to talk carefully with one another. The Lead Communities are 
laboratories for demonstration. CIJE has yet to determine fully how 
to disseminate what is learned in those laboratories. This is the 
challenge that we face in the years ahead. 

III. Lead Communities at Work 

A. Project Overview 

The chair introduced Charles Ratner, Chair of the Lead Communities 
Committee of CIJE . He noted that Mr. Ratner is an exceptional leader 
who cares deeply about the Jewish condition. Charles chaired 
Cleveland's Commission on Jewish Continuity which resulted in a new 
design for Jewish education in Cleveland. 

Charles noted that the Lead Communities project aims to demonstrate 
the following: 

1. What can happen, if fWlding, leadership, and planning coalesce on 
behalf of Jewish education. 

2. How the two building blocks (personnel development and community 
mobilization) can be actualized within a community and what can 
occur i f this happens. 

3. The impact of using Best Practices as a curriculum for change . 

4 . To put monitoring and evaluation in place to show how the process 
is working. 

Charles noted that the early euphoria of the selection of Lead 
Communities evaporated quickly, and was replaced by confusion on just 
what it meant to be a Lead Community. In the following months it was 
necessary to develop a common language, identify the tasks of the 
communities, and determine the role of CIJE. These initial steps have 
now been accomplished and a number of concrete steps have been 
undertaken. 

1. A quantitative survey of educators has been administered in 
Milwaukee and is scheduled to be done in Atlanta and Baltimore 
this fall. It will provide us with rich data on the 
professionals in each community. 

2. An ethnographic study of the "professional lives of educators" 
is being undertaken in each of the three communities and will 
provide us with qualitative information on the Jewish 
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educators of t:bose communities: their background, attitudes, 
motivation, job stability. 

3. The monitoring, evaluation and feedback project is well under 
way with field researchers in place and periodic reporting to 
the communities. 

4. The Best Practices project bas completed its first two studies 
and is working to use the reports to develop pilot projects in 
the communities. 

An August meeting in Baltimore of the Lead Communities and CIJE staff 
was seen as a turning point for the Lead Community process. The 
communities have begun to strategize and prioritize, and joint work 
plans are being developed together with CIJE staff. The shared 
experience and pain of moving this process forward bas led to a sense 
of mutual trust and partnership. Raving been a part of the team that 
visited prospective Lead Communities and recommended the final 
selections, Charles noted his sense of the wisdom of selecting these 
three wonderful communities which are committed to succeeding. He 
noted that we are now ready to show the world what can happen when all 
of this comes together. 

B. Atlanta Update 

The chair then called on Dr. William Schatten, chair of the Atlanta 
Council for Jewish Continuity, to report on Atlanta's progress. 
William noted that a planning process resulted in the recommendation 
to restructure the delivery of Jewish education service in Atlanta. A 
new organization has been created devoted to serving Jewish educators. 
Atlanta is now working to develop a program with Emory University for 
in-service training of Jewish educators. 

The Atlanta Federation has undertaken a planning and coordinating role 
through the Council for Jewish Continuity of which Dr. Scbatten is 
chair. The CJC is broadly representative of the lay and professional 
community in Atlanta. The CJC's work plan for the year involves teen 
trips to Israel, continuing professional education, and JCC 
programming in Jewish education as well as starting a long range 
planning process. An academic symposium with the Hebrew University on 
Jewish education is scheduled to take place in October. In addition, 
Emory University will offer a new masters program in Judaic studies in 
September 1994. William noted that with CIJE's help, Atlanta will 
continue on a path of positive change for Jewish education. 

Discussion 

In the discussion that followed \lilliam was asked whether the 
atmosphere in Atlanta is significantly different from that of a year 
ago. He noted that there is a sense of excitement in Atlanta as a 
result of this process. Many new beginnings have occurred including 
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the appointment of a direc t or of the n ew J ewish Educational Services . 
Atlanta is a t the point of moving from dream to r eality. 

Could the changes now occurring in At lant a have taken place within t he 
old structure? It was suggested that the previous structure was not 
meeti ng current community needs. Yith respect to the Jewish education 
servi ces, i nsufficient attention was being given to the educa t ors and 
educati onal institutions. 

In response to a question about the r e lat ionship of t he Counc il for 
Jewish Continuity and Jewish Educa t i onal Services to the At lanta 
Federation, it was noted that the CJC is the education desk of the 
Federation for conceptualizing, planning, and coordinating. Among the 
ac t ivities it coordinates is the work of the JES . 

C. Baltimore 

The chair introduced Ilene Vogelstein, chair of Baltimore 's Committee 
on the Lead Community Project. She noted that Baltimore had been 
invol ved in a number of activities prior to May 1993 , when t h e Lead 
Communities and CIJE staff met. Before that time Baltimore was 
engaged in the development of a strategic plan which yielded 53 
recommendations, 14 of which relate directly to personnel . Baltimore 
has also res tructured its Center for the Advancement for Jewish 
Education, whose director staffs the CIJE project. Ilene also 
enumerated a ser ies of educational initiatives which are in various 
stages of planning and implementation. 

Following the May meeting of Lead Communities and CIJE, Baltimore 
established its wall-to-wall coalition of lay and professional 
leaders . I t began a process of clari£ication of goals and procedures. 
Also followi ng the May meeting, Baltimore participated in the design 
of the educators survey and began plans for its administration, 
scheduled f or this fall. 

For Baltimore, the August 23-24 meeting of Lead Communities with CIJE 
produced the following results: 

established a sense of team among CIJE and the three 
communities 

crys tallized the concept of CIJE 

he lped show how to interface Baltimore s t rategic plan with 
CIJE' s goals 

As a r esult , Baltimore staff and lay leadership .are ready to move 
forward. In addition, a meeting of Reform rabbis and Jewish educators 
has been scheduled to discuss CIJ E initiatives . 

Baltimore s ees itself with the fo l lowing challenges as i t moves 
forward wit h the CIJE project. 
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The community expects that the Bal t imore commission has a "pot 
of gold" ready to fund innovative ideas . 

The need to ensure psychological and sys temic change rather 
that just the implementa tion of new program initiatives. 
Baltimore hopes to help its community to look at Jewish 
education differ ently. 

Immediately impac t comprehensive retraining and profes
sional ization of Jewish educators . 

- Need principles and educational goals such as those being 
identified through the Best Pract ices project . 

Need to work to include people and organizations from outs ide 
the Federation sys tem. 

Ilene conc l uded by noting that Bal timore is very proud to be a Lead 
Community, is energi zed and r eady to h ave a signifi cant impact on 
Jewish education. 

Discussion 

It was not ed that many people in the Lead Communities are aware that 
they have b een selected to be Lead Communiti e s , but beyond a small 
core , they are not c l ear on what that means. Communities need to 
communicate clearly what being a Lead Community is about . 

Baltimore is responding to the financi al challenge by establishing a 
Fund for Jewish Education. Milwaukee is working to go beyond the 
Federation in its search for f i nancial support. I t was noted that the 
mobi l ization of community support i s critical to this funding so that 
financial r esources are redirected to Jewish education. Baltimore 
agreed and indicated a conscious effort is being made to bring a range 
of people i nto the process. 

D. Milwaukee 

Louise Stein characterized the wor k of the Milwaukee Lead Community 
project to date as a tremendous investment of time, planning, learning 
and a leap of faith. She described Milwaukee as a "living laboratory 
for systemic change in Jewish education.• Milwaukee began by 
identifying a project director and by raising questions within the 
community and with CIJE. A broad coalition of 60 community 
r epresentative s was establi shed and has begun meeting to identify 
issues and to est ablish a vision of the ideal Jewish community. I t is 
defined as a community which provides an educating environment, where 
learning is life long, people are serious about t:heir Judaism, and 
Jewish values a r e lived . 

Two task forces have b een establi shed, one to work on pe rsonnel issues 
and the second t o develop a strategic plan . A f amily education t hink 
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tank has been established. The quantitati ve survey of educators has 
been compl eted with an 86% return and analysis of the data is now is 
process . This will serve as the basis for planning by the personnel 
task force. In addition, Milwaukee is encouraging individual 
institutions to establish goals in conjunction with the Best Practice 
project . The Mon itoring, Eval uation and Feedback project is beginning 
to provide val uable feedback information to the community which can be 
used to help move the community forward on a strategic plan through 
its task f orces. 

Milwaukee looks forward to forging ahead, working with the new staff 
of CIJE, sharing the common language forged at the recent seminar of 
Lead Communities. Louise concluded by thanking the Milwaukee 
Federation for its support, CIJE for its responsiveness and support as 
Mil waukee began this undertaking, and a deep appreci ation to the Helen 
Bader Foundation for funding the project director to help move this 
process forward. 

Discussion 

The board was reminded that the denominational institutions of higher 
Jewish learning were involved in the work of the Commission and are 
represented on this board. They have been asked to prepare to work 
with their constituencies in the Lead Communities and to respond to 
requests from the communities for support . 

It was noted that a substantial portion of the Jewish population is 
not actively involved with the institutions that make up the Jewish 
communal system. Has thought been given to reaching these people? I t 
was noted that a number of Federations are working more closel y with 
synagogues than they have in the past as a means of reaching out more 
broadly. 

E. Conclusion 

Charl es Ratner indicated his belief that the Lead Community Selecti on 
Committee did a wonderful job , as evidenced by today' s presentations. 
He continued, noting that Cleveland's experience with the 
i den tification of funding shows how important it is to dream these 
dreams. 

Cleveland began by establishi ng a broad-based coalition which was 
asked to design a program without regard to funding . Over a period of 
three years , the process of "dreaming" moved ahead, involving a wide 
range of the community. Following the submission of a report, work 
began on the establishment of a funding coalition. Initially, this 
invol ved the Federation Endowment Fund and three pri vate famil ies for 
a total of 4 million dol lars. Four years later, in a second round, 8 
million dollars were committed for the next four year period. This 
involves the decision of the Federation to change how it funds Jewish 
education and the inclusion of an additional six £amilies supporting 
the effort. 
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Moral of the s t ory: If you put an exciting progr am i n place, it will 
draw financial support. He noted that what is happening in the three 
communities is so worth while tha t it has t o work . 

The chair thanked the presenters , noting that after his wor king twelve 
years on behalf of Jewish education, t hese reports today proved that 
it was all worthwhile. 

IV. Monitoring, Evaluation and Feedback Project 

A. Introductory Remarks 

Esther Leah Ritz , chair of the Monitoring, Evaluation and Feedback 
Committee, was asked to introduce this presentati on. In doing so , she 
noted that the consultants working with CIJE from the University of 
Wisconsin epitomize the high quality people involved in the world of 
general educati on who are bei ng attract ed to J ewish education by the 
CIJE. She introduced Dr . Adam Ga.moran , Pr ofessor of Sociology at the 
University of Yi sconsin since 1984. He is i n teres ted in tracking in 
public educati on and h as j ust r e turned from a year in Edinburgh, 
Scotland where he had been wor king on a Fulbright s cholarship . 

B. Project Update 

Adam Gamoran asked: How will we know whether Lead Communities are 
successful i n creating change? How wil l we under stand the barriers 
and how they are surmounted? 

We need an evaluation project i n order to create useful knowledge 
to disseminate the l earning of this experiment. Ye also need 
evaluation to prov ide the individual communities and CIJE with 
feed!back as well as to facilitate r efl ective practice within the Lead 
Communities . We are asking the communities to take the time to think 
systematically about what they are doing so that we can always be 
finetuning and improving on our work. It is our hope that this 
process of constant review and revision will become a norm in the 
Jewish community. 

During the past year , as the Lead Communiti es wer e selected and 
established, the MEF project was involved in documenting the process 
of engaging the communities . This first year was one which focused 
more on community dynamics than on education. 

A field researche r was assigned to each community. Their job, 
initially, was to document the extent and nature of community 
mobilization fo,r Jewish education, to characterize the lives of Jewish 
educators in the communities, and to determine .the visions and goals 
of the communities for Jewish education. Working with the 
communities, they developed and began to implement interview protocols 
to study the lives of Jewish educators in t he communities . They also 
developed a survey of educators which is now being administered and 
the results ana l yzed. In addition, they are providing the 
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communities with a fresh perspective and the interpretation of an 
outsider as they move forward with the project and are keeping CIJE 
informed of what they are learning. 

In looking at the characteristics of Jewish educators, the researchers 
h ave been conducting interviews to provide a sense of how people feel 
about their work . They are now preparing in depth analysis of these 
interviews which will result in a written r eport of their findings. 
The r eports will be policy oriented, their purpose to help the 
communities determine future directions . 

For example, the qualitative study is showing that substantial numbers 
of Jewish educators have bad little or no formal training. While 
communities offer a wide range of professional development 
experiences, these are often s poradic and the likelihood of attracting 
the untrained educators is uncertain. These two findings, viewed 
together, raise the concern that many educators are getting neither 
pre-service nor in-service training. 

During the year ahead the Monitoring, Evaluation and Feedback project 
plans to: 

l. Continue ongoing monitoring and feedback. Specifically, the plan 
is to document the process of articulation of goals and to develop 
measures by which the process can be assessed; to monitor the 
progress in establishing broad-based community coalitions for 
Jewish education; and, having established a base l ine on the lives 
of educators, to evaluate change. 

2. Become more deeply involved in the process of community self
study. 
The researchers will work with the communities to develop 
profiles, looking at the institutions for information on the 
participants, program components, supporting resources, and 
sources of financial support. This should lead, over time , to 
needs analyses and market surveys. 

3. Seek assessment instruments for use in measuring outcomes. 

Adam noted that the project will be successful if each Lead Community 
comes to real ize the centrality of evaluation in its work . 

Discussion 

When asked whethe r base- line interviews have been conducted with 
members of the wall-to-wall coalitions, Adam noted that some 
interviews h ad been conduc ted. However , interest has been r aised in 
the ripple effect of people's involvement with the coalition, i .e. the 
extent to which they are taking our ideas back to their home agencies. 
This bas not b een studied but should be in the future . 
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It was reported that there will be an evaluation component of each 
project in the communities which is clearly identified as a "Lead 
Community project." Early in the process, the emphasis was on 
monitoring and evaluation. As the field researchers have moved 
forward, their role has changed to some extent from observing only to 
becoming somewhat involved in the community process. It was noted 
that now that CIJE staff is in place, the role of the field 
researchers will return primarily to that of observer. 

Esther Leah Ritz concluded by noting her hope that this process will 
help us develop the capacity for long term studies of the impact of 
our work. 

V. Best Practices Project 

A. Introductory Remarks 

John Colman, chair of the Best Practices committee was asked to 
introduce this presentation. He noted that we are lucky to have 
Dr. Barry Holtz directing the Best Practices Project, on leave 
from his position as co-director of the Melton Research Center for 
Jewish Education at the Jewish Theological Seminary of America. 
He described Barry as a man of broad scope, skepticism, and the 
modesty of a trained clinician. He referred to the July 13 
written update on the Best Practices project (included in 
materials circulated to the Board) as a good review of the 
complexities of the project. The method that has been developed 
of continuous analysis, feedback and application is vital to the 
work of CIJE. 

B. Project Update 

In light of the day's focus on the Lead Community enterprise, 
Barry indicated his int:ention to look at the relationship of the 
Best Practices project to the Lead Communities. He noted that the 
Best Practices project is a means of establishing a research base 
by documenting success stories in Jewish education. At the same 
time, the project is intended to introduce new ideas (best 
practice) into Jewish educational practice. The project is 
intended to establish standards of quality . 

The project has identified nine areas for study in Jewish 
education. The first volume on .Best Practices in Supplementary 
Schools was completed in January, 1993. A second study on Best 
Practices in Early Childhood Education has just been completed and 
was available at the meeting. Each of these studies will be 
rewritten in greater depth in the future. At the same time, work 
is progressing on a volume on best practices in Jewish community 
centers, being prepared in close cooperation with the JCC 
Association. Work is also under way on a volume on best practices 
in day schools, being developed in conjunction with the 
denominations and JESNA. 
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Following is a sample of some of the findings in the early childhood 
volume: 

1. There is an explosion of programs in this area and a tremendous 
strain on the system. There is no area where the i ssue of 
pe rsonnel shortage i s more acute than this. In fact , a 
significant number of teachers are non-Jewish. 

2. The best practice sites identified are at least as good as any 
early childhood programs in North America. There is evidence that 
they are having an impact on the Jewish commitment of families . 

3 . There is better supervision in early childhood programs than in 
any other area of Jewish education. This is attributable to 
licensing requirements. 

4. Training is a serious issue in early childhood programs. Many of 
the teachers have no Judaic training and many othe r s have no 
education training. 

5 . Early childhood programs provide us with a "window of opportunity" 
with families. Typically there is significant interaction with 
families at this level and many of the good programs see provision 
of family education as their responsibility. The rate of 
continuation with day school education is high. 

Barry concluded by noting that there is no pl.an to take any of the 
best practices and "drop" them into a community. However , they 
provide an excellent curriculum for thinking through the change 
process. 

VI. Concluding Comments 

The chair introduced Rabbi Isadore Twersky to conclude the meeting with a 
D'var Torah. He began by responding to a question posed by Charles Ratner 
earlier in the meeting about a source for the concept of leveraging. He 
noted that this might be traced to Hillel, the Elder, about whom it is 
said, "He loved all people and brought them c l ose to Torah.• This is 
interpreted as .drawing people together at the fountain of Torah, where 
they have an opportunity to leverage each other's support. 

He noted that in the discussion about the work of Lead Communities, 
reference had been made to bringing in the people on the perimeter. He 
paraphrased Franz Rosenzweig , who wrote that we need to "let the center 
radiate out to the periphery." 

Rabbi Twersky noted that there has indeed been remarkable change in the 
sociological setting, atmosphere or attitude . He suggested that rather 
than aiming solely for "change," we should seek improvement, 
intensification, and implementation as key ideas guiding CIJE work. 
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In his D'Var Torah. he likened Jewish education to a seed that keeps 
growing. burgeoning, and budding. As a seed grows long after planting, 
Torah study continues to instruct and direct intellectually and 
experientially long after the conclusion of the formal instruction. He 
noted that the vision of CIJE is to help provide a Jewish education which 
will continue to resonate, to stimulate and sensitize youngsters and 
adults to contemplate the poetry and pageantry of our tradition. The 
vision, ultimately. is to continue to preserve our people as proud 
committed Jews. 

VII. Adjournment 

The chair thanked Rabbi Twersky and the meeting was adjourned at 
4:00 P.H. 
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A private, 
family 
found.a/ion 
sincr 1937 

Dr. Barry Holtz 
Council for Initiatives 
in Jewish Education 

P.O. Box 94553 
Cleveland, Ohio 44101 

Dear Barry: 

September 20, J 993 

Thank you very much for sending me the books, ~ tp , .~ Sources and finding~ ~ . 
A brief scan through them tells me that tllese are ones I will want to study with considerable 
care, and I look forward to doing that. 

Dorothy. F.d and I arc still talking about what a wonderful meeting we had with you and your 
colleagues a week or so ago. You are involved in a temfic project from which we have much 
to learn. t am delighted that we have begun a conversation which I am sure will last for some 
time to come. It holds great promise, and 1 am grateful to you, Alan, and Art for stimulating 
it. 

My best to you and your colleagues. I look forward to being with you again soon. 

CD/ljl 

Cordially, 

. 
°7} 

Craig Dykstra 
Vice President, Religion 

)Ml Nc'irtti MHK.1ii.o $tre~t 
Post Office LIO/t. ~ 

ll'Kli.:in~1x•h~. h11.kmu 46208 



CUE ISRAEL STAFF SEMINAR 
October 20th-25th, 1993 

AGENDA 

I. Lead Communities: 1993/4 Operati2ns 

A. Benchmarks: 
• January 31st 1994 
- April 30th 1994 
- July 31st 1994 

1. PersoMel: 
a. Senior Personnel • Presently in Israel 

For future training in Israel 
For training in U.S. 

b. Diagnostic profile and its relationship to personnel program 
c. Populations and dates for personnel seminars 

2. Strategic Planning: 
a. Agenda for local commissions 
b. From local commissions to local institutions 
c. Priorities within existing strategic plans 

3. Goals: 
a. Who will manage ti.me process in LC's? 
b. Training institutions and individual LC's 

4. Pilot Projects: 
a. For educator.s 
b. For students 
c. For lay leadership 

5. Community mobilization 
- Champions 
• Lay leaders 
- Grass roots 
- .. We,mer" project idea 

B. GA seminar 

C. Letter of agreement 

OCT 13 •93 9:50 
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ll. CIJE: general 

A Denominations 

B. Training institutions 

C. Rabbis 

D. From 3-23 ("Boston") 

E. Educational Community 

.. Professional Advisory Group 
- Conference and meetings 

F. Lilly/CIJE colloqium 

-Dates 
• Participants 
.. Subjects 

- · - - ------
f .. ->'. 



CIJE Israel Seminar 
20th-25th, October 1993 

Sclte<fule 

Wednesday. 20th. October / 993 

9:00·10:30 
10:30-12:00 

12:30-1:30 
1:30•2:30 
2:30-2:45 
2:45-4:00 
4:00-4:15 
4:15-5:30 
5;30.7:00 
7:00-8:00 
8 :00-9:30 

Meeting with Deborah Goldstein, a Serticr Educator from Melton Centre 
Meeting with Seymour Fox, Daniel Marom, Shmuel Wygoda, Barry Holtz, 
Gail Dort: Virginia Levi on the Educated Jew Project 
Lunch - opening 
Session I 
Break 
Session 
Break 
Session 
Break 
Dinner at 10 Yehoshafat St. 
Session II 

Thursday. 21st. October 199 3 

9:00-10:30 
10:30-10:45 
10:45-12:15 
12:30-1:30 
I:30-2:45 
2:45-3:00 
3:00-4:00 
4:00-7:00 
7:00-

Session ill 
Break 
Session 
Lunch 
Session IV 
Break 
Session 
Break 
Working dinner at Confederation House, Yemin Moshe, Jerusalem 

Friday, 22nd October 1993 

8:00-9:30 
9:30-9:4S 
9:45-11:15 
11:15-11:30 
11:30-1 :00 
1:00-2:00 

Session V 
Break 
Sc6sion 
Break 
Session VI 
Lunch 



.. 

Saturday. 23rd. October 1993 

7:00pm-10:00pm- Session VII 

Sunday. 24th. October 1993 

9:00-10:30 

10:30-10:45 
10:45•12:15 
12:30-1:30 
1:30•3:00 
3:00-3:15 
3:15-S:00 
5;00-6:30 

Meeting with Howie Dietcher, Director of Senior Educators program 
of the Melton Centre, The Hebrew University 
Break 
Session VIII 
Lunch 
Session IX 
Break 
Session 
Meeting with Leslie Brenner. a Senior Educator from Melton Centre 

Monday. 25th, October 1993 

9:00-10:30 
10:30-10:45 
10:45-12:15 
12:30-1:30 
1:30-3:00 
3:00-3:15 
3:15-5:00 

Session X 
Break 
Session 
Lunch 
Session XI 
Break 
Session 

Useful Information: 

Alan Hoffmann - Telephone at home: 249690 
Caroline Biran - Telephone at home: 716777 

Address of CDE - Israel office: l 0 Y ehoshafat Street, Gennan Colony, Jerusalem 
Tel: 617418, 619951 Fax: 619951 

Hotel address: Laromme hotel, 3 Jabotinsky Street, Jerusalem 
TeJ: 756666 Fax: 756669 
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RE: 

COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

P.O. Box 94553, Cleveland, Ohio 44101 

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

John Colman, Seymour Fox, Adam Gamoran, Ellen 
Goldring, Annette Hochstein, Steve Hoffman, Mort 
Mandel, Chuck Ratner, Barry Reis, Esther Leah Ritz, 
Shmuel Wygoda, Hank Zucker 

Ginny Levi 

October 18, 1993 

CIJE Update 

Enclosed ar e var ious r eports and letters which I've gathered to 
bring you up to dat e on the work of CIJE. We plan to circulate 
updates periodically to keep you informed. Some of the 
materials, particularly the notes on Lead Community vis its, are 
sensitive and we would appr eciate your keeping it confidential. 

Enclosures incl ude the fo l lowing: 

1. Notes prepared by Gail Dorph on visits to Lead Communities. 

2 . Memo of Sept . 9 from Art Naparstek on meeting with Lilly 
Foundation. · 

3 . Memo of Sept . 10 from Barry Holtz on meeti ng with Lilly 
Foundation. 

4 . Letter of Sept . 20 from Craig Dykstra , Lilly Foundation. 

5. Preliminary agenda of Staff Seminar in Israel. 

6. Excerpt from minut,es of Oct. 6 outlining plans for GA. 

7. Letter of Sept. 28 from Ron Reynolds. 1 



NOTES FOR STAFF 
THIRD CIJE SEMINAR 

G.A. Montreal, 16-17 November 1993 

Juesday. Noy. 16th: 

2:00pm: 

2:15pm: 

Session I: Introduction 
Theme of seminar: ''Haw do we move forward in personnel 
community mobilization and goals." 

Session II: Community updates 
(ADH/GD to prepare outline 
So that there is consistency between each report) 

Discussion 

3:00-4:J0pm: Session m 
"Projected first year outcomes in personneJ" 

EXHIBIT A 

ADH 

·BH 

a) 3 :00-3 :30: "Critical path for individual LC developing personnel plan" BH 
[Based on Annette's presentation. To be adapted by BH 

* Educator $Ul'Ve)' completed 
* Educator survey discussed 
• Planning Committee prepare action plan 
* Personnel situation discussed in community 
* In-service pilot proj~ 
• Israel seminar 

ETC ... ] 

b) 3:30-4!00: 11Analytical potential ofEducators Survey" -Ellen Goldring 

c) 4:00«4:30: Discussion 
,, 

d) 4:30-4:45: Break 



4:45-10:00pm: Session IV . 
'1£ngaging community in discussing educators survey and implications" 

4:45pm: a) Introduction: 

4:55pm: b) The Milwaukee experience: Roberta Goodman 

5:15pm: c) Discussion 

6:00pm: Dinner 

ADH 

7:00pm: d) Break out groups: Each communify translates "engaging" into its own 
terms: 

i. Timing 
ii. Implication for action · 

They will be asked to relate to: 
• C-Ontent 
• Audience 
• Projected outcomes 
* Who is responsible 

8:30-9:00pm: e) Break .. out groups report back 

9:00-9:30pm: f) Discussion 

Wednesday. Noy. 17th; 

7:30-8:30am: Breakfast with three executive directors 

8:30am: Session V 
Preparing a LC personnel action plan 

8:30-9:00am: Presentation GD 
1. Mapping Current and Future Situations: 

a. Educators Survey shortcomings, needs, ( e.g. training, 
recruitment) 

b. Predict future needs ("forecast") with input from local educators 
* Retirements 
* Demographic trends 
* Do you have demographic data? 
- Other 



2. Stages of implementation (should reach pilot projects) 

3. CDE Pilot Projects 
a. Educational leaders retreat 
b. Lay professional seminar in Israel on goals 
c. Best practice seminar 

9:00am: Discussion 

9:30-9:45am: Break 

9:45am: Exercise: A first cut Personnel Action Plan in our community 
[What will be steps. 
Chart your own process) 

Exercise they receive: 

a. Where will Action Plan be discussed? 
b. When? 
c. Participants 
d. Projected outcomes, e.g. Pilot Proje«s 
e. Who is responsible? 

--------------



ISSUES THAT WILL EMERGE IN EXERCISE: 

* Problems e.g. early childhood, teacher in service 

~ Prioritize based on: 
a. need 
b. cost 
c. feasibility 

+ Possibilities or option: 
a. local suggestions 
b. CDE suggestions 

We need to raise the pilot projects which will precede the action plan. 
E.g. Principals seminar, goals seminar in Israel. Senior Educator, B~ practices. cw. 

-·-·-·--·---------------------------
EXAMPLES OF CLJE PILOT PROJECTS (across community) 

1. ~ucational Leaders Retreat" - Vanderoilt 

- For whom? Principals/heads ofinstitutions - supplementaty + day school 
cross denominational 

- When? April 

-Why? 14Kick ofi1' of professional development for educational leaders 

2. La}'.:Profe§§ional seminar in Israel on Goals 

For whom? Chairs+ professionals of CUE, local projects+ CDE board 
members 

When? July 

Why? "Up level of discourse" so that this becomes content driven 

3. j3est Practices Seminar" 

• Lay leaders 
* Educators 

. , . .. 



BUREAU OF JEWISH EDUCATION OF GREATER LOS ANGELES 
"Keeping the Jewish People Jewish, Through Education ." 

November 9, 1993 

Dr. Barry W. Holu: 
Melton Research Center 
3080 Broadway 
New York, NY 10027 

Dear Barty: 

Thank you for following up Q;} :;J,lI' request in such a timely manner. 
I am pleased that the leadership of the CIJE is prepared to disseminate 
knowledge of its activities and accomplishments to communities seeking 
to benefit from knowledge of the Council's important WOTk. 

There are several possible opportunities for you to meet and interact 
with our communal lay leadership and professional staff. There is a 
possibility that we will conduct a BJE Board Retreat sometime in early 
March. Last year's retreat brought SO leaders together at the nearby 
Brandeis-Bardin Institute for a spirited day of deliberation, discussion 
and fellowship. Should we schedule a 1994 retreat, I foresee the 
possibility of a 90 minute presentation and discussion segment for you. 

Should there be no retreat, we would be pleased to reserve a full hour 
of time at our March board meeting (attended by over 50 communal 
leaders), as well as to arrange additional meetings with key lay leaders, 
BJE staff, principals, and Federation leadership. Some of these 
additional meetings could, of course, be organized in addition to your 
participation in a retreat program. 

Please let me know whether these possibilities strike a receptive chord. 
Within a shon period of ti.me we soould tbQn tie able to finalize 
arrangements. 

Best wishes for continued success! 

Sincerely, 

-fc~ 
Dr. Ron Reynolds 
Di.rector of School Services 

cc: Dr. Gil Graff 

6505 WILSHIRE BLVD .. LOS ANGELES. CA 90048 • (213) 852-7702 • (818) 990-8640 
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December 3, 1993 

Council for Initiatives in Jewish Education 
P.O. Box 94553 
Cleveland, Ohio 44101 

Dear Alan: 

'DEG 7 1993 

Thank you for your contnbutions to the Valparaiso consultation. I know it was a little 
difficult dropping in on the middle of someone else's conversation like that, but your 
presentation and the example of your project stimulated a lot of good self-reflection in our 
group about the structure and aims of the Valparaiso project. I am all the more convinced 
that these two projects, while in many ways very different, have much to learn from each 
other, and I look forward to further conversations along the way. 

Thank you for sending me Mike Rosenak's boo k. I have only had a chance to take a cursory 
look at it~ but I am intrigued by what I see and look forward to some time over the holidays to 
read it. 

My best wishes to you, your colleagues, and family this holiday season. Blessed Hanukkah. 

CD/ljl 

Very sincerely, 

t5 
Craig Dykstra 
Vice President, Religion 

280 I North Meridian Street 
Post Office Box 88068 

Indianapolis, Indiana 46208 
(3 17)924-5471 Fax (3 17)926-4431 



BOARD MEETING 
COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 

APRIL 21, 1994 
8:30 A.M. - 4:30 P.M. 

CENTER FOR JEWISH STUDIES (CUNY) 
NEW YORK· CITY 

Attendance 

Board Members: David Arnow, John Colman, Maurice Corson, Jay Davis, 

Guests: 

Billie Gold, Nei l Greenbaum, David Hirschhorn, Norman Lamm, 
Morton Mandel, Melvin Merians, Lester Pollack, Charles Ratner, 
Esther Leah Riitz, Richard Scheuer, lsmar Schorsch, David 
Teutsch, Maynard Wishner, Bennett Yanowitz 

Genine Fidler, Joshua Fishman, Robert Hirt, Barry Kosmin, 
Carl Sheingold, Ilene V ogelstein 

Consultants 
and staff: 

Sandee Brawarsky, Gail Dorph, Ellen Goldring, Stephen Hoffman, 
Alan Hoffmann, Barry Holtz, Isaac J eret , Micah Klein, Martin 
Kraar, Virginia Levi, Daniel Pekarsky, Arthur Rotman, Richard 
Shatten, Leah Strigler, Jonathan Woocher 

Copy to: 

I. 

Daniel Bader, Mandell Berman, Charles Bronfman, Gerald Cohen, 
Susan Crown, Max Fisher, Charles Goodman, Alfred Gottschalk, 
Thomas Hausdorff, Gershon Kekst, Mark l ainer, Marvin Lender, 
Norman Lipoff, Seymour M artin Upset, Matthew Maryles, 
Florence Melton, Isadore Twersky 

Introductory Remarks 

Morton Mandel, chair, opened the meeting by welcoming those present and 
introducing first-time attendees. In particular, he welcomed Jay Davis, a new 
board member from Atlanta, and Maynard Wishner, a new board member and 
vice chair of CIJE and the new president of CJF. First-time guests included 
Genine Fidler, co-chair of the Lead Community project in Baltimore; Carl 
Sheingold, Assistant Executive Vice President of the Council of Jewish 
Federations; and Richard Shatten, Executive Director of the Mandel Family 
Philanthropic Program. In addit ion, he introduced three graduate students who 
were present to assist during the day: Isaac Jeret, Micah Klein, and Leah 
Strigler. 

The chair thanked the Center for Jewish Studies at CUNY for serving as a co
sponsor of the board meeting and noted, in particular, the support provided by 
Center Director Dr. Egon Mayer. He then turned to Dr. Frances Horowitz, 
President of the Graduate School and University Center of the City University of 
New York, who offered a few words of welcome. 
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II. Presentation: "From the 1990 Population Survey Until Today: Jewish Continuity 
and Jewish Education" 

The chair introduced Dr. Barry Kosmin, Director of Research at the Council of 
Jewish Federations and a Visitting Professor of Sociology and Jewish Studies at 
the CUNY Graduate Center. Dr. Kosmin is Director of the Mandell L. Berman 
lnstitute--North American Jewish Data Bank. He directed the 1990 CJF National 
Jewish Population Survey which has played such an important role in mobilizing 
the North American concern for Jewish continuity. 

Dr. Kosmin's remarks focused on the importance of research and the significance 
of the questions which are and are not ask~d. He noted that the 1990 CJF 
National Population Survey was not intended as a research instrument in 
education. Several subsequent studies have extracted dat a which correlate 
Jewish commitment to Jewish educational background. From this we may 
extrapolate that Jewish education plays an important role in one' s Jew ish 
identity, but c annot establish a clear causal connection. 

Dr. Kosmin suggested that, in light of the serious attention being given to Jewish 
education for Jewish continuity, the next Jewish population survey, planned for 
the year 2000, should be designed to get at specific issues of Jewish education 
more directly. 

Dr. Kosmin made a case for the development of a Jewish educational research 
agenda and the undertaking of that research in the near term. Some of the 
issues that might be considered include the following: 

A. Identify objective measurements of the outcomes of various forms and 
levels of Jewish education. 

B. Consider the role of Hebrew language study in Jewish identity 
development. 

C. Consider the sociological effect s of intermarriage on Jewish education. 

D. Conduct a longitudinal cohort study: select a group of 1994 Bar and Bat 
Mitzvah youngsters and follow their experience over a period of years to 
begin t o determine w hat has an impact on Jewish identity. 

In the discussion that followed, the following issues were raised: 

• Perhaps family values should be our focus rather than Jewish education. In 
response, it was noted that while we cannot socially engineer families, 
there is hope of impacting Jewish education. 

• We should consider how to use educational experiences not focused 
primarily on religious training to impact Jewish identity. The Israel 
experience is a prime example. 
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• Our approach should remain comprehensive, lookirng at family education, 
Hillel programs and work with young adults, as well as focusing on the 
education of young people. In fact, it was noted that we cannot afford to 
give up on any segment of the population, but should set clear goals and 
work toward achieving them. 

Ill. Committee Meetings 

During the next segment of the meeting, participants divided into the four board 
committees to review and discuss materials distributed in advance of the 
meeting. When the group reconvened, committee chairs were asked to briefly 

... summarize the highlights of their discussion. 

A. Community Mobi lization - Charles Ratner, Chair 

B. 

The committee's focus is on building community support for systemic 
change. In discussing the w ork w hich CIJE has undertaken in the Lead 
Communities, the committee reviewed findings w hich suggest that in order 
for the change process to w ork, a community needs effective leadership in 
the following three areas: 

1. Lay champions committed to systemic change for Jewish education. 

2. A federation executive equ.ally committed. 

3. A professional whose full-time responsibility it is to help the 
community work toward systemic change. 

The committee discussed the tension present in most communities between 
a commitment t o the status quo and the desire for systemic change. It 
heard evidence of new financial resources and a reprioritization occurring in 
many communit ies in North America w hich will place Jewish education at 
or near the top of the community agenda. 

Mr. Ratner concluded by mating that the Committee on Community 
Mobilization will be very dependent on the work of the other committees 
because their successes will help to encourage greater community 
commitment. 

Research and Evaluation - Esther Leah Ritz, Chair 

The committee reviewed its charge to create and expand the capacity to do 
research on Jewish educa1tion in North American and to develop evaluation
minded communities. The committee will consider a proposal to convene a 
conference of individuals and representatives of institutions interested in 
conducting research in bot h Jewish and general education with an eye 
toward developing a research agenda. It will also consider ways to expand 
local research capacity and commit local funds to evaluation. 
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C. 

D. 

The committee discussed some preliminary outcomes of the study on 
personnel which has been undertaken in the three Lead Communities. This 
discussion led to the conclusion that our work should begin with a definition 
of a problem, determine ways to build in evaluation to the execution of a 
project, conduct analysis of outcomes, and either modify the approach or 
use the results to determine next steps. We wish to encourage 
communities to incorporate this process into their work in a way that uses 
resources as effectively as possible. 

Content and Program - John Colman, Chair 

This committee will concern itself with such CIJE activities as the Goals 
Project and the Best Practices Project. The focus of this introductory 
meeting was on the Best Practices Project. 

One function of the project is t o give hope to our work by identifying ways 
in which Jewish education can be provided effect ively. This project offers 
a curriculum for change. lndividuaJs have been identified to document best 
practices in a particular area of J ewish educat ion. Once these best 
practices are identified, CIJE can provide experts t o w ork with communities 
or institutions on replication or adaptation. 

Building the Profession - Morton Mandel, Acting Chair 

We are looking for a way to get "our fair share" of the best people to select 
Jewish education as their chosen profession. The issues for this committee 
are: 

1 . Recru itment 

2. Professional development 

3. Retention 

4. Positive perceptions of Jewish education in the community 

The committee will consider how we can move from planning to action. It 
will work with the reports of the Lead Community personnel studies and 
other data now being gathered. It may invite experts in professional 
development to provide guidance as an agenda for building the profession is 
developed. 

Rabbi Joshua Fishman was asked to report on the work that he and Torah 
Umesorah are undertaking with respect to building the profession. He 
noted that the greatest reservoir of untapped talent for Jewish education 
lies in yeshivot. With the help of a grant, a teacher training program is 
being developed to provide a hands on, supervised training program to 
prepare Yeshiva graduates to be effective Jewish educators. 
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IV. The Goals Project 

The chair noted that a presentation on CIJE's work in the area of goals provides 
us with an opportunity to recognize David Hirschhorn of Baltimore, who has 
encouraged us to be "positively skeptical " by raising difficult questions regarding 
the purposes and outcomes of a Jewish education. As a result of the questions 
raised by Mr. Hirschhorn, a major project is now under way to develop various 
definitions of what it means to be an educated Jew. 

The chair called on Mr. Hirschhorn to introduce our speaker. 

Mr. H irschhorn noted that f i~een years ago the Baltim ore Federation identified 
Jewnsh education as a primary concern. Substantial funding was devoted to this 
area, resulting in frustrat ion w hen there w as no c lear evidence that progress was 
being made. It was, in part, for this reason that Mr. Hirschhorn chose to join the 
Commission on Jewish Education in North America. He noted his pleasure in 
introducing Dr. Daniel Pekarsky, on the facult y of the University of W isconsin 
and a Philosopher of Education, t o describe t he Goals Project now being 
undertaken by CIJE. 

Dr. Pekarsky noted that the Goals Proj ect is based on the premise that the 
effectiveness of Jewish education depends on the degree to which w e are clear 
on what we are trying to ,accomplish. He noted t hat a "vision driven institution" 
has a clear sense of the kind of person and community it is trying to cultivate. It 
is our belief that vision, while not the total answer, is indispensable to an 
effective institut ion and insuf ficiently present in the majority of Jewish 
educational institut ions today. The purpose of the Goals Project is to encourage 
our educational inst itutions to become clearly vision driven. 

Goals are critical as the basis for evaluating outcomes and for the purpose of 
making basic educational decisions. Even more fundamental than goals is the 
vision of the kind of person we are trying to cultivate. Basic goals need to be 
interpreted within a basic vision. 

Vision is too seldom present in Jewish education. In some cases there is no 
guiding vision and in others the· vision is hidden to those working within an 
institution. A vision must be clear and compelling and an institution must have a 
plan for translating that vision into practice. The agenda of the Goals Project is 
to enc ourage vision drivenness in Jewish education. It will rely heavily on the 
work of the training institutions and the educated Jew project of the Mandel 
Institute. 

The Goals Project is undertaking the following activities: 

1 . A library of resources is being established to help clarify the nature of 
vision, and to guide the process. 
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2. A seminar will be held in Jerusalem in July 1994 for lay and 
professional leaders from the Lead Communities and other North 
American communities. 

3. A series of local seminars will be held during the next year in the Lead 
Communities to help move toward vision drivenness. 

In the discussion that followed the presentation it was noted that, important as it 
is, vision cannot be separated from other elements of an effective institution. It 
was also noted that CIJE does not advocate any particular vision or set of 
visions, but argues that the vision must be compelling for the key stakeholders of 
.an institution or community. 

D'Var Torah 

The chair introduced Dr. David Teutsch, President of the Reconstructionist 
Rabbinical Col lege, who concluded the meeting with an inspirational D'Var Torah. 
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APRIL 21 , 1994 
8:30 A.M. - 4:30 P .M. 

CENTER FOR JEWISH STUDIES (CUNY) 
NEW YORK CITY 

Attendance 

Executive Committee: Morton Mandel, Chair, John Colman, Billie Gold, David 
Hirschhorn, Stephen Hoffman, Alan Hoffmann, Melvin Merians, 
Lester Pollack, Charles Ratner, Esther Leah Ritz, Richard Shatten, 
Maynard Wishner, Virginia Levi, Secty. 

Copy to: Mandell Berman, Charles Bronfman, Mark Lainer, Matthew 
Maryles 

I. Introductory Remarks 

Morton Mandel, chair, opened the meeting by welcoming Maynard Wishner, new 
chairman of the Council of Jewish Federations and, in that capacity, vice-chair of CUE. 
He reminded those present that the vice-chairs of CUE are the chief volunteers of the 
organizations with which we have been working most closely since the Commission on 
Jewish Education in North America. He noted CIJE's ongoing interest in working 
closely with other national agencies with a similar interest, and especially with CJF, 
JCCA, and JESNA. Now that the CIJE staff is in place, work has begun to optimize 
these relationships and work together effectively. 

The chair also introduced Richard Shatten, new Executive Director of the Mandel Family 
Philanthropic Program. 

The chair reminded those present that the role of the Executive Committee is to consider 
management issues for CUE while the Board of Directors makes policy decisions. The 
Board is currently comprised of 37 members, each of whom has been appointed to serve 
on one of the four Board committees which will take responsibility for specific aspects 
of CUE's work. The Board remains in formation and will probably grow somewhat in 
the months ahead. 
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II. 

A programmatic steering committee bas been formed. Its members include the chairs 
of the Board committees and members of the CUE staff. The Steering Committee will 
coordinate the work of the committees to insure that each is aware of wbat the others are 
doing. 

CIJE Staff 

Alan D. Hoffmann, Executive Director of CIJE, reviewed for the Executive Committee 
current CIJE staffing. 

Gail Z. Dorph - formerly Director of the School of Education at the University 
of Judaism in Los Angeles. now serves as CUE's arm in the Lead Communities. 
She .pas consulted extensively in the communities and is working with the core 
planning group in each. She is working to help the communities move forward 
on issues relating to content and personnel. She staffs the Board committee on 
Building the Profession. 

Adam Gamoran and Ellen Goldring - on the faculty of the University Wisconsin 
and Vanderbilt University, respectively - serve as consultants on research, 
monitoring, and evaluation. In addition to supervising and directing the 
Monitoring, Evaluation and Feedback Project in the Lead Communities, they are 
thinking through our agenda on research and, together, staff the Board committee 
on Research and Evaluation. 

Barry W. Holtz - on a two year leave from a faculty position at the Jewish 
Theological Seminary of America. His work focuses on the Best Practices 
Project. He is working to develop models of personnel and pilot programs for 
local implementation. He staffs the Board committee on Content and Program. 

Virginia F. Levi - serves as administrative coordinator for the work of CIJE. 

Daniel Pekarsky - on the faculty of the University of Wisconsin, a philosopher 
of education and consultant with CIJE. He is melding interests in Jewish 
education and the philosophy of education in !his work on the Goals Project. He 
has visited the Lead Communities to discuss the project and is working with the 
Mandel Institute in Jerusalem on a summer goals institute. 

Stephen H. Hoffman - Executive Director of Jewish Community Federation of 
Cleveland - consultant, advisor, and troubleshooter on issues on community 
organization. 
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m. 

Seymour Fox - working with staff and consultants at the Mandel Institute in 
Jerusalem to think through concepts of what it means to be an educated Jew. 
Much of this work serves as the basis for the Goals Project. 

Annette Hochstein - working with CIJE on issues of planning. 

Roberta Goodman. William Robinson, Julie Tammivaara - full-time field 
researchers, one located in each of the Lead Communities, to work on monitoring 
evaluation and feedback . 

Alan D. Hoffmann, Executive Director - most recently Executive Director of the 
Melton Research Center at Hebrew University, now directing the work of CUE 
for a period of three years . He staffs the Board committee on Community 
Mobilization. 

1994 Update and Work Plan 

Mr. Hoffmann reported that work is under way on a multi-year planning process for 
CIJE. In the interim, a 1994 work plan has been drafted. Following are some 
highlights. 

As background, Mr. Hoffmann noted that the goal articulated by the report of the 
Commission on Jewish Education in North America was to bring about systemic change 
in Jewish education in North America by changing trend lines. The task of the 
Commission was to establish what our strategic position should be. The Commission 
began by identifying a long list of programmatic approaches, then stepped back to 
determine the common pre-conditions for change in these programmatic areas. Two basic 
pre-conditions were identified: 1) building the profession - noting that we need more 
qualified and deeply committed people in the profession of Jewish education; and 2) 
community mobilization - noting that the lay leadership must be committed to the 
centrality of Jewish education for Jewish continuity in order to create the environment 
necessary for building the profession. As the Commission worked to understand the 
current state of Jewish education, it became clear how little data th.ere was to support its 
theories. As a result, a third pre-condition was identified: the need to set an agenda and 
undertake research in the field of Jewish education. The fourth recommendation of the 
Commission was to ,establish Lead Communities as local sites where we could 
demonstrate that change could be accomplished. 

It was apparent in August 1993, when the current CUE staff was brought on board, that 
the energy of CUE in its formative months had been focused almost exclusively on work 
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with Lead Communities. We were in danger of having our laboratories be our only 
story. CUE is now re-focusing its work, with the Lead Communities remaining one 
significant segment of the work of CUE. 

Work currently underway includes the following: 

• Four Board committees have been established to develop policy recommendations 
for presentation to the Board. It is anticipated that additional involvement in the 
work of CDE will be generated through further appointments to these committees. 
The committees will focus on 1) building the profession, 2) content and program, 
3) community mobilization, 4) research and evaluation. 

• A plan for the mobilization of lay leadership is currently being developed. CUE 
will work closely with CJF, JCCA, JESNA, and other national organizations, 
including those representing the denominations, to develop a joint strategic plan 
for lay leadership mobilization. 

• Work in the Lead Communities has progressed to the point where initial research 
is being analyzed for use in developing local action plans. CUE has begun to 
think about when and how to share what is being learned in the laboratories with 
other communities. Discussions are underway with potential partners in the 
dissemination of our findings. 

• The following issues have been identified over the past eight months: 

1. As we work with local federations towards the establishment of coalitions, 
we have discovered how difficult it is to achieve reform within a context 
oriented toward consensus building. 

2 . It is a challenging task for an intermediary organization to foster change. 
We are discovering that there is a fine art co prodding without over
reaching. 

3. The issue of identifying funding for the implementation of action plans for 
change in the Lead Communities must be addressed in the months ahead. 
A team of CUE lay and professional leaders recently met with their 
ounterparts in Milwaukee for initial discussions on how the outcomes of 
the personnel study can lead to local action. This conversation and similar 
ones in Atlanta and Baltimore will need to be moved forward in the near 
future. 



M INUTES: CIJE STEERING COMMITTEE 

DATE OF MEETING: April 20, 1994 

May 18, 1 994 DA TE MINUTES ISSUED: 

PRESENT: Morton Mandel (Chair), John Colman, Gail Dorph, 
Ellen Goldring, Stephen Hoffman, Alan Hoffmann, Barry 
Holtz, Daniel Pekarsky, Charles Ratner, Esther Leah Ritz, 
Richard Shatten, Virginia Levi (Sec' y) 
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I. 

11. 

Master Schedule Cont rol 

A review of the calendar for t he remainder of 1 994 resulted in agreement that the 
October 1 9-20 dates for t he next Board m eet ing w ill be reconsidered. The Steering 
Committee will be contacted about alternate dates in the near future. 

A question was raised about t he scheduling of Steering Committee meetings in late 
September and again in October. For the moment, the September 23 Steering 
Committee remains on the calendar, for possible review in the f uture. 

Review of Minutes of March 15, 1994 

A . The central elem ents for systemic change 

At the January meeting of the Steering Committee it was suggested that one 
or m ore lay champions, a committed federation executive, and a full time local 
professional c ommitted to working for change in Jewish education are 
essential to the process of bringing about systemic change. This concept was 
reviewed and reconfirmed. It was noted that it is not necessary t hat all three 
elem ents be in pl,ace in order for CIJE t o begin working with a community, but 
that a community must be committed to putting all three in place. It was also 
suggested that we need more experimental data on what makes an effective 
lay champion, able to have an impact on the community. 

B. The concept of "vision-driveness" 

Members of the Steering Committee were in agreement with the importance of 
vision to bringing about systemic change. There was discussion on whether 
CIJE's role is to work wit h individual institutions or w ith communities in the 
development of v ision, and what role JESNA might play in t his process. It was 
suggested that CIJE should work to design the ideal, which is a community 
able to encourage its individual institutions to be driven by vision. It was 
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Assignment 

111. 

suggested that Daniel Pekarsky draft a statement outlining CIJE's thinking on 
this matter. 

It was suggested that a possible project for our Best Practices Program might 
be to identify several vision-driven institutions and look for common qualities. 
This process might help us to clarify what we mean by the term "vision-driven 
institution." 

C. CIJE' s role with respect to our partners 

In a discussion of the differences between the role of CIJE and those of such 
agencies as CJF, JCCA, and JESNA, it was noted that we have begun to work 
with these organizations to define our various roles. We must avoid being 
individual "silos" standing alone. This can best be accomplished by a full, 
ongoing dialog which CIJE has initiated with each of the three. 

Milwaukee Personnel Survey and Broader Implications 

Ellen Goldring reported on some of the results of the survey of educators which has 
been administered in all three Lead Communities and for which a full written report 
has been prepared for Milwaukee. She noted that reports of the surveys for 
Baltimore and Atlanta are currently being prepared and that a cross-community 
report will be developed over the summer for release in the Fall. 

The survey was designed to provide us with an account of the current picture of 
personnel for formal Jewish education. The research was to lead to analysis upon 
which an action plan will be based. 

The process ot data gathering included the administration of both a written survey 
and a series of interviews with formal educators, both part time and full time, in 
day schools, supplementary schools, and early childhood programs in each of the 
three Lead Communities. As the process of data analysis began, meetings were 
held with key players in each of the Lead Communities to articulate issues which 
might be important for policy decision-making. These issues were then considered 
as the data was analyzed. 

In looking at the data from all three communities, it was interesting to note that 
there were more similarities than differences. The integrated cross community 
report will highlight these comparisons and will, in particular, be able to generalize 
for a broad continental look at the profession. 

It was suggested that the integrative report could serve as an excellent basis for a 
presentation at the GA and to the Boards of CIJE, JESNA, CJF, etc. 
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IV. 

V. 

VI. 

Assignment 

It was proposed that we look at the profile of personnel in schools identified 
by the Best Practices Project in comparison to the information reported in the 
survey and consider whether there are differences and what they are. 

In concluding her presentation, Ellen noted that she will be seeking further Steering 
Committee guidance on how to move forward with the report and its dissemination. 

Review of Committee Agendas and Meetings 

In preparation for the Board meeting scheduled for the following day, the Steering 
Committee reviewed t he agendas for each of the Board committees and ~dentified 
issues which might be considered at those meetings. It was agreed that it will be 
important for each committee to be aware of the work of the others and for the 
committees to interact in order to avoid duplication or moving in different 
directions. 

It was suggested that each committee will eventually develop its own total vision 
which will become part of the overall vision of CIJE. The purpose of the 
committees is to make minor decisions and major recommendations to the Board. 

The purpose of these initial meetings was to begin to work toward the development 
of strategic thinking. The goal of each committee should be to cause CIJE to make 
progress in its area of focus. 

Review of Board Meeting 

The Steering Committee reviewed the agenda for the following day' s Board 
meeting. 

Revised Draft of Total Vision 

Following the January Steering Committee meeting, Barry Holtz revised the draft 
Total Vision. The Steering Committee reviewed the new draft. Suggestions were 
made which will be incorporated into a third draft of this working document which 
will be revised and distributed by mid-August. 

Due to time limitations, the majority of the Steering Committee' s time was spent 
reviewing the first half of the draft. It was agreed that we will begin with page 7 at 
the next review and focus on the second half of the document. 
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FROM: 
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Members of the CIJE Steering Committee 

Morton L. Mandel, Chair 

June 6, 1994 

E
Council 
for 
!nitiatives 
m 
Jewish 
Education 

I am pleased to send you the enclosed minutes of the CIJE Steering 
Committee, Executive Committee, and Board meetings held in New 
York last month. We very much appreciated your participation and 
hope you found the meetings stimulating and productive. 

We have indicated to your committee members that notes from the 
committee meetings will be sent under separate cover and that there 
may be a second meeting of each committee scheduled over the 
summer. 

The next Board meeting is scheduled for October 5-6. 1994 in New 
York. We will be back in touch with details later in the summer. We 
are planning to begin on October 5 with a Steering Committee 
meeting, probably from 10:00 am to 4:00 pm, followed by an 
Executive Committee meeting over dinner and an evening meeting of 
the Board. Committee meetings will be held in the morning of 
Thursday, October 6, followed by a full Board meeting in the 
afternoon. Please save the dates. 

bee: Gail Dorph 
Ellen Goldring 
Seymour Fox 
Adam Gamoran 
Annette Hochstein 
Stephen Hoffman 
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Alan Hoffmann 
Barry Holtz 
Daniel Pekarsky 
Nessa Rapoport 
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Heniry Zucker 

P.O. Box 94553. Cleveland. Ohio «10,1 • Phone, (216) 391-1852 • fax: (216) 39l-5430 
IS wt Poth Street New lbrk. NY IOOIO-IS79 • Phone: (iii) S:J£-£J60 • far:(£/£) SJE-£646 



CUE EVALUATION PROJECT - STAFF ROSTER - JULY 1993 

Field Researchers 

Roberta Goodman 
149 Nautilus Dr. 
Madison, Wl 53705 
home (608) 231-3533 
office (608) 231-3534 
fax (608) 231-6844 

Claire Rottenberg 
926 Barringron Oaks Ridge 
Roswell , GA 30075 
home/office (404) 640-1781 
fax (404) 642-7032 

Julie Tamm.ivaara 
58 Penny Lane 
Baltimore MD 21209 
home/office (410) 653-4648 
fax (410) 653-3727 

Director and Associate Director 

Adam Gamoran 
Department of Sociology 
1180 Observatory Dr. 
Madison WI 53706 
borne (608) 233-3757 
sociology office (608) 263-7829 
sociology sec'y (608) 262-2921 
sociology fax (608) 262-4747 
ed sciences office and sec'y (608) 263-4253 
ed sciences fax (608) 265-2140 
bitnet address: garnoran@wiscssc 

Ellen Goldring 
Department of Educational Leadership 
Peabody College of Education, Box 514 
Vanderbilt University 
Nashville, TN 37203 
office (615) 322-8037 
sec'y (6 I 5) 322-8035 
dept office (615) 322-8000 
fax (615) 343-7094 
home (615) 356-5504 
bitnet address: goldrieb@vuctrvax 



• 

• 

• 

COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 
1994 STAFF AND CONSULT ANTS 

Gail Dorph 
Senior Educator Officer 
15 E. 26th Street 
New York, NY 10010-1579 
PH: 212-532-2360 
FX: 212-532-2646 

Seymour Fox 
Consultant 
The Mandel Institute 
8 Hovevei Zion Street 
Jerusalem 92226 Israel 
PH: 0119722 618 728 
FX: 0119722 619 951 

Adam Gamoran 
Consultant 
University of Wisconsin 
2444 Social Science 
Madison, WI 53706 
PH: 608-263-7829 
FX: 608-263-6448 

Ellen Goldring 
Consultant 
Peabody College-Vanderbilt Univ. 
Box 514, Dept.Educational Leadership 
Nashville, TN 37203 
PH: 615-322-8037 
FX: 615-343-7094 

Annette Hochstein 
Consultant 
The Mandel Institute 
8 Hovevei Zion Street 
Jerusalem 92226 Israel 
PH: 0119722 6 17 418 
FX: 0119722 619 951 

Stephen Hoffman 
Consultant 
Jewish Community Federation 
1750 Euclid Ave. 
Cleveland, OH 44115 
PH: 216-566-9200 
FX: 216-566-9084 

Alan Hoffmann 
Executive Director 
15 E. 26th Street 
New York, NY 10010-1579 
PH: 212-532-2360 
FX: 216-391-2646 

Barry Holtz 
Senior Educator Officer 
15 E. 26th Street 
New York, NY 10010-1579 
PH: 212-532-2360 
FX: 212-532-2646 

Virginia Levi 
Associate Director, Administrator 
4500 Euclid Ave. 
Cleveland, OH . 
PH: 216-391-1852 
FX: 216-391-5430 

Robin Mencher 
Administrative Assistant 
15 E. 26th Street 
New York, NY 10010-1579 
PH: 212-532-2360 
FX: 212-532-2646 

Daniel Pekarsky 
Consultant 
4006 Mandan Crescent 
Madison, WI 53711 
PH: 608-262-1718 
FX: 608-262-9074 

Debra Perrin 
Administrative Assistant 
15 E. 26th Street 
New York, NY 10010-1579 
PH: 212-532-2360 
FX: 212-532-2646 

Nessa Rapoport 
Leadership Development Officer 
15 E. 26th Street 
New York, NY 10010-1579 
PH: 212-232-2360 
FX; 212-232-5646 

William Robinson 
Field Researcher 
1525 Wood Creek Trail 
Roswell, GA 30076 
PH: 404-552-0930 
FX: 404-998-0860 



TO: 
~ 

=---==--- FROM: 

DATE: 

SUBJECT: 

,. 

Steering Committee 

Alan D. Hoffmann 

August 23, 1994 

Goals Seminar Feedback 

MEMO 

We thought you would be interested in the attached letters w hich have come in regarding the 

Goals Seminar. 
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THE COMMISSION ON JEWISH CONTINUITY 
A joint project o/C]f and 111 ci:gencies, UAHC, Untted Synazczu6, 

Syna1orue Council of Mass. a11d the Council o/Ortltodax SynQ¥azves 

Augu.lt 2, 1994 

On• Uncolri Pl:ala Boston, MA 02111 
(617} 330-9500 Telefax: (817) 330-5197 

INing 80lansk'y and Mark Goldwoitz 
Co-Chafra 

Carolyn Kt ll• r 
Director 

BY FACSIMILE: Oll 972-2-617-418 
Dr. Aiiili Boffiiiiii, lie.c:.ufive Director 
Council for Initiat ive§ i n Jewi1h Eduea.tion 

Dear Alan: 

Once again, :t wan1; t o ma.nk you for inviting carolyn Keller an~ me to the 
CL1B Semiuar. Even. t:he caaU£1 ob•e1:V11r would know that the pi:ogram. vaa 
ezeeMingly vell planned. Th• <::IJB St&ff ~ sxaellent:, thoughtful and 
rich pr.•entations, and your office aaooiate1 paic! attantiou ttt:ention to 
ev:e11, the iaoat minute detail. 

Alan, th• work that baa to be a.coompluii.d at tho national l evel ia • 
hei:cul.•au tHk that involv•s not: only a national and ccmmunity vbion, but 
a well •ucuted implementation process that embraces the d4y schools, 
suppleuutal schools, and adult education programs. lf we are to make 
dramatic changes i u ota adueational aervic• &livery syatem.s for the 
purpo•ea of trans£ond.n1 J e'lta , 'WCI rill ~~e\l tc, oree.te 1:X'Ue partn.erahipa 
between i'eder•tioni. , Bynagogue.a, and the mov&11enta at the local and the 
n&tional lev.ls. 

Ve will u.ed to have an all-encompassing vision that reaohos out to all 
stakeholder•. That vision mu.at. be well art~ted , and be 
r epraaeutatiwi . Both the vision and illlplemeutat:Lou p i:O0• 511 111ll£t have 
coDpallU>& aild joyful r easons for our ~ople to remai n and b•oom• 
ed.uc&ted, paaaionate , and literate Jeva d4lvoted. to •repairit11 th• vorld." 

Alan, I vant to meet with you a■ 100n • • poaa1ble to share hov I <1an be a 
si.gn1£f.cant pl ayer in t:be a_caomplbhn•nta of coJlllll\Ulity goal• . 

I look forward to spealdng with you to arrange 4 meeting; and I will 
t elephone you the week of A~gust 8 to arraDJ• a meeting • 

. ' \ . \ 

\ J (\' ~ (.1 .... {' '.l ri "' l) . ···\:..., ., '\_,.1\ t ~- -A -· ', -.A,11 \_/) l...,.Lrt' 
Irving lelansky ~ 

llli:rw 

C:\mm\Irving-Alan 

P. 2/2 ' 
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Rabbi Isaac Elcbanan Theological Seminary 
500 West 185th Street• New York. NY 10033 • (212) 960-5263 

OfflCl!OFTliE 
VICE PRESIDENT 
FOIi. ADMINISTR:A TION 
AND PROFB.SS!ONAI. 
EDUCATION 

Dr. Allan D. Hoffman 
Council for Initiatives in 
Jewish Education 
15 East 26th Street 

An Affiliate of YES.HIV A UNIVERSITY 

-·, . August 10, 1994 
3 Elul 5754 

New York, NY 10011-1 579 

Dear Alan: 

r. UUJ 

Yashar Kochacha to you and your staff for a well-conceived and thoughtful 
implementation ,of the recent Goals Seminar in Jerusalem! I trust that you derived 
the appropriate satisfaction from the efforts expended to make the conference 
challenging and productive. 

On a personal level, I want to thank you for the courtesies extended by you and 
your staff to me and my wife at the seminar. 

I look forward to working together in the months and years ahead to advance our 
shared commitment to enhance Jewish education and the commitment of Jews to 
Jewish continuity in a meaningful way. 

Best wishes for a Ketivah V'hatimah Tova, and a trouble-free adjustment ,on your 
relocation to the States! 

RSH:sk 

Sincerely, 

~ 
Rabbi Roberts. Hirt 
Vice President 
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26500 Shaker Boulevard • Beachwood, Ohio 44122 • Phone: 464-4055 

Mr. Mort Mandel 
Mandel Associated Foundations 
4500 Euclid Avenue 
Cleveland, Ohio 44103 

Ray Levi, Ph.D. 
Head of School 

July 27, 1994 

Trustees 
Murray D. Allose 
Kay E. Ariel Dear Mort, 
Ellen K. C-Ohn 
Renee Edelman 
Marilyn Eisenstat • 

"Marc w. Freimuth On behalf of the faculty and Board of Trustees of Agnon School, I would like 
Alan M. Gendler 
GJ ree(

1
G1~!r h G to thank you and your foundation for two significant growth opportunities this 

enm er ..,,,utsc oldberg -~~~1. Gcf~~:erg summer. Your generous grant to the School for staff development work at the 
~~::~v?;oss Me[ton Centre for Jewish Education in the Diaspora at Hebrew University in 
~~~f fa~~arks Jerusalem allowed a group of General Studies and Judaic Studies teachers to 
Kenneth J Rapoport • • • • d · ed t t th eed f A Th "ft d M I Ilana Horowitz Ratner parbc1pate lil a Seminar es1gn O mee e Il S O gnon. e gt e e ton 

• :~~~~; ~~issner faculty arranged for us to study Bible in the Judeaen Hills and to, pursue the 
-~;~~~¥iz~ir;a complexities of the peace process with Israeli-Arab high school students in Sachnit 
·Fr!~ i: ~~~le, and Jewish residents in the Golan Heights. We participated in an archaeological dig, 
·watter Schaffer di d I I . h M 1· h ikh . "d th Al Aksa M "d ed th • "Nancy Shan~s Stu e S aill Wit a US Im S e OUtsl e e - osque, CODSl er e 
· Keith Sherwin • f ul ul J th H d" · fr th S d Kenneth D. Vlnocur Impact O sec ar C ture Up00 ews at e ero lan mansions Om e econ 
Ellen R. Whitehill I . d d d "al b Shai A . hi h Th . Clifford A. wou Temp e peno , an rea maten y gnon m s ome. ese expen ences 

·oanlel C. Worthington • • 
could clearly not have been proVIded m Cleveland. They allowed us to focus upon 

Honor1ry /JQ,mJ C/Jairma(J, • • • • 
Peter Rzepka me impact of field expenences as 10tegral components of a school curnculum, 

Honorary_ life Members develop preliminary plans for an eighth grade educational trip to Israel planned for 
Bennet Kleinman 
simon Kadis the spring of 1996, and to examine the mission of the School. As a faculty group, we 

"Past President now know each other well and can build on the trust and understandings that extend 
• "PTA President 

across grade levels as we work on refining and coordinating our curriculum at home. 

During the period that I was in Jerusalem, Agnon Board of Trustees 
President Dan Polster and I were extremely fortunate to join a group from Cleveland 
at the CUE Goals Seminar. The benefits of this seminar were enormous. The 
opportunity for me to spend four days together with our Board President considering 
vision allowed us to sharpen and better articulate the vision of Agnon while 
strengthening our working relationship. I cannot overstate the value of bringing lay 
and professional leadership together in this type of study session. Regular and 
intensive meetings in a setting far removed from the daily demands of our 
professional positions allowed the Cleveland constituency to build far deeper 

Aff/liated with /he Cleveland &reau of Jewish Education, the Jewish Ccmmuniry Fe<Jerarion, and lhe Independent Schoo-ls Association of Central Slates 
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communications network while collectively considering the future of Jewish 
education in Cleveland. Presentations and dialogue with very strong thinkers among 
the CIJE staff pushed our own thinking to new creative ends, encouraging us to 
consider carefully the ways in which we translate vision into practice and compare 
our achievements to our goals. 

We are in the process of preparing a full report about our summer experiences 
which we will forward shortly. In the meantime, I want to express my appreciation 
to the Mandel Associated Foundation. As a result of our work this past summer, we 
look forward to strengthening our partnership with the Melton Centre and to building 
an ongoing working relationship with CIJE. 

Copies: Mark Gurvis 
Steve Hoffman 
Ze'ev Mankowitz 
Dan Polster 
Peter Rzepka 

zlyyours, 

Ray Levi 
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July 18, 1994 

Dr. Alan Hoffman 
Director 
CIJE-Oeveland Office 
P. 0. Box 94553 
Cleveland, OH 441"01 

Dear Alan: 

MILWAUKEE JEWlSH FEDERATION 

Both personally and on behalf of the Milwaukee delegation I want to thank you for the 
time and effort you put into organizing the Goats Seminar and for the concern you 
showed to the Milwaukee participants. There were many issues to discuss both before 
and during the seminar. The one thfng I can now say after completing the five days is 
that there is a lot more work to do. 

The Goals Seminar provided a model which we Intend to use for our educational 
institutions and with some adjustments, potentially for other Jewish communal 
organizations as well. As we prepare for the challenges ahead and specifically in the 
p-reparation in our upcoming Vision and Goals Seminar in Milwaukee we will look forward 
to our continuing partnership with the CIJE. 

Again, it was great getting together with you in Jerusalem. I look forward to seeing you 
soon in Milwaukee and in the interim wish you a successful transition to the States. 

Please extend our thanks and appreciation to Gail and Barry as wen. 

Richard H. Meyer 
Executive Vice President 

RHM/il 

P .S. I look forward to picking your brain for some thoughts and suggestions as I 
prepare tor my 3 month sabbatical next summer in Jerusalem. 

1360 N. Prospect Avenlle MilwaukeP., Wisconsin 53202-3094 414-271-8338 FAX 41 4-271-i081 



3075 Chadbourne Rd. 
Sh a ker Hts ., Ohio 44120 

Mr. Morton Mandel 
Chairman, Premier I ndus trial Corp. 
4500 Euc lid Ave. 
Cleveland, Ohio 44 103 

Dear Mort: 

J uly 18, 1994 

I just returned from the CIJE seminar on vision-driven 
institutions in Jerusal em , and I want ed you t o know what an 
extraordinary l earning experience it was for me . For five days, 
morning thro ugh night , our minds were stretched t o the maximum as 
we wrestled wi th both theoretical a n d practical issues. The CIJE 
and Mandel Institute staff and consultants were e xceptional. 

Eac h day, we had the opportunity to meet separately by 
community for 60-90 minutes. As the only lay member from 
Cleveland, I was s t ruck by the fact t hat the discussions of our 
Cleveland de legation were marked by a depth and c andor that would 
not have been possible , at least at the outset, had these meetings 
occ urred at home . This is probably attributed to the makeup of the 
Cleveland gr oup, the ef feet of the overall s eminar upon o ur 
discussions, the catalytic effect of the CIJE staff, and the fact 
that it is difficult to speak other than from the heart when one is 
l ooking at the Old City of Jerusalem. 

Toward the end of the seminar, Ray Levi and I spoke with Alan 
Hoffman about creating a formal relationship between CIJE and Agnon 
Schoo l. I be lieve Agnon is an example of a vision-driven community 
day school which is struggling with t he problem of how to be 
inclusive without being pareve . I bel ieve that Agnon would provide 
a go od case study for CIJE analys i s , and that CIJE could in turn 
assist Agnon in continuing the never-ending process of self
evaluation and improveme nt . We have set up a f ollow- up meeting 
when Alan i s in Cleveland the last week of August. 

I hope that my participat i on c o ntributed in s ome small way to 
the success of the seminar . Thank you again for providing this 
extraordinary experience, and I look forward with anticipation to 
continuing t o work with the t alented men and wome n you hav e 
assemble d at CIJE . 
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MINUTES: 

DATE OF MEETING: 

CIJE STAFF MEETINGS 

August 23-25, 1994 

COPY TO: Roberta Goodman, Richard Shatten, Julie Tammivaara, 
Seymour Fox and Annette Hochstein 

I. Staff -- August 23, 1994 

(AOH, GZO, AG, EG, SHH, BWH, VFL, OP, NR) 

A. This meeting focused on CIJE's involvement in communities as a point of 
departure for discussion of a range of other issues. The meeting opened with 
a presentation by Gail of where we are at present in our relationship with 
communities. She noted the following positive changes in community 
perceptions. 

1. A year ago, the communities perceived themselves as "leading" 
communities (exemplars). They have begun to understand their role as 
laboratories - sites for trying new approaches. 

2. There has been a shift in emphasis to institutional quality, which people 
find easier to understand. It has become evident that we are interested 
in influencing educational institutions, not in homogenizing communities. 

3. The goals seminar, the leadership seminar, and the integrative reports 
have extended the "conversation" to more people and settings within 
the communities. The discussion of personnel issues and the need to 
upgrade has expanded beyond a small number of people in a 
community. 

4. Also during the past year certain questions have arisen: 

a. What is our commitment (time and resources) to the original 
Lead Communities versus the remainder of our agenda? 

b. What is the role of CIJE -- catalyst? ar,chitect? coach? t rainer of 
trainers? consultant? Each of these requires a different 
approach. 

c . Do they understand our expectations of the relationship? "Do 
we live in their consciousness?" 

8. This presentation was followed by extensive discussion. 

It was suggested that as a change agent, CIJE has no single role in the 
communities. We should judge ourselves not by how they perceive us, but by 
what is happening. 
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We have changed our strategies in the communities over the past year, but 
have not made this clear to them. Any community we work in should be a 
laboratory for building the profession and community mobilization. CIJE cannot 
take responsibility for broad-based systemic change. (This topic was discussed 
throughout the meetings.) Put another way, we no longer see our role as fixing 
the lead communities, but as using them to implement our ideas. 

It was suggested that it is important for us to codify the current approach of 
CIJE and to explain it carefully to the steering committee and board. This 
should be done in writing in the coming months. 

There w as discussion about the degree to which CIJE has abandoned the 
concept of systemic change. It was suggested t hat w hile we are no longer 
committed to working across the board in any single community, our ultimate 
goal remains systemic change. As we learn from our work in various 
communities, we envision the outcomes being applicable in many others. The 
time frame for systemic change will be considerably longer than originally 
envisaged and we may have t o deal w ith "systemic change-readiness" in some 
communit ies. We should not abandon the Lead Communities unless we are 
convinced that t hey cannot meet our criteria for change readiness. On the 
other hand, one can also learn considerably from laboratories which don not 
succeed. 

It was suggested that we are discovering t he interrelationship of community 
mobilizat ion with all of our efforts in the communities. Having ideas is not 
sufficient; there needs to be a cadre of qualified people to begin 
implementation. 

II. Staff with MLM 

The discussion of CIJE's relationship to communities continued as MLM joined the 
staff to work on finalizing plans for the Steering Committee meeting scheduled for the 
following day. Discussion focused on the w ork of the four committees of the board. 
Our relationship to communities remained a theme in light of the view that change 
must occur at the local level. It was noted that CIJE has learned in the past year that: 

A. There are three elements which must be present for our work to move ahead 
in a local community: A committed federation executive, an equally committed 
and well-placed lay leader, and a full-time professional devoted to this work. 

B. It is possible to communicate the importance of vision-driven institutions. 
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C. We can develop a diagnostic profile of educational personnel in a community 
and use that as a basis to develop a personnel action plan. 

We have also demonstrated that we are able to work on the continental level (goals 
seminar, leadership institute). We would like now to determine ways to disseminate 
what we hav,e learned to a wider group of communities. 

It was noted that the relationship of CIJE to the three Lead Communit ies has changed 
over the past eight months. We are continuing to work with them to the extent that 
they move our agenda forward, but are in the process of extricat ing ourselves from 
obligations to work with tlhem where our agendas do not overlap.. It was suggested 
that we may not yet have spent enough time in any one community to discover what 
we can learn from them. 

It was suggested that this might be clarified by developing a carefully c rafted 
document outlining our long term goals (e.g., systemic change) and enumerating short
term goals. This must eventually include, in a final iteration, a list of anticipated 
milestones. The CIJE Steering Committee might then be an appropriate group to help 
think through applications of this document. 

The following tour conclusions were outlined from the preceding discussion: 

1. CIJE's ultimate goal is to work towards systemic change of Jewish 
education in North America. 

2. We wish to position CIJE as a continental body with wide lay 
involvement. 

3 . We need a design that is logistically viable as we move forward. 

4. There must be adequate staff capacity to accomplish these goals. 

The group then turned to plans for the Steering Committee meeting scheduled tor the 
following day and to a redesign of the committee structure of the board. It was 
suggested that the Steering Committee be expanded to add a vice-chair for each of the 
four board committees and that the Steering Committee setting be the place where the 
work of the committees takes place. This work would then be revjewed with the full 
committees twice each year. 

It was suggested that consideration be given to expanding the board committees, to 
add lay people who have an interest and whom we wish to "develop. " By building the 
committees, we will be working to mobilize community support. 
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Alan opened the meeting by summarizing the major new thrust which had been 
developed over t he past two days. He indicated that we had moved from a structure 
where committees were the way to engage board members to one where the 
committees will even become "mini-commissions." This w ill involve changing the 
make-up of the board, adding a cadre of people committed to our goals, and working 
to engage them. 

We also developed a new working relatfonship with the Steering Committee. The 
addition of a vice-chair to each working group will provide an opportunity to bring new 
people onto the board. This will be Alan's responsibility over the next several months. 

Our task now is to develop four work plans, one for each committee. This will involve 
a close working relationship of committee staff people with their chairs and vice-chairs. 
Staff should plan to communicate with t heir chairs and vice-chairs every two weeks. 
The first product for discussion with chairs should be a work plan for each committee. 

Discussion returned to the role of CIJE in local communities. It was suggested the 
CIJE will continue to act as a change agent, working with communities that seek our 
help and meet our criteria. Decisions on what to do in a particular community will be 
guided by the potential impact. All other factors being equal, preference will be given 
to our designated laboratory communities. It was suggested that work on the various 
projects of CIJE is often int,erdependent. Work on goals depends on leadership, as 
does the development of a personnel action plan. 

It may now be time to develop an analytic tool as a basis for what has and has not 
worked in the communit ies, and why. This might help to clarify what factors are 
necessary for systemic change in a community. It would allow us an opportunity to 
clarify what we have learned and begin to disseminate it to other communities. 

On the other hand, it was noted that so far we have designed and planned, but done 
very little implementation. Perhaps an important role for CIJE is to help a community 
put in place the factors necessary to move to implementation, and only then evaluate 
our relationship w ith these communities. 

It was suggested that CIJE had begun with some basic assumptions about the process 
of change. Problems with timing, structure, etc., may have interfered with our ability 
to test those assumptions. We chose to start at the federated community level and 
move toward institutions and individuals. As an alternative, we may wish to consider 
the implications of starting from specifics and moving toward the systemic. Above all, 
it is critical to document assumpt ions and conclusions before we make any decisions 
about our relationship to the communities. 



•' 

CIJE Staff Meetings 
August 23-25, 1994 Page 5 

9-19-94 

This discussion concluded with consensus that we should work only in those 
communities where we can implement our plans. We should, for example, have an 
action plan for building the profession and then figure out where we have the best 
chance of succeeding. It was clear that this is not the end of this conversation and 
that it will continue as work proceeds with the development of the four work plans. 
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CIJE Update & Issues 

I. CIJE's involvement in communities 
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IV. Developing lay leadership and telling our story 
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September 9, 1994 

Adam Gamoran 
University of Wisconsin 
2444 Social Science 
Madsion, WI 53706 

Dear Adam: 

for 
!nitiatives 
m E
Council 

Jewish 
Education 

I am delighted to let you know that on the evening preceding our October 6 board 
meeting, we have arranged a private seminar for CIJE board members and invited 
guests with Dr. Terrence Deal, Professor of Education and Human Development at 
Vanderbilt University and Co-director of the National Center for Educational 
Leadership (NCEL). Dr. Deal, who was previously on the facult ies of Harvard 
University Graduate School of Education and Stanford University, is internationally 
acclaimed for his expertise in organizational leadership and change in both business 
and educational settings. Among his influential w ritings are "Corporate Cultures" 
and "The Leadership Paradox: Balancing Logic and Artistry in Schools," co
authored with Kent Peterson. 

Dr. Deal' s w ork has important implications for CIJE as a catalyst for systemic 
change in Jewish education. We w ill have a unique opportunity to explore those 
implications after Dr. Deal's presentation. We have scheduled a dinner meeting of 
the executive committee to precede the seminar with Dr. Deal. The dinner will 
take place at 6 :00 p.m ., followed by the seminar at 8:00 p.m. on Wednesday. 
October 5, at UJA/Federation of Jewish Philanthropies of New York, 130 East 
59th St., New York. I look forward t o seeing you that evening. 

You w ill recall that w e also have a steering committee meeting scheduled for 
Wednesday, October 5, 10:00 a.m. to 4:00 o.m. at JCCA/CIJE, 15 East 26th 
Street, New York. 

Our board meeting promises to be both important and provocative. It will take 
place on Thursday, October 6, 9:30 a.m. - 3:00 o.m .• also at UJA/Federation. 

I want to give you a preview of some of CIJE's exciting current work: 

The CIJE Personnel Report: In advance of their formal presentation at the CJF 
General Assembly in November, Dr. Adam Gamoran, Professor of Sociology at the 
University of Wisconsin, and Dr . Ellen Goldring, Associate Dean of Peabody College 
of Education at Vanderbilt University, w ill provide the centerpiece presentation of 
this board meeting. Ors. Gamoran and Goldring are Directors of the CIJE 
Monitoring, Evaluation, and Feedback Project. Their findings, the result of two 
years of field research in our laboratory communities, w ill be central for other 
communit ies in creating their ow n personnel action plans. The data is equally 
important for national organizations w ith a Jewish educational mission. 

P.O. Box 94553. Cleveland, Ohio 44101 • Phone:(216) 391-1852 • Fax, (216) 391-5430 
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In undertaking this research, as recommended by the Commission on Jewish Education in 
North America, CIJE's goal is to provide the hard data that will allow thoughtful planning for 
building the profession of Jewish educators -- a central thrust of the CIJE mission. The first 
data we will release has profound implications for the areas of pre- and in-service training. 
Although some of these statistics about the teachers' degree of formal training and Jewish 
background correspond to what we may have suspected anecdotally, there are also several 
surprises that question widely-held assumptions on which past policy has been based. We 
believe that with the completion of the final report in 1995,. other communities should be able 
to replicate this research method, extrapolate from their conclusions, and begin to address the 
personnel needs of Jewish education in a meaningful way. 

As this research is released, we expect to keep you informed through a series of CIJE Policy 
Briefs, the first of which will be issued at the GA and previewed for you at October's meeting. 

The Goals Project: This ground-breaking initiative resulted last July in the CIJE-sponsored 
Goals Seminar, held in Jerusalem for lay and professional representatives from seven North 
American communities. Guided by Dr. Daniel Pekarsky, Professor of Philosophy of Education 
at the University of Wisconsin, the seminar was a pioneering effort in "creating vision-driven 
institutions and communities" for Jewish settings across the United States. This project is 
based on the results of extensive studies of reform in general education, which have shown 
that those institutions with a compelling and pervasive vision are most successful in 
transforming the quality of education in their settings. The Goals Seminar and its follow-up 
continentally will, we expect, contribute a new dimension to our understanding of how change 
takes place. 

The CIJE-Harvard Leadership Institute: To be held at the end of October, this intensive 
seminar will be attended by close to 40 principals from our laboratory communities. The 
institute is the first in North America to bring together the expertise of Harvard University's 
Principals' Center with outstanding Jewish scholars and educators to focus on issues of senior 
educational leadership across denominations, institutions, and communities. Its purpose is 
to develop and implement effective leadership in schools by empowering principals, and, 
through them, teachers and parents in the transformation of Jewish education. Like the Goats 
Project, the CIJE-Harvard Leadership Institute represents our commitment to systemic change 
within communities across the country. 

We will soon be sending you advance materials as background for the meeting. In the 
meanwhile, please complete and return the enclosed reply form indicating your attendance 
plans. 

With best wishes for a Shana Tova, 

Morton L. Mandel 
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August 24, 1994 DATE OF MEETING: 
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PRESENT: Morton Mandel (Chair), John Colman, Gail Dorph 
Stephen Hoffman, Alan Hoffmann, Barry Holtz, 
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I. Introduction , 

The chair welcomed committee members and reviewed the agenda for the day. 

A. Building Senior Personnel 

It was reported that the Mandel Institute has begun an analysis of senior 
Jewish educators in the Diaspora, looking at a pyramid which contains both 
numbers and qualifications. Consideration is being given to the development 
of a training center in Jerusalem for leaders among Jewish education 
professionals. This would be consistent with the Mandel Institute' s view that 
developing a core of effective leaders is the critical first step to upgrading the 
field as a whole. 

In the discussion that followed, it was suggested that a program to train the 
most senior educators for Jewish education in North America might best be 
accomplished if there were a parallel training center in North America which 
included an Israeli component. Committee members were reminded that an 
educational experience in Israel has the power to transform. 

It was suggested that CIJE might serve as a bridge between an Israeli center 
and various North American institutions. This topic is under consideration by a 
small team of consultants to CIJE. 

B. CJF/CIJE/JESNA Relationship 

Steering Committee members were reminded that the leadership of CIJE and 
CJF have had several conversations about the North American Commission on 
Jewish Identity and Continuity which was convened by CJF in November, 
1993. Consideration is currently being given to establishing a CJF standing 
committee on Jewish education and Jewish continuity. The principal role of 
this committee· would be to help to develop community support for Jewish 
education. 
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II. 

lfll. 

In parallel, CIJE and JESNA have begun a process to inform and coordinate 
their mutual activities. Jon Woocher has been invited to join the CIJE Steering 
Committee and a joint meeting of the core staffs of the organizations will take 
place in September. 

Conversations will continue on the establishment of this committee. The 
Steering Committee will be kept informed of progress. 

Committee Structure: Method of Operation 

The chair introduced this discussion, noting that this was an appropriate 
opportunity to reconsider the decision for CIJE to operate through the committee 
process. He noted the logistical difficulties of getting diverse committees together 
between board meetings, issues of overlap of agenda among the committees, and 
t he limited communication which the current structure has afforded between 
committee chair s and their staff. 

It was suggested t hat a variation on the committee structure be considered. Each 
committee would have a small working team to include the chair, a vice chair, and 
a staff person to establish a work plan and set priorities. Each working team would 
bring its recommendations to the full Steering Committee for discussion and 
revision. This small working team would then work with its larger committee 
through written communications between board meetings, using board meetings for 
progress reports and an exchange of information. 

Following this scenario, the morning of each Steering Committee meeting would be 
an opportunity for the work ing teams to meet. Each would present the outcomes 
of its discussion to the full Steering Committee for further discussion. Steering 
Commiittee members were reminded that we are still implementing the 
recommendations of A Time to Act and working to become catalysts for change, 
involving as many partners as is appropriate. 

The Steering Committee agreed with this formulation of t he approach to committee 
work and proceeded to break into small groups for a first attempt. 

Committee Reports 

A . Building the Profession Committee 

Gail Dorph reported that the discussion of this group began with focus on the 
importance of "thinking big and starting small." 

1. The committee's goal is to develop a total vision for building the 
profession. The committee must identify venues (Where does it happen?), 
arenas (recruitment, retention, professional development, building positive 
perceptions), and audiences (Whom do we target?). 
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2.. The committee proposes to establish a senior policy advisory group of top 
people in the field w ho can guide our work, and to establish a CIJE 
personnel action plan. 

3. As planning proceeds, the committee will target a small group of top 
people in the field both nationally and globally who can help us to plan and 
implement. The focus will be on senior personnel. We w ill work in up to 
six communities to help implement a personnel action plan. 

Discussion focused primarily on the development and implementation of a 
personnel action plan. It was suggested that CIJE develop a "generic" 
personnel action plan which could then be tailored to a specific community. 
CIJE would be available to help a community determine how to fund and staff 
implementation, but the specifics w ould be up to each individual community. 

It was also noted that the identificat ion of a cadre of senior personnel to work 
w ith CIJE is an important step in this plan. A caution was raised about the 
small number of such people available and the importance of recru~ting good 
new people t o t he field. 

B. Community Mobilization 

Chuck Ratner reported that, having selected the Lead Communities, it is now 
the task of t his committee to mobilize communit y support for Jewish education 
on both the local and continental levels. He defined community mobilization as 
encompassing both the lay and senior professional communities. 

One aspect of this is a marketing t ask. Our products include the Goals Project, 
Best Practices, the Educators Surveys, the Monitoring, Evaluation and 
Feedback w ork, and our work in the Lead Communit ies, where we hope to 
demonstrate the possibility of achieving transformation. 

Another goal of this committee is for the CIJE vocabulary and ideas to become 
a central part of the national! scene. This can be done by telling the story of 
CIJE to a wide range of constituencies. Issues include determining the 
populations we wish to reach and deciding how to identify and reach 
leadership. Issues for further consideration include the clarification of CIJE's 
relationship to the Lead Communities and how we intend to expand to a wider 
range of communities. 

In the discussion that followed, it was noted that in the original 
conceptualization, CIJE would work with each of the three Lead Communities 
0111 every aspect of the CIJE agenda. This has evolved to where the Lead 
Communities are among those laboratories from which CIJE can select the 
appropriate site for the implementation of a particular approach. CIJE will 
continue to develop additional laboratory sites, as appropriate. 
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It was suggested that the work of the four committees is interdependent and 
that a community might not be able to implement a p,ersonnel action plan, for 
example, without help in community mobilization. In fact, each of the 
communities in which we are working would benefit from our support in 
community mobilization. It was noted that this is a constantly spiralling 
process and that demonstration of success in any one area will serve to 
mobilize community support for further work. 

C. Content and Program 

John Colman reported that the committee had discussed three issues. 

1. Role of the small committee - In the case of content and program, CIJE 
has developed a wealth of opportunities. It is not clear that this small 
committee should decide between Goals programs and Best Practices 
efforts, for example. It may be that the full Steering Committee or the 
entire Content and Program Committee should be involved in this sort of 
prioritization, if and when it is necessary. 

2.. Communication - The working team needs a way to communicate with the 
full Content and Program Committee in order that members are aware of 
the critical issues facing the committee. 

3. Process issues - The group needs a way to define issues and make 
decisions. Its first task is to develop an agenda and define issues for 
review by the committee at the October board meeting. 

In discussion, it was suggested that at the board meeting, each committee 
review what has occurred w ithin its realm over the past six months and 
describe what it proposes to do in the coming six months. The rofe of the full 
committees will be to provide input, reacting to presentations at the meetings. 

D. Research and Evaluation 

Ester Leah Ritz noted that an important issue for this committee is the fact that 
it has only part-time staff working in this area, thus limiting staff capacity. 
She noted the need to distinguish between the ongoirng activities of the 
Monitoring, Evaluation and Feedback project and efforts needed to, conduct 
basic research and expand the data base. When research programs are 
undertaken, they should look at systems. Monitoring, on the other hand, looks 
at programs. The goal of the committee is to help communities develop their 
own means of conducting monitoring. 
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It has been prOiPOSed that a report be made at the GA in November on the 
implications of the personnel studies in the three Lead Communit ies for 
personnel and community mobilization on a continental level. This requires 
further discussion and planning. 

When it becomes appropriate to move beyond the local and institutional 
approach to a discussion of building a research capacit y, it will be necessary to 
find people to help w ith the design and to identify foundations willing to 
provide support. 

A work plan for the coming year is in draft form and was to be reviewed and 
clarified by an advisory committee later in the week. 

In discussion, it was noted that the Monitoring, Evaluation and Feedback 
activity which has been undertaken is the most extensive work on research in 
Jewish education in North America at present. It was suggested that with 
greater community mobilization will come the identification of potential 
supporters of future projects in research. 

E. Summary 

In summarizing this exercise, the chair noted that each subcommittee should 
plan to present a work plan at the next Steering Committee meeting. Alan 

Assignment Hoffmann will work with committees on identifying vice-chairs to participate in 
fut ure deliberations. 

IV. The Goals Seminar and the Goals Project 

Daniel IPekarsky reported on the elaborate joint planning process with the Mandel 
Institute in Jerusalem that led to t he Goals Seminar which took place in Jerusalem 
in July. Participants included representatives of six communities and the national 
training institutions, as well as others who served as resources. He reported that 
the atmosphere of the seminar was very positive and encouraged rich discussions. 
Community participants were provided opportunities to work in their community 
groups to develop plans of action. Among the issues that surfaced during the 
seminar were the following: 

A . What is the role of leadership in the deve!opment of a vision driven institution? 
Does it require a charismatic leader, or can it be undertaken by "ordinary 
people?" 

B. A tension was identified between the desire to clarify an institution's visions 
and goals and wanting to encompass the broadest possible range of 
constituents. 
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V. 

C. The establishment of an institution around a clear vision provides one sort of 
challenge, but it is probably even more challenging to clarify the vision in an 
already operating institution. 

D. There may also be tensions between the establishment of individual 
institutional visions and an overall community vision. 

At the conclusion of the seminar there was a sense of excitement around 
moving forward with the concept of vision-driven institutions. Participating 
communities were encouraged to bring together local educators to participate 
in local seminars on "vision drivenness" and to think seriously about moving 
forward in this area. CIJE plans to work with local coaches who can continue 
the work with local institutions. 

Following these introductory remarks, Daniel introduced Ray Levi, Dan Polster, 
and Mark Gurvis, three of the people from Cleveland who had participated in 
the Goals Seminar. Each of the three spoke eloquently about the value of the 
seminar, to an individual institution (in the case of Ray and Dan, both of Agnon 
School) and as it impacted on the community (in Mark's case). They spoke of 
the value of attending a seminar in Jerusalem, with the accompanying 
atmosphere and experts, of the importance of bringing people from different 
communities together, and of the benefit of the range of perspectives 
represented among participants. They are looking to CIJE for guidance on how 
to move forward. 

Review Board Meeting Agenda 

Steering Committee members were reminded of the following schedule for the 
meetings of October 5-6. 

October 5 

1 O:OOam - 4:00pm 
6:00pm - 7:30pm 
8:00pm - 9:30pm 

October 6 

9:30am - 3:00pm 

Steering Committee Meeting 
Executive Committee Meeting and Dinner 
Program on Leadership in Education for full board and 
guests (Terrence Deal on conceptions of leadership in 
general education; possibly David Hartman on leadership in 
Jewish education) 

Board Meeting 

VI. Calendar 

A calendar of scheduled meetings for 1995 was reviewed. A copy is attached. 
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D ACTIVE PROJECTS 

D RAW MATERIAL 

D FUNCTIONAL SCHEDULE 

FUNCTION 

SUBJECT /OBJECTIVE 

ORIGINATOR/PROJECT LEADER 

NO. DESCRIPTION PRIORllY 

1. Redraft total vision for review by Steering Committee 

2. Draft a statement outlining CIJE's thinking on the role of community 
vision in encouraging individual institutions to be driven by vision. 

3. Review literature on complex community change and identify 
material that would be useful to Steering Committee. 

4. Work with committees on identifying vice-chairs. 

5. Develop a communications program: internal; with our Board 
and advisors; with the broader community. 

CIJE 14 5/94 

CIJE STEERING COMMITTEE 

ASSIGNMENTS 

VFL DATE 8/24/94 
ASSIGNED DATE 

TO ASSIGNMT DUE DATE 
(INITIALS) STARTED 

BWH 4/20/94 9/15/94 

DP 4/20/94 9/15/94 

RAS 3/15/94 9/15/94 

ADH 8/24/94 12/31/94 

NA 9/21/93 TBD 
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1. Steering Committee N.Y. 
10:00 AM· ◄:00 PM 10/5 

2. Executive Committee 
6:00 • 7:30 PM 

3. Board of Directors 
8:00-9:30 PM; 10:00 AM • 3:001 PM 

4. Sub-Committees: 

A. Personnel Committee 

8 . Community Development 

C. ContenVProgram 

D. Research/Monitoring 

N.Y. 
10/5 

N.Y. 
10/5-6 

N.Y. 
1016 

N.Y. 
10/6 

N.Y. 
10/6 

N.Y. 
10/6 
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11/1 
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11/1-2 
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N.Y. 
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N.Y. 
11 /2 

N.Y. 
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MEMORANDUM 

Board Members and Invited Guests 

Alan D. Hoffmann, Executive Director 

September 26, 1994 

for 
Jnitiatives 
m E
Council 

Jewish 
Education 

I am pleased to send you readings of particular relevance to our October 6 board 
meeting. The major theme of the meeting is t he issue of personnel for Jewish 
education. 

Drs. Adam Gamoran and Ellen Goldring will present a preliminary report of their study 
on personnel at the meeting. Attached is a letter to you from the chair of your 
committee indicating how your board committee meeting will consider this 
presentation. 

A central strategy of the CIJE approach to the personnel crisis is to focus on the 
training of senior educators. As you know, Dr. Terrence Deal will discuss educational 
leadership at a seminar for our board members and invited guests on the evening of 
October 5. We will then have the opportunity to respond to his presentation from a 
Jewish perspective. The enclosed essay by Dr. Deal is a stimulating reexamination 
of the place of leadership and vision in American business and education. 

The CIJE-Harvard Leadership Institute, "Building a Community of Leaders: Creating 
a Shared Vision," will take place from October 30 to Novembe·r 3. Fifty principals 
from Jewish communities across the country will attend this seminar on educ·ational 
leadership. In this mailing is a brochure outlining the institute's goals and curriculum, 
as well as a list of presenters. Professors Isadore Twersky of Harvard University and 
Arthur Green of Brandeis University will lead study sessions on Jewish texts about 
leadership. 

I am also including a summary report by Dr. Daniel Pekarsky on the Goals Seminar 
held in Jerusalem in July. Within the report, Dr. Pekarsky' s definition of a " vision
driven institution," as well as Dr. Michael Rosenak' s set of five assumptions that 
diverse Jews and Jewish institutions continue to share, speak to all of us with a 
stake in North American Jewish education and communal life. 

Finally, I have enclosed two published essays by Dr. Barry Holtz that set forth 
important challenges within CIJE's multi-year Best Practices Project. 

May this New Year be one of peace and health for all. 
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DRAFT 
Not t o be reproduced or quoted 

Leaders or Managers: Which Do We Need Most? 
Terrence E. Deal 

Vanderbilt University 

In normal times, people look to managers for predictable, 

smooth-running, cost effective operations. Managers help to 

supply the clarity, certainly, and efficiency required to get the 

job done right. In times of crisis, however, good management is 

not enough. People now turn to leaders for direction, confidence 

and hope. Leaders encourage long- range visions, spirit, and 

cohesion when no one is sure about what the right job real1y is 

anymore. Leadership takes us backward or ahead. to rediscover or 

discover why ou~ organization exists, what it stands for, and 

where it might be headed. 

As external circumstances shift and sway, organizations 

teeter -totter between their need for management or leadership. 

The issue is not which is better, but rather what balance is best 

in view of contemporary challenges. 

Several years ago, a national. commission formal.ly announced 

a time of crisis for the American system of education. The 

severity of the crisis was compared to war. Since then, a series 

of panels and commissions have reinforced the perception that our 

nation's schools are in trouble. If the present situation is 

troublesome, future challenges and reforms loom as even more 

awesome . We have never been particularly successful in reshaping 
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schools. New struc tures , improved curricula, less money , and 

more diversity create even more formidable new administrative 

obstacl es to overcome, coupled with dimi nished faith that our 

nation's schools can ever be as good as they once were--or at 

least competitive with schools abroad--these problems set an 

ambitious agenda for the 1990 1 s. Boom or bust will h i nge on how 

well teachers, principals, superintendents, and others respond . 

"All this requires more than knowledge. It r equi res 

leadership; not ordinary leadership but astute leader

ship. Most centrally, it requires effective leadership 

for the educational program. More than ever, principal s 

[and others] are expected by the general public to 

ensure effective instruction." (National Commission f or 

Principals, 1990, p. 11) 

It is important to recognize that this new ca ll for 

leadership i s not confined to education. Businesses, hospitals , 

armies and reli gious orders have also begun to real i ze that sound 

management a l one will not be sufficient to respond to the 

organizational challenges of the 1990 1 s . Age old questions ab6ut 

leader ship are being reconsidered . What is it? How is 

leadership different from management? Can leadership be 

encouraged and, if so, how? Drawing upon research sponsored by 

the National Center for Educational Leadership , this article 

reexamines the concept of leadership and suggests some directives 
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for preparing educational leaders equal to the issues that lie 

ahead . 

The Essence. of Leadership 

Volumes of l i terature, written over the decades, reinforce 

leadership as a crucial ingredient in collective endeavors. But 

despite all the attention the true essence of leadership remains 

mysteriously elusive . Are leaders exceptionally decisive , or do 

they possess personal attributes that make others more willing to 

accept thei.r influence? Do leaders make a difference, or do 

unique circumstances create leaders ? Is l eadership an activity 

of one individual that directs followers, or i s leadership a 

process in which several people at all levels influence a group's 

destiny? 

Modern conceptions prefer to view leadership as a compl ex 

interaction among members of an organization, in which context 

rather than position usually determines whom will take the lead. 

Despite the complexity, it is possible to distil l some essential 

attributes of leadership irrespective of whom is at the helm. · 

While personal behavioral attributes are often the focal point, 

there are patterns in how leaders think about or define 

situations that shape and interpret leadership actions. 
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Bolman and Deal (1991) have synthesized the organizations 

literature into four distinct categories, or frames, each 

emphasi zing a different aspect of cooperative ventures. A human 

resource frame, viewing an organization as an extended falll.ily , 

attends mainly to the critical link between formal goals or roles 

and individual needs. The structural frame reverses the emphasis 

on individu,als, refocusing on how an organization allocates 

responsibilities to well defined positions, coordinated by 

authority and policy and directed t oward specific goals and 

objectives . Thi s approach, favoring rationali~y and production 

over caring and t rust, treats the organization more as a factory 

than a fami ly. 

outside the formall y drawn boundaries of authori t y and 

rationality, every organization houses interest groups that 

marshall power to compete for scarce resources. Realisticall y, 

these special interests often have a more profound effect on 

behavior than goals, rules, or legitimate commands . This i magery 

treats organizations as jungles, where coalitions and conflict 

create a constant s truggle for survival and ascendancy. 

A final frame views organizations as tribal theater, playing 

to audiences within and outside formal boundaries. Expressive, 

rather instrumental, concerns define what an organization means 

and dictate how it must appear in order to be recognized, 

appreciated, and supported. Needs, goals, and power are seen as 
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less important than symbol s and symbolic activity in predicting 

what will happen or in defini ng what collective life means . 

cultural forms such as value, rituals, heroes/ines, legends , 

myths, ceremonies, and stories create a meaningful enterprise 

where cohesion, commitment, and confidence are more important 

tban caring, costs, or competition. 

The fo,ur frames illuminate different needs that must be 

addressed for a healthy, productive organization. Each frame 

also define.s a different administrative orientation. Frames are 

lenses or filters that administrators rely on in determining what 

is going on and how they will respond in a given s ituation. 

(Bolman and Deal, 1991). Administrators who prefer a human 

resource orientation emphasize their role as servant or catalyst , 

responding to or challenging individual needs and motivations. 

Structurally orient~d administrators emphasize their role as 

social architects , creating a formal arrangement o f roles and 

relationships that top the full r ange of human potential and 

focus attenti on on achieving goals and objectives. The political 

side of an organization keeps the administ rat or at tuned to 

special interests, power alignments, and shiftin,g issues. He 6r 

she spends considerable time building coalitions around an agenda 

and negotiating agreements among competing and conflicting 

individuals or groups. Here the administrator's role is that of 

an advocate or statesperson. Symbolic admini strators emphasize 

the importance of vision, values, and virtue and assume a role of 
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prophet or poet . The chief a i m is to articulate a shared, almost 

spiritual col lective quest. Orama becomes a way of life in which 

the administrator orchestrates and plays a role in everyday 

theater. 

Recent studies of administrators i n business, higher 

education, and schools suggest that most operate primarily from 

either a structural or human resource orientation (Bolman and 

Deal, 1990). In other words, a majority of administrators are 

most comfortable in their human relations or authority roles. 

What are the consequences of these patterns of thinking and 

behav ior? Both t he structural and human resource orientations 

are linked significantly to these administrators' effectiveness 

as managers as perceived by subordinates. While a political 

orientation appears also to be important to one's effectiveness 

as a manager, the other two frames or orientations appear to play 

a more significant role. When effectiveness as a leader is 

judged by subordinates, the pattern almost reverses. Now 

symbolic and political orientations play a much more domi nant 

role. Attention t o s ymbols, i n pa.rticular, appears to be a very 

significant factor in effective leadership. While concerns for 

people and structure are an important part of effective 

management, the true essence of leadership appears to be 

predominantly poli tical and symbolic . Leaders operate more as 

negotiators and poets than as servants, catalysts, or social 

archi tects. In times of cri sis, especially, effective leaders 
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barter and build coalitions, shape and reshape symbolic forms 

th,at infuse a organization with purpose and meaning . 

Implications f or Leadership Development 

To the extent that these preliminary findi ngs have general 

ap:plication, we need to rethink and probably overhaul the way we 

prepare educational administrators. For the most part, such 

training is managerial. The typical pre-service curriculum is 

laced heavily with technical subjects such as law, finance , and 

management techniques . secondary attention is given to 

interpersonal and group dynamics, drawing heavily on social 

science research guided mainly by high rational methodol ogies. 

As in business, most educational administrators are trained as 

managers, n,ot as l eaders. In business, for example, estimates 

claim that ninety percent of what future business administrators 

receive is management training. For many budding educational 

administrators the percentage is probably even higher. Not that 

management training is unimportant, but at a time when most 

constituencies are calling for more leadership in education, our 

efforts to prepare such people are probably barking up the wrong 

tree. 

What is the alternative? A look to innovative business and 

health care organizations s uggest some possibilities. In a study 
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of successful general managers in the business world, for 

example, Kotter (1982) finds that these top-performers were given 

very early in their careers, challenging assignments across a 

wide variety of functi ons within the same company. They learned 

leade r s hip lessons from their experience (failures more than 

successes), and from mentors (poor examples as well as good 

ones). They developed a well-grounded, global sense of the 

business, i n relation both to cust omers and to the society at 

large. These results s upport a long-standi ng wi sdom that 

leadership is learned best from the school of hard knocks . 

Other businesses believe that leadership can be encouraged 

through forward-looking development programs. The curric ulum of 

American Medical International's {AMI) Corporation College for 

example, include philosophy, the psychology of color, the game of 

tennis , museum curatorship, visionary leadership, and sY1Jlboli sm. 

AMI believed that the ethical, aesthetic, and liberal arts could 

make the best contribution to the company's leadership capi tal . 

There are other examples of innovative appr oaches to 

leadership development , all suggesting a radical shift in how we 

might style education's future leadership pool. If leaders learn 

best from experience, then we need to provide challenging 

assignments early in administrative careers. Internships and 

practica as currently designed, typically offer little e l se than 

hands-on cha.nces to master bureaucratic and administrative 
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minutiae. Rarely are up and coming candidates given s i gnificant 

responsibi lity so they can feel the awesome weight of being in 

charge, learn to give and take with political forces, and come to 

know where symbolic opportuniti es to influence events lie in the 

midst of the ambiguity and -complexity of everyday life. 

Mentoring novice principals (or those in other first-time l ine 

positions) is probably more effective and also more rewardi ng to 

seasoned veterans than trying to make work for part-time i nterns 

or practicum participants. 

Once young administrators have tested the limits and 

liabilities (as well as the promises) of being in charge, then 

they should be ready for formal. opportunities to r efl ect on their 

experiences. But the content and emphasis of their education 

shoul.d be shifted from technical training and the traditional 

social sciences s teeped heavily in the scientific method t o 

incorporate a thorough grounding in political strategy, 

anthropology, history, literature, phil.osophy, poetry, art, 

music, and the humani ties. In addition, the process of learning 

would need to move from lecture and recall to case studies , 

films, simulations and other approaches designed to distill 

wisdom from practice. By bouncing their personal experiences 

against collective experience and the wi sdom of the ages, 

aspiring young administrators shou ld develop sel f-knowledge, a 

deep understanding of the political and symbolic aspects of the 

context in which they will work, and a broad understanding of the 

9 



past, present, and future social and economic forces that have 

and will shape their institutions over time. 

If we were to take seriously these general guidelines, it 

would require a complete transformation of most administrative 

preparation programs as they now exist. How all this would 

happen -- or whether it even could -- is unclear . But in trying 

to reshape administrative preparation programs to focus on the 

political and symbolic aspects of administrative work, perhaps 

instructors of higher education could themselves take a 

leadership role . It is hard to prepare future leaders in 

contexts which are often poorly managed, overly-rational and 

underled. 

In trying to reshape leadership development programs, 

however, it is important not to lose sight of management training 

or the development of managerial skills. But at this juncture in 

American education it is probably more :ilDportant to have some 

creative leaders who are willing to take risks and even fail, 

than to continue to over-rely on managers who keep trying -

without success -- to make a jungle or theater work like a family 

or factory. 
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Understanding EffectJve Leadership 
What distinguishes an effective leader? Leaders are 
able to draw on the strengths of others while exert
ing their influence to achieve success. School coun
cils, experienced faculty, concerned parents, and 
curious students are part of the challenge to leader
ship. Participants will: 
•develop effective communkation skills to estab
lish trusting relationships with key stakeholders; 
• refine group leadership skills to develop a shared 
vision; 
• explore the role of values in the development of 
leadership. 

■ 
Developing Case Stories 

in Educational Leadership 
A Case Story is both an oral and written description 
of a real Ule, leadership situation. The participants 
of this Institute will have the opportunity to share 
personal leadersh1p practices and dilemmas facing 
Jewish educational leaders by blending aspects of 
the case study method with the tradition, artistry, 
and imagination of story-telling. The goal is to help 
school leaders become more involved in their own 
and others' learning by developing problem solv
ing and analysis skills, thus thinking more critically 
and systematically about their values and purposes. 
Participants will: 
•write a one-page case story with coaching and 
feedback from workshop leaders and colleagues; 
•share Case Stories with one another; 
•engage in discussion to gain a deeper understand
ing of their leadership practices and those of oth
ers. 

■ 
Creating a Vision 

Developing ways to foster the elements of teach
ers' and principals' personal visions is at the heart 
of school improvement. A person's vision provides 
a framework within which we can make use of the 



many prescriptions and conceptions of others. In this 
session participants will: 
• learn how to involve others in creating a school vi
sion; 
•discuss how principals share their vision with the 
school community; 
•design an implementation process for your school. 

■ 
Becoming a Community of Leaders 

A school can fulfill no higher purpose than to teach 
all its members that they can make what they believe 
in happen and to encourage them to contribute to and 
benefit from the leadership of others. Each school 
faces the task of constructing an effective educational 
and intellectual community around a unique set of 
issues and individuals. What is needed is leadership 
from within, from parents, teachers, principals and 
students. Participants will: 
•engage in conversation on how to relinquish author
ity to others; 
•explore how independence, interdependence, and 
collegiality contribute to the school community; 
•prepare to transform a school into a community of 
leaders. 

■ 
Establishing Effective 

Communication Strategies 
Principals no longer work alone. The principal may 
now have a board of directors, a community board, 
and a lay board. Disparate individuals come together 
to advise and direct school curriculum, pedagogy, and 
phllosophkal concepts. The principal's role is one of 
instructional leader, consultant, facilitator, and admin
istrator. In this session participants will learn how to: 
• lead consensus building activities; 
• get the most from a board; 
•create win-win situations. 



Engaging Teachers in the Decision 
Making Process 

Teacher participation is said to help build com
mitment, enhance collaboration, and ensure that 
the best information is available for making good 
decisions in schools. However, participation can 
be time consuming and may put a damper on 
change. Not all teachers want to participate in 
making decisions that go beyond their own class
rooms. After exploring the pros and cons of par
ticipation this session will: 
• examine how principals can structure teacher 
participation to make it most beneficial for the 
whole school; 
• explore the costs and benefits of teacher partici
pation in dedsion making; 
•brainstorm about how ideas developed in other 
settings can be applied to Jewish schools. 

■ 
Building Teams Through 
Experiential Education 

It is difficult to learn anything without having the 
opportunity to practice it, whether it be a skill, a 
behavior, or a point of view. This active session 
consisting of group problem solving and initiative 
exercises facilitated by staff from the Harvard 
Outward Bound Project will allow participants to 
practice what they have been discussing at the In
stitute thus far. Participants will: 
• engage in smaU group activities which demand 
only a willingness to participate and share per
spectives; 
•explore trust and stylistic aspects of group lead
ership; 
• participate in team building activities. 



The Principals' Center 

The Principals' Center at the Harvard Gradu
ate School of Education was founded on the 
belief that school principals do indeed make 
a profound difference in their schools. Since 
1981, the Center has encouraged and sup
ported reflective practice. The Center is an 
international membership organization of 
over 600 principals. Approximately half of 
the members are from outside of Massachu
setts. School principals are invited to teach, 
share information, and help plan and imple
ment their own professional development 
opportunities. The Center creates an annual 
professional development calendar for school 
leaders by bringing together Harvard faculty, 
school consultants, and Center staff to present 
the most current information available to 
educators. 

■ 

Council for Initiatives in Jewish Education 

Launched in 1990, the Council for Initiatives 
in Jewish Education (CIJE) is an independent 
organization dedicated to the revitalization of 
Jewish education across North America 
through comprehensive, systemic reform. 
Through strategic planning and the manage
ment of change, CIJE initiates reform by work
ing in partnership with individual communi
ties, local federations, continental organiza
tions, denominational movements, founda
tions, and educational institutions. ClJE fo
cuses on critical educational issues which will 
ultimately impact on the future of Jewish life, 
for Jewish education is a cornerstone of mean
ingful Jewish continuity. 



Richard Ackerman Is a faculty member at the Uni
versity of Massachusetts Lowell College of Education, 
Lecturer on Education at the Harvard Graduate School 
of Education, and co-director of the International Net
work of Principals' Centers. 

Roland Barth is the founding director of the Princi
pals' Center. Currently he is an international consult
ant for principals and school districts. 

Chuck Christensen, faculty member at the Univer
sity of Massachusetts Lowell College of Education, 
consults extensively to school districts and leadership 
academies in areas such as school improvement, stra
tegic planning, and leadership development. 

Terry Deal Is a professor of education and human 
development at Peabody College of Vanderbilt Uni
versity. He teaches courses in Organizational Theory 
and Behavior, Symbolism, and Leadership. 

William A. Firestone is Professor of Educational Ad
ministration and Senior Research Fellow in the Con
sortium for Policy Research in Education al Rutgers 
University. He is interested in how school organiza
tion affects teachers daily lives. 

Ellen 8. Goldring is a professor of educational lead
ership at Peabody College of Vanderbilt University 
whose research focuses on the ways increased paren
tal involvement impacts leadership in schools. 

Sharon F. Rallis is the Program Director of the De
signing Schools for Enhanced Leaming Initiative of 
the Regional Laboratory. She coordinates a school 
transformation network of more than 50 schools in 
the Northeast. 

Steve Truitt is Director of Harvard Outward Bound, 
an academic and school reform project that uses di
rect and community experience as an educational 
pedagogy. 
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Dear Adam, 
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At our board meeting this month, we were able to present the first results of the 
extensive research CIJE has undertaken in examining the personnel of Jewish 
education. I am delighted to enclose two recent articles that represent-on both the 
communal and continental level-the commitment of visionary leaders to the goal of 
building t he profession of Jewish education in North America. 

Under the direction of our board member Daniel Bader, t he Helen Bader Foundation 
has awarded $500,000 over the next five years to the Milwaukee's Lead 
Community Initiatives. Such a gift exemplifies the Commission' s conclusion in 
1 990: The revitalization of Jewish education within communities w ill depend on far
sighted leaders who can provide both t he impetus and the resources to make 
change. 

The announcement last week of a $15 million gift by William Davidson of Detroit to 
establish a graduate school of education at The Jewish Theological Seminary is a 
tribute t o t he leadership of Seminary Chancellor lsmar Schorsch and Chairman of the 
Board Gershon Kekst, members of the CIJE board who have been strong advocates 
of the need to redress the crisis in senior personnel within Jewish education. 

I believe this is the beginning of an increasing understanding by both policy makers 
and lay leaders that reform in Jewish education begins with personnel. As we 
learned from our findings, the background of our teachers is not complete in either 
Judaica or pedagogy, and yet their devotion to their profession is high. Investment 
in our educators will yield rich rewards for the entire North American community. 

At the GA in Denver, CIJE consultants Professor Adam Gamoran and Professor Ellen 
Goldring will present the key initial findings of the CIJE personnel study. We are 
most fortunate that Amnon Rubinstein, Israel's Minister of Education, will address 
the forum on the topic of forging a new educational partnership between Israel and 
the diaspora. 
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I want to take this opportunity to inform you of a CIJE invitational breakfast at the GA, to be 
held on Friday, November 18, at 7 a.m. Our board and committee members as well as 
selected guests will be able to meet with the Minister and Ors. Gamoran and Goldring for an 
open discussion of the findings and their policy implications for us and for Israel. An invitation 
will follow shortly. 

Given the thoughtful planning, study and research that all of us have undertaken in focusing 
on long-term issues in Jewish education, it is exciting to see our labor begin to bear fruit in 
both building the profession and rallying communal leadership. May we all go from strength 
to strength. 

Morton L. Mandel 

Enclosures 
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Ml1NUTES: 

DATE OF MEETING: 

DATE MINUTES ISSUED: 

PRESENT: 

CIJE DEBRIEFING SESSION 

October 6, 1994 

October 25, 1994 

Morton L. Mandel - Chair, Gail Dorph, Adam Gamoran, 
Ellen Goldring, Alan Hoffmann, Barry Holtz, 
Daniel Pekarsky, Nessa Rapoport, Richard Shatten, 
Virginia Levi (Sec'y) 

The following points were made at the debriefing session: 

1. The evening seminar was well attended. It was felt that better advance notice 
would have brought out significantly more people. In the future, refreshments 
should be available both before and following the seminar. 

2. The presentation on the Educators Survey was well received by a board which is 
relatively knowledgeable. The audience at the GA will be less sophisticated and the 
presentation should be geared ·accordingly. It should not only relay bad news, but 
should be given in a context of hope. It should suggest clear next steps for both 
CIJE and those who hear the presentation. The graphics should be clear and 
consistent. 

3. Time should be allowed for discussion after each presentation to the board. In this 
case, there may have been questions or comments relating to Alan's presentation 
on the state of CIJE. 

4. Committee meetings went well. It helps to have a recorder who is neither chair nor 
staff. It was good to have the morning presentation before the committee 
meetings, to help focus the agenda. 

5. It appears that David Hirschhorn is prepared to support the continuation of field 
researchers in the Lead Communities. Alan will follow up to insure that this link 
continues. 

6. A label will be placed on the cover of each fact book inviting1 people to remove t he 
contents, but requesting that they leave the books. 

7. It was felt that the overall model of an evening event followed by the board 
meeting and committees the next day worked well. We will plan to follow the 
same approach for the April meeting, and we will continue to focus on the topic of 
leadership for the next seminar. 



MINUTES: CIJE STEERING COMMITTEE 

October 5, 1994 DATE OF MEETING: 

DATE MINUTES ISSUED: October 28, 1994 
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I. 

II. 

Assignment 

Ill. 

Introductory Remarks 

The chair welcomed all participants, noting especially the presence of Jonathan 
Woocher at his first meeting of the CIJE Steering Committee. His participation in 
this group represents the close working relationship which is developing between 
CIJE and JESNA . 

The chair noted that the CJF Commission on Jewish Continuity will most likely 
conclude its work at the upcoming GA by appointing a CJF standing committee 
which will continue to focus on the Federation world's efforts to help facilitate 
change in Jewish education at the local level. JESNA and CIJE will together form 
the core staff for such a committee. 

Minutes and Assignments 

The minutes and assignments of the August 24 Steering Committee meeting were 
revieVl('.ed. It w as reported that CIJE is working closely with the Mandel Institute to 
establish a North American planning counterpart to the senior personnel project 
currently being developed. 

With respect to the appointment of vice-chairs for the board committees, it was 
suggested that this is an opportunity to bring new people into our process. 
Alan Hoffmann will talk witlh the chairs of each of the committees about potential 
candidates. 

The Integrated Personnel Report: Implications for North America 

Adam Gamoran gave a report intended to provide the Steering Committee with a 
sense of the report he planned to give to the Board the following day, with the goal 
of discussing its implications for CIJE with the Steering Committee. He noted that 
CIJE had sponsored both survey and interview studies of formal Jewish education 
personnel in the three lead communities. A report had been prepared for each 
community. The current report is a composite of the data acquired from the three 
and generalizes from this data to the implications for North America. This particular 
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report refers to the level of preparation of Jewish educational personnel. Future 
reports are planned to focus on other aspects of the data, such as salary and 
benefits, etc. 

The data suggests that teachers in Jewish schools are committed to careers in 
Jewish education. While they may move from one position to another within the 
field, some sixty percent see Jewish education as their career. It was suggested 
that it would be interesting to compare figures on this topic to comparable figures 
for public education. 

According to the data, the large majority of teachers of Judaica in Jewish schools 
are not trained as Jewish educators. Only twenty percent are professionally trained 
in both education and Jewish studies, while thirty percent are trained in neither. 
While it was noted that passion is an important attribute of effective teachers, it 
was also suggested that education is a profession and t hat minimal standards of 
formal training should be expected. 

The dat~ also show that teachers in Jewish schools are minimally better educated 
Jewishly than t he· general Jewish population. 

In light of the shortages in professional training of our Jewish educators, the study 
asks whether in-service education compensates for this lack of background. Data 
showed that Jewish educators participate in fewer in-service workshops than their 
public school counterparts and that the topics are generally isolated rather than 
building systematically one upon another. 

The study concludes that there is a need for professional development and 
recruitment at t he local level and support for resources and content at the national 
level. The continental resources include CIJE, JESNA, CJF, JCCA, and the training 
institutions, among others. It was suggested that local leaders need assistance in 
identifying continental means of support. CIJE will need to develop mechanisms to 
link the continental agencies with local needs. The caveat not to create a new 
bureaucracy led to the suggestion that this argues for a possible redefinition of the 
role of CIJE, JESNA, and other agencies. From the perspective of CIJE, this raises 
t he question of how we help fill the demand. Perhaps CIJE needs a standard 
consultation process. 

This discussion led to the proposal of an emerging game plan for CIJE, JESNA, 
CJF, JCCA, and other partners to be identified. A central assumption is that the 
context of CIJE's work must be an ever-increasing number of communities engaged 
in a comprehensive planning process for Jewish educational change. This process 
must be accompanied by attention to raising the quality of the educational outcome 
in those communities. Thus, such a strategy would involve: 
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A . At the Local Level 

Encourage local initiatives (comprehensive planning and implementation) 

• Commissions 
• Agencies (eg. JECC, BJE) 
• Wall-to-Wall Coalitions 

B. At the Continental Level - A national design for: 

• Building the Profession 

• Lay Leadership and Community Support 

This will involve: 

Page 3 

• Expert Consultation WEth the development of "products" such as a Goals 
Seminar, Personnel Study, etc. 

• Obstacle/Opportunity Identification 

The mission of CIJE, together with JESNA and others, is to cause there to be 
local initiatives and to " feed" them the products to bring about change. Our 
priority is to meet the needs identified by local communities and make them 
part of the continental agency agenda. It was suggested that CIJE will need 
criteria for what we do or we run the risk of receiving many, disparate, non
systemic requests. 

It was suggested that CIJE' s optimal agenda is dependent upon our vision for 
North America. Are we willing to accept the notion of a systemic continental 
approach to local initiatives? 

The Monitoring, Evaluation and Feedback project may soon be' looking at 
leading indicators of educational change in a community. This would provide a 
means of measuring the degree to whkh our work is encouraging communities 
to move towards change. On this basis, CIJE should develop content pieces 
for implementation in communities. 

It was noted that with A Time to Act as the context for our work and the 
building blocks of Community Mobilization and Building the Profession as our 
goals, this discussion is intended to help move CIJE forward in implementation. 
This discussion was intended to help give direction to CIJE's ongoing activities. 
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IV. 

V. 

Plans for the General Assembly 

The GA is scheduled to take place in Denver on November 16-19, 1994. On 
Thursday, November 17, at 3:45 p.m ., there w ill be a forum on personnel chaired 
by MLM. Presenters will include Israel Minister of Education, Amnon Rubenstein, 
on Israel as a cent ral resource of training for senior educators, and Adam Gamoran 
and Ellen Goldring on the personnel crisis in Jewish education. On Friday, 
November 18 at 7:00 a.m. there will be a CIJE invitational breakfast for board 
members and ~nvited guests w ith Minister Rubenstein. 

On Friday, November 18. at 8: 15 a.m .• Barry Holtz will present a workshop on best 
practices. It is possible that a session on CIJE's work on goals wi'II also be included 
0 111 the agenda. 

Review of Board Meeting 

The agenda and plans for the Board meeting scheduled for the follow ing day were 
reviewed in detail. · 

VI. Next Meeting 

The next meeting of the CIJE Steering Committee is scheduled for Tuesday. 
February 14, 10:00 a.m. to 4:00 p.m. in New York City. 
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FUNCTION 

SUBJECT/OBJECTIVE 

ORIGINATOR/PROJECT LEADER 

NO. DESCRIPTION PAIOAllV 

1. Work with committees on identifying vice-chairs. 

2. Draft a statement outlining CIJE's thinking on the role of community 

vision in encouraging individual institutions to be driven by vision. 

3. Develop a communications program: internal; with our Board 

and advisors; with the broader community. 

4. Redraft total vision for review by Steering Committee 
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TO ASSIGNM'T OUEOATE 
flNITIALSl STARTED 
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NA 9/21 /93 TBD 

BWH 4/20/94 TBD 
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Adam Gamoran 
317 Cheyenne Trail 
Madison, WI 53706 

Dear Adam, 

■Cl E
Council 
for 
Jnitiatives 
In 
jewish 
Education 

As you well know, Alan Hoffmann has been the Executive Director of CIJE since 
August 1993. Alan is on loan from Hebrew University for a limited period of 
three years which will come to a close August 1996. 

From the outset, both in recruiting AJan and in communicating with our board, we 
have emphasized that permanently filling the position of CIJE's professional 
leader is a major ongoing priority of CUE and for Alan himself. I am conscious 
of the opportunity that CIJE has to make an early selection of our next executive 
director so that he/she and Alan can overlap, creating an ideal transition in 
leadership for the Council. We have decided to engage the services of an 
executive search firm, enabling us to cast our net as widely as possible in making 
this crucial appointment. I am delighted that we have selected Phillips 
Oppenheim to manage this search process for CUE. 

The Phillips Oppenheim Group was founded in 1991 by Debra Oppenheim and 
Jane Phillips Morrison as an executive search firm dedicated solely to the search 
work in the not-for-profit sector. The firm seeks out people who find work in the 
not-for-profit sector challenging and rewarding and who have the capacity to 
position their organizations strategically and financially for the demanding years 
ahead. The Phillips Oppenheim Group serves not-for-profit organizations, 
domestic and international, in a diverse range of fields incl~ding advocacy, 
community and economic development, education, human and social services, 
philanthropy/foundations, the environment, health care and the arts. 

Debra Oppenheim has been in executive search since 1976 and has worked for 
four major international search firms before joining forces with Jane. Debra's 
work focused on a diverse group of assignments across a broad spectrum of 
corporate and not-for-profit organizations while Jane's work was centered on the 
foundation community. Jane was the founding Director of Admissions and 
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Placement at the Yale School of Management and before that was Dean of 
Admissions for Wesleyan University. Today they work on assignments at the 
senior level for a broad array of not-for-profit organizations in various stages of 
development. The firm is particularly known for their work in staffing start-ups. 

Rebecca Klein will also he part of the search team for CIJE. Rebecca spent seven 
years with SpencerStuart in New York before Joining Phillips Oppenheim in 
1993. Her search experience includes a wide range of both corporate and not-for
profit assigmnents. After graduation from Brandeis University, she spent nine 
years working professionally as a stage manager in theater, dance and opera 

You will shortly be hearing from Phillips Oppenheim directly as they begin to 
scope out the position as part of the first stage of the search process. May I ask 
you to extend to Phillips Oppenheim as much assistance as possible in helping 
CIJE to fill this position. 

Sincerely, 

~ 
Morton L. Mandel 
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Adam Gamoran 
University of Wisconsin 
2444 Social Science 
Madsion, WI 53706 

Dear Adam, 

for 
Jnitiatives 
m E
Council 

fewish 
Education 

I am pleased that you were able to attend the CIJE Board and Steering 
Committee meetings last month. I believe that CIJE is making good 
progress and very m uch appreciate your involvement. 

Enclosed are the minutes of the meetings. The report given by 
Profe,ssor Adam Gamoran on the results of our educators survey and the 
feedback of Board members w ill serve as the basis of a similar report 
scheduled for a session at the GA later this month. If you plan to be at 
the GA, I hope you will join us for t hat session, scheduled for Thursday, 
November 17, 3:45 pm in Rooms C201 , C205. 

Please mark your calendar now for the next two Board meetings. Both 
w ill be held at UJA/Federation in New York City, and both will begin 
with an evening seminar. They are scheduled for April 26-27, 1995 and 
November 1-2, 1995. I look forward to seeing you there. 

Best personal regards. 

Morton L. Mandel -- Chair 
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Attendance 

Board Members: 

Guests: 

Consultants 
and Staff: 

Copy to: 

BOARD MEETING 
COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 

OCTOBER 5-6, 1994 
UJA/FEDERATION OF JEWISH PHILANTHROPIES OF NEW YORK 

NEW YORK CITY 

David Arnow, Daniel Bader, Mandell Berman, Charles Bro111fman, John Colman, 
Maurice Corson, Billie Gold, Thomas Hausdorff, David Hirschhorn, 
Ann Kaufman, Norman Lamm, Morton Mandel, Matthew Maryles, 
Florence Melton, Melvin Merians, Charles Ratner, Esther Leah Ritz, 
William Schatten. Isadore Twersky, Bennett Yanowitz 

Robert Abramson, Chaim Botwinick, Ruth Cohen, Joshua Fishman, 
Jane Gellman, Jim Joseph, Robert Hirt, Arthur Rotman, David Sarnat, 
Louise Stein 

Gail Dorph, Adam Gamoran, Ellen Goldring, Stephen Hoffman, Alan Hoffmann, 
Barry Holtz, Virginia Levi, Robin Mancher, Daniel Pekarsky, Nessa Rapoport, 
Richard Shatten, Jonathan Woocher 

Steve Chervin, Susan Crown, Jay Davis, Ge nine Fidler, Irwin Field, 
Alan Finkelstein, Max Fisher, Darrell Friedman, Charles Goodman, 
Alfred Gottschalk, Neil Greenbaum, Gershon Kekst, Henry Kochitzsky, 
Martin Kraar, Mark Lainer, Marvin Lender, Norman Lipoff, 
Seymour Martin Upset, Richard Meyer, Lester Pollack, Richard Scheuer, 
lsmar Schorach, David Teutsch, Ilene Vogelstein, Maynard Wishner 

I. LEADERSHIP SEMINAR 

On Wednesday, October 5, Board members and guests attended a seminar in which Professor 
Terrence Deal of Vanderbilt University discussed models of leadership and their possible 
applications to Jewish education. Lively discussion ensued and Professor Ellen Goldring 
concluded the program with summary remarks. 

11. WELCOME AND INTRODUCTORY REMARKS 

The chairman opened the meeting on Thursday, October 6 by welcoming all in attendance and 
introducing two new board members, Ann Kaufman of Dallas, Texas, new president of JCCA, 
and William Schatten of Atlanta, Georgia. He noted special thanks to Arthur Rotman, retiring 
Executive Vice President of JCCA, for his involvement in the work of the Commission and 
with CIJE from its inception. 

The following first-time guests were introduced: Robert Abramson, Unit ed Synagogue 
movement; Ruth Cohen, Milwaukee Lead Community Project; Jane Gellman, Milwaukee Lead 
Community Project; Jim Joseph, the Jim Joseph Foundation; and David Sarnat, Jewish 
Federation of Atlanta. 
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The chair noted that on the evening preceding the board meeting, members had an 
opportunity to attend the first CIJE board seminar. The presentation by Professor Terrence 
Deal on leadership provided board members and guests w ith an opportunity to consider an 
issue central to the work of CIJE. Professor Deal confirmed our belief that no matter how 
great the ideas or content of a111 organization, it takes high quality leaders to move those ideas 
forward. 

111. CIJE UPDATE 

The chair introduced Alan Hoffmann, Executive Director of CIJE, to provide an update on the 
work of CIJE. 

Mr. Hoffmann noted that CIJE's work is based on the proposition that our Jewish future 
ultimately depends on how our heritage and culture speak to all Jews. Transmission must 
occur across the generations with authenticity and relevance. The National Population Survey 
and other data point to the need for a major overhaul in order to impact the trend lines. It was 
the fundamental analysis of the Commission on Jewish Education in North America that 
established two underlying preconditions to producing systemic change: Building the 
Profession and Mobilizing Community Support. 

It has become ever more apparent that building the profession and mobilizing community 
support for Jewish continuity and Jewish education are intertwined. It is also apparent that 
our continental agencies and training institutions have critical roles to play in providing tools 
to local communities. The context is an expanding universe of communities involved in an 
ever more serious process of planning and implementation for systemic change. 

The ongoing work of CIJE was described as follows: 

A. Building the Profession 

CIJE has installed a process in three communities to develop a diagnostic profile of 
educators based on qualitative and quantitative instruments. The resulting data has 
served as the basis for CUE to work with the three communities to develop personnel 
action plans. Following the development of these plans, it is anticipated that CIJE will 
engage with the training institutions and other continental agencies, to begin to meet 
the needs identified at the community level. 

A challenge for CIJE is to convince community leadership of the importance of 
improving the quality of 1personnel now in place and suggesting ways to accomplish 
this goal. As a first step, CIJE has identified educational leadership as a critjcal 
element and will be holding a Leadership Institute at Harvard University for forty-five 
to fifty principals of day schools, supplementary schools, and preschools of the 
laboratory communities at the end of October. 
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B. 

C. 

D. 

Community Mobilization 

In the absence of full-time community organization expertise on the core staff of CIJE, 
Steve Hoffman has provided invaluable guidance. Effective August 15, Nessa 
Rapoport joined the core staff to work in this area. Her own strong background in 
Jewish education and communications will make her an asset to CIJE. 

The notion of working in local communities is central to the mission of CIJE. As work 
continues in the three laboratory communities, CIJE has begun to take the products 
of that work for expanded implementation in other communities. 

Content and Program 

A Goals Seminar, described in depth at the April board meeting, was held in Jerusalem 
in July. It was based on the premise that building vision-driven institutions is 
fundamental to improving the quality of Jewish education. 

Work continues on the identification and description of Best Practices. Current areas 
of focus include JCCs, camping experiences, and day schools. 

Research and Evaluation 

It was noted that CIJE's work in this area is the largest research project in Jewish 
education in North America. A presentation on research later in the day would inform 
board members more completely about the work underway. 

E. Administration 

The CIJE headquarters office is now located in New York within the offices of JCCA 
at 15 East 26th Street. CIJE has been incorporated and, by January 1, 1995, should 
have received its tax exemption. 

Robin Mencher, a JESNA Israel Intern, has joined CIJE as its full-time secretary. 

IV. JEWISH EDUCATIONAL PERSONNEL IN OUR COMMUNITIES: WHO ARE OUR TEACHERS? 

The chair introduced the co-director of CIJE's Monitoring, Evaluation and Feedback project, 
Adam Gamoran, Professor of Sociology and Educational Policy Studies at the University of 
Wisconsin, and Ellen Goldring, Associate Dean and Professor of Educational Leadership at 
Vanderbilt University. He noted that these individuals epitomize the opportunity for the field 

of Jewish Education to identify highly qualified Jews who can be attracted to enter the field 
of Jewish education. 
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Adam Gamoran reported that the research which had been undertaken in the three lead 
communities is the result of the cooperative efforts of the t hree full-time field researchers, the 
director of the lead communities project in each of our three communities, and community 
educators. Information was collected both through written surveys and oral interviews w ith 
a goal toward making policy decisions on the basis of factual informat ion. 

It is believed that the findings from these three communities are reflective of the Jewish 
education personnel situation in much of North America. The overall picture is one of a 
profession in serious need of improvement. The purpose of this report was to look at the 
preparation of Jewish educators, both in terms of their own Jewish education and their 
training as educators. 

Gamoran noted that Jewish educators in these communities are committed to their profession 
and careers. Approximately 60% view Jewish education as a career, and only 6% intend to 
seek positions outside Jewish education in the near future. Compared to the general 
American Jewish population, teachers in this study have more pre-collegiate Jewish 
education. However, only about 20% have professional trajning in the fields of both 
education and Jewish studies. This is even more striking among preschool teachers, where 
nearly one-third have had no Jewish education prior to the age of thirteen and over one-half 
ended their Jewish studies at age thirteen. (A signif icant number are not Jewish.) 

The study addressed the issue: Can current in-service training as structured compensate for 
deficiencies in background. The results show that preschool teachers are most likely to attend 
workshops, presumably because of state-mandated licensing requirements. The typical 
preschool educator attends six to seven workshops over a two-year peri,od. It was suggested, 
however, that in light of weaknesses in preschool educators' background in Jewish content, 
and of the breadth of topics available at workshops, this in-service training is insufficient. 

Day school Jewish studies teachers attend fewer than four workshops over a two-year period, 
while supplementary school teachers attend approximately four and one-half workshops in 
two years. It was noted that all three of the communities in which the surveys were 
undertaken offer opportunities and incentives for professional growth. However, these are 
isolat ed events, generally not part of a coherent plan. 

Dr. Gamoran summarized by noting that the research suggests that 80% of Jewish educators 
lack sufficient training and that there is little systematic opportunity for professional growth. 
However, this is a highly committed group, interested in remaining in this field. This suggests 
that it is worth investing the time and money necessary to improve their knowledge and skills. 

Each of the lead communities is now looking for ways to address these needs. They are 
identifying ways to provide professional development to educators currently in place. The 
communities will need the assistance of the movements, seminaries, continental agencies and 
institutions of higher Jewish learning to help identify resources and expertise and to develop 
the content for professional train ing. Dr. Gamoran concluded by suggesting that the creation 
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and implementation of standards for Jewish educators would be an important contribution to 
this effort. 

In the discussion that followed, it was noted that the three communities selected by CIJE had 
shown evidence of commitment to Jewish education as a part of the selection process. This 
suggests that the situation in these communities may be :better than in many others. It was 
noted, however, that studies conducted in other communities have yielded roughly similar 
findings. 

It was suggested that federations can impact the issue of standard setting by basing their 
funding of educating institutions on their standards rather than the number of students they 
serve. It was noted that this might impact day schools more significantly than supplementary 
schools. 

The report suggests a need for infrastructure and professionalism. Creative ways must be 
found to enrich the training of educators. Perhaps institutions in local communities could 
become centers for Judaic and pedagogic training. 

Is there evidence that in-service training can remediate such deep deficiencies? There is 
evidence that professional development can yield better teachers. This is one of the major 
initiatives in the Education 2000 legislation. 

Are educators aware of these deficiencies and receptive to professional growth? Teachers 
did not clearly recognize these deficiencies as impediments, but there is evidence of their 
willingness to participate in more intensive in•service training, especially when financial 
incentives are involved. 

Perhaps more energy should be put into the training of new teachers, rather than counting on 
longevity as a blessing. It was noted that newer educators do have stronger backgrounds in 
Judaica that those who have been in the field for a number of years. It was also suggested 
that the data on the commitment of educators to the field suggests that it is worth investing 
in-service training. 

Were there any major differences among the three communities that would impact local 
planning? While tlhe demographics of the communities vary, the outcomes were surprisingly 
similar among the communities. 

The large number of educators who attend the annual CAJE conference is evidence of teacher 
learning. 

CIJE might serve a role as clearing house for future research. This is an issue for 
consideration by the Research and Evaluation Committee. 

The chair noted that the purpose of conducting research is to gather data to serve as the basis 
for future planning. Those who gather the data are not necessarily those who will provide the 
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solutions. The next portion of the meeting was devoted to committee meetings at which each 
was to consider how to use this data to further its mission. 

V. COMMITTEE REPORTS 

Following a period during which each of the four board committees met, committee reporters 
were asked to provide brief summaries of their discussions. 

A. 

B. 

Building the Profession 

Because the report on the educators survey pointed to the critical need for improving 
the quality and quantity of in-service educational opportunities for teachers, the 
committee focused its attention on this complicated issue. Members of the committee 
heard two reports: one from Robert Abramson, director of the department of 
education, United Synagogue of America and one from Robert Hirt, vice president of 
Yeshiva University. Each report detailed specific programs currently offeredl. 
Interestingly, there were several characteristics of successful in-service programs that 
were mentioned in both presentations: 

1. One-time workshops are an insufficient approach to in-service education. 

2. In-service education needs to be on-going and sustained. 

3. On-site programs (school based) seem to be particularly successful. 

4 . Programs are more successful if teachers and principals are involved together. 

After discussing the reports, it was agreed that Gail Dorph will draft a "model plan" 
to enhance professional development opportunities for teachers. It was also agreed 
that the committee will consider further how t o advance the establishment of 
standards and credentialling for teachers. 

Community Mobilization 

The committee agreed that its cent ral task is to engage key lay and professional 
leaders as champions of Jewish education. The report on Jewish teaching personnel 
and its dissemination is an important tool in the effort to mobilize support for Jewish 
education. It was noted that the data suggests that if well-designed professional 
development is offered, quality will go up. This will require a range of t ools and new 
models. 

In the past, the Jewish community has mobilized around immediate crises. The 
rhetoric of crisis may awaken people to the issue of Jewish education, but will not 
suffice for the long-term. Jewish education demands a sustained commit ment, a 
recognition on the part of leadership that education is a key path to the Jewish future 
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C. 

and an aw areness that communities will have to restructure around the issue, as many 
have begun to do, in order to implement change. 

The committee agreed that it is important to identify models of success in mobilizing 
community leadership for Jewish education. There are solutions and CIJE, w ith its 
partners, must find a new approac:h to telling the story--both to inspire existing 
leadership and to engage new people in this essential effort. 

Content and Program 

In t his meeting the committee heard a report from Dr. Daniel Pekarsky about the CIJE 
Goals Project . Dr. Pekarsky dealt with t hree topics: 

1 . A brief overview of the purposes and need for a Goals Project; 

2. A description of the 5-day Goals Seminar held in Israel this past summer; 

3. A description of CIJE's plans for the next stages of the Project. 

Dr. Pekarsky pointed out that goals play an invaluable role in the process of education, 
facilitating evaluation, decisions about curriculum, hiring decisions, and many other 
areas. The Goals Seminar in Israel was aimed at introducing participants to the 
importance of thinking seriously about goals for Jewish education. The Seminar 
explored w hy a sense of being "driven by a vision" characterized outstanding 
educational inst itutions and looked at ways that successful educational institutions 
were able t o translate the goals written on paper into actual educational practice. 

Dr. Pekarsky described CIJE's plans to offer local seminars about the issue of goals as 
the next step in the Project. These seminars, jntended to introduce issues of goals to 
educators and lay leaders, would be offered in the three Lead Communities and 
elsewhere over t he next six to eight months. 

Dr. Barry Holtz described briefly the next stages of the Best Practices Project. Dr . 
Holtz reminded the committee that the project deals w ith two areas- research and 
implementation. On the research side·, the project will next explore the area of Jewish 
education in the JCC world in a joint effort with JCCA. On the implementation side, 
the Best Practices Project plans to introduce best practice learning seminars in the Lead 
Communities, launching this project at the CIJE Leadership Institute at Harvard 
University in early November. 

D. Research and Evaluation 

A report similar to the one given by Adam Gamoran at the board meeting is scheduled 
for presentation at the GA in November. The committee discussed the nature of this 
presentation. They suggested that it should be focused and offer realistic 



., . ., 

CIJE Board Meeting 
October 6, 1 994 

Page 8 

expectations. They discussed the importance of providing data and information to 
communities to assist them in planning and decision making. T he usefulness of the 
survey for self-study was also addressed. The survey instrument and interview guides 
for the study of Jewish educators should be made available so that any community 
that wishes to conduct its own study can do so. The committee made some 
suggestions as to how to best disseminate the findings of the study beyond the GA 
as well as distribute the data collection instruments with instructions for use to local 
communities, institutions, and congregations. 

The committee also discussed the importance of promoting evaluation in local Jewish 
communities. It was felt that the dissemination of t he study of educators will further 
this important goal. Committee members s.uggested that CIJE take a role in providing 
Jewish communities with consultation in the area of evaluation. The idea of promoting 
eva luation in Jewish communities should also be coordinated with other major Jewish 
organizations, such as JCCA, JESNA, CJF, and Rabbinic educational bodies. During 
this discussion the committee indicated the importance of linking goals to evaluation. 
The committee considered future projects that the MEF team will be pursuing during 
1995. In addition to further research briefs on such topics as salary and benefits of 
teachers and the training and professional development of educational leaders, the 
committee decided that a future meeting will be devoted to discussing how CIJE can 
undertake a study of informal educators. 

In the near future, the committee would like to look at issues related to I) salaries and 
benefits, 2) where educators would like additional growth, and 3) the professional 
development of principals. 

VI. CONCLUDING REMARKS 

The chair noted t hat there is growing support for CIJE projects. In particular, David 
Hirschhorn and his family have provided support for research and evaluation and the Bader 
Foundation has recently agreed to provide support for the ongoing work in Milwaukee. 

Board members were informed that there will be a major CIJE forum at the GA on Thursday, 
November 17. At this forum, Professor Amnon Rubenstein, Minister of Education of Israel 
will respond to the challenge of articulating Israel's role in the education of senior personnel 
in Israel for the Dispora. Adam Gamoran will present the CIJE report on Jewish educational 
personnel in North America. 

The chair indicated that the next meeting of the Board will take place on Thursday, April 27, 
1995 in New York, and will be preceded by an evening seminar on Wednesday, April 26. 

VII. D'VAR TORAH 

The chair introduced Nessa Rapoport, leadership Development Officer, who concluded the 
meeting with an inspirational D'var Torah. 

10/28/94 
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CIJE: 
A Catalyst 
for Change 

a11uched in 1990, the Co1111cil for 

Initiatives in Jewis/J Educalion (CIJE) is 

an h1depe11de1Lt organization dedicated to 

the revitalization of Jewis'1 ed11calion across 

North America t/Jro119h comprehensive, 

systemic reform . T'1ro119h strategic p/a1111i119 

a11d tile mairagement of c/1an£1e, CJJE 

initiates reform by working i11 partnership 

with individual com1111111ities, local federa

tions, co11tine11tal 01'9a11izatio11s, denom

inalional moveme11ts,Jo1111dalions, and 

educational i11stil11tio11s. CUE focuses on 

critical ed11cational iss11es 1,vhich will 

ullitnately impact 0 11 the f11l11re of Jewish 

life, for Jewish education is a cornerstone 

of meaningful Jewish continuity. 
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The CIJE 
Strategic 
Agenda 

CUE was established co implement t he 
recommendatio ns o f the Mandel Com mis

sion on Jewish Education in Nonh America, 

a dis tinguished coali tion of community 

a nd fo undation leade rs, scholars, educato rs, 

a nd rabbis from all denominations. Alter 

deliberating for eighteen months a bout how 

to "enlarge the sco1Jc, raise the standards. 

a11d improve the quali ty or Jewish education," 

the Commission concluded in June l 990 that 

educational rdorm depends lorcmost on 

the achievement of two vital tasks: b uilding 

the p rofession of Jewish education a nd 

mobilizing community support for Jewish 

education and comin uity. These a re the 

building blocks of the CIJE agenda. 

■ Building the Profession 
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Alt hough there a re many ta lented educa to rs 

in volved in Jewish edu cation, the syste m 

suffers from a shortage of quality teache rs, 

principals, cd ucarional direcwrs, camp 

directo rs, and other professionals cornmi11ed 

to the rield, in both formal and informal 

senings. CJJ E's e ffo rts 10 e nhance the Jewish 

edllcational pro fess ion are mulLi-pro nged. 

On the local level, CIJ E stra tcgizes with 

communities LO develop plans and initia te 

actio n 10 recruit new educa t.ors a nd to offer 

be11er sa laries and benefits, ongoing profes

sional developmcm programs, and ca reer 



track opportunities. Simultaneously, CIJE 

serves as an intennediary with universities, 

training institutions, and cominental agencies 

LO create innova tive programs to build an 

infrastructure for auracting excellent people 

to the field. 

■ Mobilizing Community Support 
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One essential element o[ community mobiliza

tion is significant new funding, another is 

leadership. CUE promotes local efforts to att ract 

a new generation oJ leaders committed to 

Jewish education and 10 recruit and build 
Nwall-to-watl coali1ions"-comr1unity leaders 

in tandem with ednca1ors. academic specialists, 

philanthropists, and rabbis. with all segments 

of the community represented-to support 

and su stain reform. CIJE also works to develop 

a cadre of leaders at the continental level 

who wUI be advocates for Jewish education. 

o demonstrate these inte rrelated principles 

in concrete ways, CIJE has established lead 

communities - laboratories fo r change-where 

ClSE staff works dosely with lay and pro(es

sional leaders. tn t h.ese cities, CUE seeks to 

showcase the positive results that emerge when 
personnel and community issues in Jewish 

education are taken seriously. Atlan ta, 

Baltimore, and Milwaukee were sek cted in 

Pall 1992 as the ini1tial lead communities. 

CJJE's next step is to widen its effom and form 
new partnerships, disseminating the lessons 

learned in the lead communities io communi

ties across North America. 
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Reform 
Through 

Thoughtful 
Action 
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CJJE sees itself as a11 architect for reform

planning a n innovative strategic desig n for 

Jewish education and working wit h o the rs 

to implement it. lf building the profession 

and mobilizing community suppon are the 

fo undations of CJJ E's plan, its suppo rt 

projects are the pillars: 

Documenting Success
T he Best Practices Project 

Througho ut Nonh Ame rica there are exam

ples of success.CUI Jewish education-out stand

ing ea rly child hood programs, supplemen tary 

schools, day schools, summer camps, adult 

education, and other venues of Jewis h 

education that do work. CUE researchers a re 

identifying a nd docume nting successful 

m odels; published guides based on th eir work 

analyze a nd explor,e how such mode ls rnn 

be translated to othe r educariona l set tings. 

Through rhe Best Practices Project, CU E is 

furthering the understanding of the compo

ne nts of excelle nce. 

Building "Vision-Driven" 
Institutions- The Goals Project 

The Goals Project is a CIJE initia tive toward 

the development and actualization of visions 

a nd goa ls for Jewis h educalional institutio ns. 
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Some educatio na l institutions have underly

ing, but often unspoken, visions or wha1 

they seek ro accomplish; many others need 
lO generate a comprehensive vision of rheir 

mission. When visions and goals are clarified, 

communica ted, and put into action. they can 

p lay a significant role in shaping the educa

tional experience. Through the Goals Project, 

CUE engages educa tional institutions and 

the local community in a process of learning, 

reflection. and ana lysis ro define their insti tu 

tional vision, understand its ed uca tio na l 

implications, and use that knowledge in set

ting priorities and planning. An impo rtant 

a im of the Project is to create a climate in 

communities tha t encourages and supports 

serious a11ention to this process. 

Creating a Framework for 
Educa1 io nal Research 

Ongoing ana lysis and research infonns 

a nd suppons all of ClJE's efforts. A leader Ln 

bringing proiessjonal tools of mo nitoring 

and eva luat.ion to Jewish ed ucation, CUE 

is involved with research on two levels: 

building a comprehensive research agenda 

for Jewish educatio n and using cutting-edge 

techniques to evalua te its ongoi ng projects 

in the field. In its work w it h the lead 

communiLies. CJJE moves responsively 

from resea rch 10 a nalysis t0 action. 



CIJB At Work: 
A New Vision 

of Jewish 
Education 
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ClJE's staff includes experienced educators, 

consulta nts, a nd inte rna tionally-renowned 

experts in the areas o f Jewish a nd general 

education, commu n ity planning. Juda ic 

Studies, educa tion a l philosophy, research, 

leade rship, a nd o rga nizationa l cha nge. They 

bring the latest thin king in their l'ields to 

the e ndeavor of Jewish education. 

Engaged in efforts with com1m111ities across 

No rth America and with a wide ra nge of 

commu nal organizations, founda tio ns, 

unjversities, and denominational movements, 

CUE is bringing wgether a new alliance of 

ta lented people commit1ed to its agenda o r 

Jew ish educational reform. CUE is forging 

new connections, developing effective 111e<111s 
to jo in fo rces toward a comm on goal. 

Through its innovative approach and strategic 

panne rships, CIJE seeks 10 demonstra te the 

significant b reakthro ughs that are possible 

w hen fundin g, p lanning, and leade rship 

coalesce o n beha lf o r Jewish educa tio n. 
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