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MINUTES: CIJE Scaff

DATE OF MEETING: February 24, 1993

DATE MINUTES ISSUED: March 10, 1993

PRESENT: Shulamith Elster, Seymour Fox, Ellen Goldring,
annette Hochstein, Stephen Hoffman, Barry Holtz,
Virginia Levi, Arthur Naparstek, Shmuel Wygoda,

Henry Zucker

COPY TO: Morton L. Mandel

I. Progress Report

SHH opened the meeting with a status report on the mobilization of the
three communities and the outlook for each. He 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 reasonably able to
move ahead. The lay leaders of the project are committed and
anxious to be active in the projecrt.

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
interestc 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.

8. Atlankta

Atlanta is in the process of restructuring its Jewish education
program. The recent meeting in Atlanta included time wich William
Schatten and Gerald Cohen, lay leaders ready to support the
process. {Cohen appears ready te provide financial backing, as
well.)
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The only staff invelved 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
te accept anything we do or say at face value.

Atlanta will require frequent communication, thoughtful
suggestions, careful attention, and constant checking back to 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 mcdels. It was noted that the
lack of a wall-to-wall coalition reflects a significant splic
between newcomers and old-timers. IL was suggested that the sense
of cynicism and lack of effective communication are important
issues even within the staff of the federation.

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, tut no wall-to-wall
commission.

Baltimore has a sctrong planner who is the key focal point [or the
project and who believes he knows what must be done. OQur 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 engapged in projects related to
master teachers, supplementary schools, and cthe Israel experience,
but in none of these cases is there a clear plan of how to
proceed. Qur role is to help Baltimore develop amn overall vision
and to provide ideas and knowledge for use in implementing that
V1S10I1.

Summary of Outcomes of Recent Visits

It was noted that we succeeded in the past month irn 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 cthe 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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II. Next Steps
&. The Issues

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, evaluacion 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 1s completed and in the
communities. This provides a basis for content-based accion in
each community. Moving ahead now will help to 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 che lag in our activity, but Ellen
Goldring will now prepare a new schedule for moving forward.

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

developed.

€. Short-term Goals with the lead Communities

1. We wish to encourage each community to focus on the need for
bringing in or upgrading persennel. This requires
understanding and commitment.

a. The communities can turn toe 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

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 perscnnel

-- build on the Best Practices project to establish
priorities

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

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

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

i. An educaters survey should be conducted to provide
gquantitative data on the current personnel picture.
Simultaneously the field researchers will conduct a
qualitative study of current persomnnel, i.e.,
evaluating the current conditions 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 lay leaders on
introduction of change.

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

-- Discussions on upgrading the Israel experience.
-- 4 seminar on state-of-the-art education in day

schools, perhaps with a focus on the teaching
of Hebrew.
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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 Fellows,
and our various consultants, This will invelve going to each
of those resources and asking them to commit themselves to what
they are ready to provide to the lead Communities immediately.

Following is a list of what we wish to do in the Lead
Communities in the first year to work toward upgrading
personnel:

a. The gqualitative 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.

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 coemmission 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 will continue to
work on this.

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

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

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

& concrete plan for how to proceed with each community.

Longer, more regular staff meetings to move this process ahead.
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1. The planning meeting opened with a review of cur work with the lLead
Communities. It was noted that visits had been made over the last
several weeks to each of the communities and rhat each is at a
different peint of readiness of lay leadership, staff, and planners.
CIJE is now working to clarify a vision of what we want to do in the
Lead Communities.

A. A primary goal is general mobilizatrion--the formatien of a
wall-to-wall coalition. It appears that Milwaukee is closest to
this goal and Acrlanca has the farthest to go.

B. 1In 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 che 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 community, 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 demonsctration of acction, 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 supplemencary school education, or

4. discussions on upgrading the quality of the Israel experience.
D. We will encourage the communities to establish a vision for Jewish

education. This will be a2 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 CIJE. 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 commissiom.

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.

Follewing this discussion, there was detailed discussion and
preparation for the meetings on February 25.

It was noted that we had not adeguately prepared our board members
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: Monitoring, 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.

Post-Meeting Debrief

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

Executive Committee Meebing

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

Executive Committee members accepted the current executive

directorship arrangement. They would be happy if we could hire a
"superstar” to serve as executive and will support the resumption
of a search in the future, but are satisfied to proceed as we are.

The group agreed with the concept of working through committees and
supported the recommendation that the committees be constitured and
begin Lo 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 Execurive Committee members wish cto be fully
engaged and to provide constructive support to the work of CLJE.
It was noted in discussion that ongoing camper contacts are
critical and must begin now.

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
practice of featuring the work of one foundation on behalf of
Jewish education and that a good possibility for 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 GIJE board and noting our understanding of the
Cummings Foundation policy against deing 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 Marcy Lipset last year on the population study.

Board Meeting

We will begin now to schedule the next board meeting for August and
will plan to follow the practice of holding meetings in August and
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Assipnment

Assignment

February. We will consider holding an Executive Commitrtee 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. Ve 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
committeas, 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 suggested that we consider adding a Development Committee.
This is a topic for discussion at the next ecutive 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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O FUNCTIONAL SCHEDULE
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SEE MAMAGEMENT MANIAL POLICT NI £S5
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FUNCTION

CIJE STEERING COMMITTEE

SUBJECT/QOBJECTIVE

ELSTER ASSIGNMENTS

ORIGINATOR/PROJECT LEADER

VFL

DATE

3/10/93

NC.

DESCRIPTICN

ASSIGNED
0

PRIORITY T
(INITIALS)

DATE
ASSIGNED
STARTED

OUE DATE

COMPLETED
OR REMDVED
DATE

Ask Ellen Goldring to provide Arlanta with
a written description of the monitoring,
evaluation and feedback project and Claire
Rottemberg'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 wich the
training institutions, including Melton
in Israel,

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

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

Gerald Cohen
Susan Crown
Arthur Green
Neil Greenbaum
Thomas Hausdorff
Mark Lainer

5. Martin Lipset
Matthew Maryles

(with SF)

ok L0 On

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

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

Establish a communication plan for board
members and the breader communicy.

Work with Isa Aveon and Ellen Goldring to
design an educators survey for use in all
three communities.

SE

SE

SE

SE

SE

SE

SE

TEAM

SE

3/5/93

2/25/93

2/22/93

3/5/93

2/25/93

3/5/93

3/5/93

2/25/93

3/5/93

3/10/93

3/15/93

3/15/93

3/15/93

3/31/93

4/2/93

4/2/93

4/15/93

4/15/93
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FUNCTION

C1JE STEERING COMMITTEE

SUBJECT/OBJECTIVE

FOX ASSIGNMENTS

DATE

members and the broader community.

ORIGINATOR/PROJECT LEADER  ypr. 3/10/93
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIORITY 0 ASSIGNED DUE DATE OR REMOVED
{INITIALS) STARTED DATE
1. Review list of candidates for two new SF 3/5/93 | 3/15/93
senior staff pcsitions in Atlanta.
Propose one or two other candidates.
2. Contact the following beoard members SF 2/25/93 | 3/31/93
in follow up to the February 25 meeting
and send brief reporc rto VFL:
a, Alfred Gotetschalk
b. David Hirschhorn (with AJN)
c. 8. Martin Lipset (with SE)
d. Florence Melton
e. Isadore Twersky
3. Establish a communication plan for board TEAM | 2/25/93 | 4/15/93
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SEE MAMSGEMENT MANUAL POLICY BO. 4.5
FOR GUIDELLRES DI TME COMPLETION
OF THE FORM FOR A RUNCTIOWAL SCHEDGLE

O ACTIVE PROJECTS FUNCTION CIJE STEERING COMMITTEE

O RAW MATERIAL
0 FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE

GOLDRING ASSIGHMENTS

TIEH0 (REV 103) PRINTED IN U154

ORIGINATOR/PROJECT LEADER VFL DATE 3/10/93
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIQRITY 10 ASSIGNED DUE DATE OR REMDVED
{INITIALS) STARTED DATE
1. Provide a written description of the EG 3/5/93 | 3/15/93

monitoring, evaluation and feedback
project including an explanation of
Claire Rottenberg's role.
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O ACTIVE PROJECTS FUNCTION CIJE STEERINC COMMITTEE

O RAW MATERIAL
O FUNCTIONAL SCHEDULE

P3990 (MEV 1/89) PRINTED IN US.A

SUBJECT/OBJECTIVE

HOCHSTEIN ASSIGNMENTS

ORIGINATOR/PROJECT LEADER  yFL

DATE

3/10/93

NO.

DESCRIPTION

ASSIGNED
TO
(INITIALS)

PRIORITY

DATE
ASSIGNED
STARTED

DUE DATE

COMPLETED
DR REMOYED
DATE

10.

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

Ask SE to provide the communities with a
summary of opporcunicies for working with
the training institutions, including
Melcon in Israel.

Call Ruth Cochen to discuss progress of
monitoring in Milwaukee,

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

Call Baltimore and Milwaukee for approval
for the field researchers to 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 report to VFL:

David Arnow
Norman Lamm
Esther Leah Ritz
Ismar Schorsch

Lo oo

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

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

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

AH

AH

TEAM

2/22/93

2/22/93

2722793

2/22/93

3/5/93

2/22/93

2/25/93

2/25/93

1/28/93

1/28/93

3/15/93

3/15/93

3/15/93

3/15/93

3/15/93

3/31/93

3/31/93

4/15/93

ongoing

ongoing
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O ACTIVE PROJECTS FUNCTION CIJE STEERING COMMITTEE
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O FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE

HOFFMAN ASSTIGHMENTS

TG0 (REV |/B5) PRINTED 1N LS8

members and the broader communicy,

ORIGINATOR/PROJECT LEADER  yFL DATE  3/10/93
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIORITY 10 ASSIGNED DUE DATE OR REMOVED
{INLTIALS) STARTED DATE
L. Contact the following board members SHH 2/25/93 | 3/31/93
in follow up to the February 25 meeting
and send brief report to VFL:
a. Charles Goodman
b. HNorman Lipoff
c. Charles Ratner
d. Bernnect Yanowitz
2. Establish a communication plan for board TEAM 2/25/93 | 4/15/93
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SEE MAACEMENT MANUAL POUICT MO L9
FOR GUIDELINES DN TIE COMMETION
DF THES FORM FOR A FURCTRORAL SCWEDULE

O ACTIVE PROJECTS FUNCTION CIJE STEERING COMMITTEE

O RAW MATERIAL
OO0 FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE

HOLTZ ASSTGNMENTS

V390 [REY. 1/B9) PRINTED (N LL5A

to proceed with pilot projects in Aclanta.

ORIGINATOR/PROJECT LEADER VFL DATE 3/10/93
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIQRITY 10 ASSIGNED DUEDATE | OR REMOQVED
(INITIALS} | STARTED DATE
1. Review list of candidates for two new BH 3/5/93| 3/15/93
senior staff positions in Atlanta.
2. With SE, meet with Atlanta about a BH 3/5/93 4/2/93
pilet project.
3. Establish a communicaticn plan for board TEAM | 2/25/93) 4/15/93
members and the broader community.
4. With SE, begin work with Balctimore on a BH 3/5/93| 4/15/93
pilot projecc.
5. With Ellen Goldring and Claire Rottenberg, BH 3/5/93| 4/20/93
present pilot projects to Atlanta's Council
on Jewish Continuity.
6. Wicth SE and SF, prepare suggestions for how BH 3/5/93 TBD
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UE MARMGEWENT MANLAL FOLICT RO 1%
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CIJE STEERING COMMITTEE

SUBJECT/OBJECTIVE

LEVI ASSIGNMENTS

members following a meeting of presidents
and executives of partner organizations.

ORIGINATOR/PROJECT LEADER VFL DATE 3/10/93
ASSIGNED DATE COMPLETED
NO. DESCRIPTIDN PRIORITY T ASSIGNED DUEDATE | ORREMOVED
(NITIALS} | STARTED DATE
1. Revise CIJE letterhead. Consider VFL 2/5/93 | 3/15/93
Commission approach.
2. Design meeting planning process and pull VFL 3/8/93 | 3/15/93
raw materials out of minutes to use for
planning.
3. Set dates for board and executive commirtee VFL 2/25/93 | 3/31/93
meetings through February 1994.
4. Prepare a memo briefly outlining the VFL | 2/25/93 4/1/93
roles of the 3 board commitcees and
inviting beoard members to state their
preference,
5. Establish a communication plan for beatrd TEAM 2/25/93 | 4/15/93
members and the broader community.
6. Schedule a telecon with execurive commictee VFL 2/25/93 TBD
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MANDEL ASSIGNMENTS

73890 (REY 1/89) FRINTED IN 5.4,

members and the broader community.

ORIGINATOR/PROJECT LEACER VFL DATE  3,/10/93
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIORITY T0 ASSIGNED DUEDATE | OR REMOVED
{INiTIALS} STARTED DATE
1. Contact the following board members MLM 2/25/93 | 3/31/93
in follow up to the February 25 meeting
and send brief report teo VFL:
a. Charles Bronfman
b. Max Fisher
b. Ludwig Jesselson (with AJN)
¢. Richard Scheuer
2. Establish a communication plan for board TEaM 2/25/93 | 4/15/93
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SIE MAAAEEWENT MANUAL POLICY NOL 8.5
FOR GUADELYRES OR FWE COMPLETION
OF THES AN FOR A FURCTIONAL SCHEDUILE

O ACTIVE PROJECTS FUNCTION CIJE STEERING COMMITTEE

O RAW MATERIAL

0 FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE  NaAPARSTEK ASSIGNMENTS
73890 (REY 1/89) PRINTED INUSA
ORIGINATOR/PROJECT LEADER VFL DATE 3/10/93
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIODAITY 10 ASSIGNED DUEDATE | OR REMOVED
(INITIALS) | STARTED DATE
1. Contact the following board members AJN 2/25/93 | 3/31/93

in follow up to the February 25 meeting
and send brief report to VFL:

Mandell Berman

Maurice Corson

David Hirschhorn (with SF)
Ludwig Jesselson (with MILM)
Henry Koschitzky

T on R
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FUNCTION CIJE STEERING COMMITTEE

SUBJECT/OBJECTIVE  poTMAN ASSIGNMENTS

in follow up to the February 25 meeting
and send brief report to VFL:

a. Lester Pollack

ORIGINATOR/PROJECT LEAOER gL DATE  3,10/93
ASSIGNED DATE COMPLETED
NO. DESCRIPTION PRIORITY TO ASSIGNED DUE DATE OR REMOVED
{INITEALS) STARTED DATE
1. Contact the fellowing board members aR 2/25/93 | 3/31/93
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O ACTIVE PROJECTS FUNCTION CIJE STEERING COMMITTEE
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MEMORANDUM

TO: CILJE Staff and Consultants

FROM: Shulmaith Elster

RE: 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.

I11. Program (Sessions I-VII program attached}.

IV. List of preliminary 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 Priel: Reflections on the Social Sciences of
American Jews and Its Implication for Jewish Education



PARTICIPA _ION LIST
HUC

Isa Aron

Bill Cutter

Michael 2eldin

Sara Lee

Lee Bycel (Dean, HUC, LA)

Laura Samuels (graduate student at University of Cincinnati
and HUC)

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 Shragex
Sharon Feiman-Nemser
CIJE Senior Advisors

CLIE

Barry Holtz
Shulamith Elster

*#*CIJE Senior Advisors



Laying the Groundwork for the Experiment in Congregational Education

Rhea Hirsch School of Education
Hebrew Union College-Jewish 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.
Cntiques 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 professionals in Jewish education, was founded 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.

During the spring and summer of 1992, RHSOE faculty and staff engaged in a
strategic planning process, 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
partnership with the Commission on Jewish Education.



The Experiment in Congregational Education

The purpose of the ECE is to stimulate a revitalization and re-configuration of
congregational education. The ECE will bring together 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 institution will meet both
their needs and their goals; and what resources will be required to institute
these changes? As answers to these questions become clear, 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 dedding 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 reation (four years
hence) of a “Laboratory for Congregational Education,” which will serve as a
resource to a larger number of congregations.

Phase One: The Inifial 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




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 partidpant 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 about 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 reconceptualize their
educational programs and to prepare themselves for change? This paper
will be written by Susan Shevitz, professor of Jewish education at
Brandeis University.

d) What accounts for the durability of the dominant model of supplementary
schooling? What attempts have been made to break 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
Education, HUC-JIR.



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.



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

Reconceptualizing Congregational Education

Tentative Program for Consultation on May 17-18, 1993

Introduction

SESSION 1

SESSION II

SESSION II1

SESSION IV

FTETT

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

The mission of congregations and congregational education
(Monday morping)

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, ard our reading of the papers,

we will contrast ideal views with the current realities.

What operating assumptions ¢uide our current paradigm of
congregational education? (Monday afternoon)

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

What 1s Jewish learning? What power does it have to shape
and transform people’s lives? (Monday evening)

What experiences of Jewish learning 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 affirmations and assumptions would be consonant
with an enhanced vision for congregational education? What
conceptual principles can we affirm?



SESSION V

SESSION VI

What are the forces that enhance or inhibit change in
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
pecessary 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? (Tuesday afternoon)

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

Review of the "pnnciples” arrived at in previous sessions;
discussion of the relationship between the two types of
principles.

Next Steps



MINUTES: CIJE Staff Taleconferenca

DATE OF MEETING: July 22, 1993

DATE MINUTES ISSUEB: July 26, 1991

PRESENT: Seymour Fox, Annette Hochetein, Stephen Hoffman,

Alan Hoffmann, Barry Holtz, Virginia Levi (Sec'y),
Shauel Wygoda, Henry L. Zucker

COPY: Geil Z. Dorph, Morten L. Mandel
I. The minutes and assignments of June 30 were reviewad.
Assigrment A. SF will talk with David Hirschhorn about finalizing arrangements for

a Blaugtein grant as soon as Mr. Hirschhorn has recoverad from his
recent surgery. It still seems likely that we will be able to
announce the grant on August 26.

B. MM is trying to arrange = meeting with Gershon Kekst in New York.
He hopas to speak with Mr. Kekst baefore he meets with SF in Israsl
on August 3.

C. MIM plans to talk with Erica Jasselson about how the Jegselson
family will relate to CIJE. Ha will suggest that a family member
serve on the board., He hopes to hold this wmeeting prior te cthe
August board meseting.

D. It was agreed cthat we nced teo develop 2 more systematic approach teo
the distribution of CIJE materials. A case in point is the
haphazard way in which the publicetion on Besr Practices In

Assigrment Supplemsntary Schoeolas was distributed. BH will meet with Jon
Woocher to get some guldance on how we might identify appropriate
zudiences. That meeting will be for information, only.

E. Another item for future ClJE consideration is the status and best
uss of senior advisors.

Assignment F. VFL will work with CJF to schedule a maeting of CIJE with Lead
Commmity representatives on Tueaday, Novesber 16,
Assignment G. GSHH will call Carl Sheingold to talk about a CIJE slot on the GA
agendg,
II. u d Meeti I ns
A. Cagper Cglle

Counselors are begiming to wake phone calls and will submit written
reports ro VFL aa they are couwpleted. Barry Holtz will talk with

208 39ds a5:91 EB. 92 M.



CLJE Staff Teleconference Page 2
July 22, 1993

Billie Cold. VFL will get 5F a California phone number for Seymour
Martin Lipset.

B. Materials to be mailed in advance.

1. Barry Holtz has subpitted a report on best practices. He will
have feedback freom the Handel Inatitute by July 27,

2. Adan Gamoran will have his paper to ARH around July 27.

C. It was agreed ro recommend that the following materisls be included
in the pesating hooks:

1. Minutes of February board mesting.

2, Progress reporrt.

3. Best Practices report.

4. Monitoring, avaluation and feedback raport,

5. Bioa on Cail Dorph, Adam Gamoran, Ellen Goldring, Alan Heffmann
and Barry Haoltg.

6. Board and staff lists,
ITI. A Staff » n

A. The meeting will take place at the American Friends of Hebrew
University, 11 Bast 69rh Street, New York. It will begin on
August 19 at 10 a.@. and comclude on August 20 at 4 p.m.

B. Participants will include Gail Dorph, Seymour For, Bl m Gold—'-g,
Arnatte Hochstain, Barry Holtz, Alan Hoffwann, Ginny Lavi and c.muel
" joda.

C. The agenda will include the following:
1. Bringing nev staff people on board.
2. FPreparations for Baltimore meeting.

3. Preparations for board meeting.

4. Develop annual work plan.

£80 " 2DEd d5:801 £b. 92 N



CIJE Staff Teleconference Page 3
July 22, 1993

IV. leod Compunitige Joint Meeting
A. The meating on August 23 will begin with Iunch at noon at THE
ASSOCIATED in Baltimore. It will go inte the evening on Monday and

conelude by & p.m. on Tuesday, August 24. CIJE staff will meet at
THE ASSOCTATED by 10:30 a.m. to do final planning for the meeting.

B. The meeting will focus on each communicy’s plans for the year.
nment {(Each will ba asked to prepare a written document in advance.) We
seek the following products éuring this year:

1. Complete the educators surveys and data analycis and plan for
pesrasonnel devalopment in each coamunity.

2, Contlnue to gather data.

3. Devalop artion plans.

4. Clarify monitoring, evaluation and feedback work.

5, Integrate the goals project and best practices work.

It was suggested that each comsunicy needs a strategic vision to

shape approaches and outcomes. This will be rhe primary topic of
dimcussion among CIJE staff ac 10:30 on August 23 in Baltimore.

v. A drafc letter raporting on the Best Practices project from Barry Holt:
to Rachel Cowvan was discussed. It was concluded that the letter is Fine
gnoent aa 1s, but it wase suggested that a sentance be added indicating that BH

looks forward to meetirg to discuss plans for the future.

It was noted that we should give greater attributien to the Cummings
Foundation. The foundation nams will be {ncluded in furure aditions of
the Bzat Practices in Supplementary Schools report, It was noted that
vhenever we vrits anything about a funded projeet, we should be certain
te rvefer to the funder.

BH was asked about feedback he has received to the report. He noted
that while feeadback has been gemerally very positive, people have noted
that it would be useful to have more analysis on how a successful school
achieved that success, It was noted that in-depth portraits are the
best way to achieve that goal and will be included in furture editions.

It was suggested that Rachel Cowan be invited to the August 26 board
meeting as a gugst.

rd0 " 39dg
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Statua Reports on Compunities

A,

Nilygukee

SHH raported having spoken with Howard Neistein about Milwaukee's
neads for planning, It appears thact Milwaukee ia gacking ongoing
guldancs to walk them through the process of strategic planning.
Neistein I3 not planning to be deeply involved In this process.

It was suggested that ADH should consider what kind of plamning help
Milwaukee raquires and how to proceed with this,

VFL notad a requesc from Ruth Cohen for suggescions of someone to
lead a Milwaukee discussion om visioning in October. [The retreat
originally scheduled for August has been rescheduled for October and
chis {s the avent ar wvhich they wish to have guidance from a4 peraon
with "viaion.®] They have {avited Barry Chazan, who {s not
avallabls. 1If CIJE wighes te have imput into the selaction of a
discussion leader. we should move quickly.

Aclanca

SHH reported that Steve Gelfand is planning to become the laad
planner en the education agenda in Atlanta, He is anxious to see
Atlanta move forward with ClJE thisg summer, It was proposed that =z
teleconference be acheduled with Gelfand to discuss his thinking
prier to the Baltimore meeting. VFL wlll try to arrange this for
Thursday, July 29 at 10 a.m. [later: Gelfand reported to VFL that
it {8 prematurs to have such a talecon. He is at a very preliminary
poine in hie thinking and wamts to talk with local lay lazders
before peecing with CIJE.]

Baltimore

It wag concluded that a telsconference with Darrell Friedman {5z not
necessary. Communication appears to ba good and Baltimore is net
walting for & telecon.

It was noted that Balcimore ia in the final stages of approving a
strategic plan., VFL will get a copy of that plan from Mark Gurvia
and gsend it te Israel. [Later: Mark did nor have the plan. Chaim
Botwinick indicated thar {t is to be approved on July 30 and that he
will send it to both Cleveland and Israel following that approval.]

The next telecon is scheduled for Thursday, July 29 at 9 a.m. eastern
daylight time.

SIS BE, @2 A°9r



MINUTES:

DATE OF MEETING:

DATE MINUTES ISSUED:

CIJE STAFF MEETING
August 19 - 20, 1993

October 18, 1993

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

COPY TO: Morton L. Mandel, Amnn G. Klein, Adam Gamoran, Henry L.

Zucker

Introducto Remarks

Alan Hoffmann opened the meeting, outlining his assignment as full-time
executive of CIJE for the next three years. He described the assignment
as an exciting opportunity to 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 people and reminded participants that
while the focus of these particular meetings would 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 Community project. Included in our mandate are
such matters as how we will invelve the training institutions in
building the profession, who will be the lay leaders of the future and
how can we encourage them to consider Jewish education a top priority,
and how we get people to both conduct and fund research.

ADH noted that with regard 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 curriculum 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. §ix 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 1s to engage in major systemic reform. There may ultimately be

1



II.

some tension between these two approaches and the issue should remain on
the staff agenda.

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 declsion was
made to work Iin a partnership between the communal and private
communities.

A commission was formed which Iincluded 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 sufficlient 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 persennel to
undertake them or the support of lay leadership. The following
preconditions were identified: gcommunity, funding, and pergonuel.

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

The community action site formulation eventually evelved 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

un¢ ‘take a radical approach to Jewlsh education. This was not intended
as minor varlations of business as usual. One way to mobilize local lay
leaders 1s 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 comreissions could use the questions identified in the
commission process for evaluation of the 23 options to evaluate their
own lists of concerns,

It was suggested that the staff of the Lead Comrunities have been
reluctant to permit CIJE staff and lay people to interact with local lay

2



people and rabbils fer fear that they will lose interest in other
community priorities as they commit themselves to Jewish education and
to national issues.

It was noted that the Lead Community 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 noted
that we ne¢ to find ways to work effectively with the Lead Communities.
This might include the following:

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

2. Staff should work directly with rabbis and head educators in the
communities.

3. There should be & regular process of education of the lay
leaders through a series of ongoing seminars.

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

It was suggested that from the point of view of the Lead Commmities,
they see CIJE In a variety of ways, such as:

1. A Time to Act recommends the establishment of Lead Commmities -
places where "things are popping in Jewish education.”

2. Our selection as a Lead Community means that we are already a
model for others.

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

4. We want CIJE to help us refine what we want to do. We, the
local lay leaders, have been taught to do our own thinking.

5. If we schedule a2 meeting, of course the CIJE staff will be
there,

6. CLJE should be a major resource for us.

7. We are providing CLJE with a laboratory in which to test out
their theorles regarding the centrality of persomnel and
community.

1t 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 1s often not interested in moving to major change.
We need to change that and get the communities to buy into our visien.



IIT.

One approach may be to assign local campers (e.g. rabbis and educators)
to CIJE staff.

Basic Concepts

A.

Systemic Reform

The concept of Lead Community is intended to lead to systemic
change. The goal is net to solve individual problems, but to take a
macro view of personnel and to attempt to have an influence at the
level of policy and to design solutions. Local lay leadership is to
be mobilized and empowered to have an impact. This is to be
accomplished by recruiting top tier people, including one or several
"champions" and to raise the quality of people choosing to serve on
boards of Jewish educational institutions.

The notion of systemic change implies that dealing with personmel
and community jointly will have a greater impact then dealing with
either independently.

Scope, content and quality

1. Scope - Lead Communities are expected to engage with most of the
key institutions in a glven community. Most of the people in a
community should, over time, be affected. Whether working
within a given domain or across a2 range of domains, a
significant proportion of clients should be impacted.
(Innovative approaches should be found to enceourage institutions
to work cooperatively.)

2. Quality - We seek standards of gquality that can be made specific
and defined and that would not be satisfied with the status quo.
The monitoring, evaluation and feedback project is intended to
support this concept. We need a way of determining and
conveying standards below which we will not go.

3. Content - The content to be dealt with in the Lead Communities
is to reflect the work of Best Practices and the goals proje-<.
This may be done in terms of programmatic options -- personrc.
for what?

In discussion, it was suggested that the systemic approach 1s to
create a plan which, over time, encourages more people to have more
cumulative experilences which lead to stronger Jewish commitment.

It was suggested that the release of the Best Practice reports one
by cone may encourage a narrow approach, This might be rectified if
each report included an introduction which puts the individual plece
into a larger context. It was also suggested that the Best
Practices be introduced to the lay leaders and educators of each
Lead Community by having Barry discuss each and work with the group
to develop an appreoach, The Best Practice books should be viewed as

4



Iv.

a curricular resource for the training of persomnel in the Lead
Communities.

It was suggested that we need an outline of the ideal Lead Community for
our use. We might simulate this by taking one community as an example,
laying out all that we know about the community, and developing a sense
of what that community could be. This might force us to develop a set

of goals.

Working with the Communities

A, Plamning and the local commissions
We have made clear the expectation that each community establish a
wall-to-wall coalition and each community believes that it has done
so. The commission is to be the local mechanism for discussion,
policy making and planning. It is here that process and content
should come together. It was agreed that Federation would serve as

the convener. In addition, CIJE has asked that each comnunity
appoint a full time staff person to the project.

We seek the following products from the local commissions:
1. An expression of shared concern and mission for Jewish education

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

a. The educators survey
b. The educatlonal profile
c. An organlzational profile
d. A needs analysis
3. Pilot projects to get an early start
4. A multi-year plan to address persommel (in service-training,
recruitment, salaries, training programs, etc.) and community
mobilization (including a plan for action and implementation)
It was suggested that we encourage the communities to devote the next
year to the issue of personnel. The first step might be to look at what

the educators survey means for each community.

Pilot projects may emerge out of discussion of the educators survey or
of the Best Practices papers, the self-study, or the needs assessment,



Baltimore Meeting

It was suggested that we seek the following outcomes from the Baltimore

meeting:

1.

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

Communities understand the concept of Lead Community and what
CI1JE can legitimately expect.

It 1s clear to participants what they are to do when they return
home ,

The concept of partnership is further clarified,

Participants see themselves as invelved in a learning process
and understand that there is a lot more to learn.

There is a sense that coming to these meetings is worthwhile,
The following next steps 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 educators survey and
analysis, a plan, and early action.

The second day of the planning session was devoted primarily to
reviewing and revising the agenda for the Baltimore Lead Communities

Seminar.

The following peints were raised and may be of use as we

continue planning the work of CIJE.

1.

We should consider the assignment of campers within the Lead
Communities.

We should consider whether the lay leadership of the Atlanta
comelission is appropriate for this project.

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 1s a Cleveland based operation

with a satellite office in New York. The field researchers work
for and report to Adam and Ellen.
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September 28, 1993

Dr. Barry Holtz

Melion Research Center
3080 Broadway

New York, NY 10027

Dear Barry:

At the recent CAJE Conferenice in San Antonio, I had the pleasure of
attending the “work-in-progress” presentation you delivered regarding
the CJE’s Best Practices Project. Upon my retum to Los Angeles, T
conveyed a number of your preliminary findings to Dr. Gil Graff (who
has since become our Executive Director) and to other members of our
professional staff. Therc is uniform feeling here that your work is of
great significance and merits widespread dissemingtion.

To this end, I am writing to inquirc whether the CIE has made
provision for similar "work-in-progress” briefings in major Jewish
communities such as ours. As you know, there is considerable interest
here in revitalizing the supplementary school. "The CIJE project which
you direct will undoubtedly be of tremendous interest to communal
leaders and school stakeholders,

Please let me know whether a visit to Los Angeles during the course of
the cumrent academic year lies within the realm of possibility, and
whether there is anything our BJE can do tw facilitate such an
oppormumnity.

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

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



Exce t from CIJE staff telecon minutes of October 6, 1993:

IT. GA Plans

A. Lead Communities Seminar - 11/16-17

1.

CIJE 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.

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
Nelstein, 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 Federatlion execs are net avallable for the two full days,
he will strongly encourage thelr participation on the second day
and will indicate that the agenda will be adjusted to accommodate

this.

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

B, CILJE-telated 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 cercain that CIJE 1s highlighted.

MIM will introduce the prime minister Thursday evening.

We are scheduling a CIJE breakfast meeting for Friday at 7 - 8 AM
to include MIM, Steve Hoffman, Chuck Ratner, ADH, GZD, BWH, the
three community Federaticn execs, and cne or two lay people from
each of the Lead Communities.

A forum entitled "What Works in Jewish education™ is scheduled for
Friday morning, 8 - 9:45 AM. It is nect yet clear whether Alan or
Barry will be invited to present.

A session for continuity commission chairs is scheduled for Friday
afternoen, 2 - 3:45 PH. (According to Jon Woocher, it 1is hoped
that there will be Lead Community invelvement 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 wili talk with Jon Woocher and Steve Hoffman 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

DATE MINUTES ISSUED: Septembexy 22, 1993

PRESENT :

Committee Members: Morton Mandel (Chair), Mandell Berman, Charles

Bronfman:, John Colman, Mark Lainer, Matthew Maryles,
Melvin Herilans, Charles Ratmer, Esther Leah Ritz

Consultants and

Staff:

Seymour Fox, Annette Hochstein, Stephen Hoffman, Alan
Hoffmann, Virginia Levi (Sec'y)

1I.

troducto Rema

The chalr 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 pleasure at now having a full-time executive of
the highest quality. He noted that Alan Hoffmann has 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 undertske is to identify his successor
during his three year term.

The chair then expressed his gratitude to Seymour Fox, Annette
Hochstein, Steve Hoffman, Art Rotmsn 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 Shulamith Elster for two yeara 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 shead.

TesSs ort

The chailr 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
gulded the work of the organization, while continuing in their

full-time positions. CIJE clearly needed a full-time
professional head.

Alan Heffmann has now accepted the top position.

Second: Concern had been raised about 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 CLJE professional staff and
representatives 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 content, and resulted
in a much better understanding of directions and mutual

goals.

3. Wicthin the Lead Communities the following has been
accomplished:

a. A wall-to-wall coalition of lay and professional leaders
has 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. CLJE has recommended 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 1s searching for a person to staff the project.

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

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

e. Both quantitarive and qualitative surveys of persomnel
have been designed. They have already been administered
in Milwaukee and are scheduled in Aclanta and Baltimore.
They should provide a complete picture of the current
persornel situation in each community, and allow each to
plan for its most pressing needs. Among the preliminary
findings are the following:

(1) A very high proportion of Jewish 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 Communities are taking shape. Local leadership is
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beginning to be mobilized for Jewish education. In addition,
the communities are in the process of determining steps to take
to improve the quality of their personnel.

Discugsion

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. 1t 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 1s 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.

4 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. 1In 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 cemmunities are
reacting to outside intervention, it was reported that this is a joint
learning process. There is a core of people iIn 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, they have agreed to "buy in" to
ClJE's idea of how they should operate. While the communities inictfally
expected CIJE to come to them with "a pot of gold," despite frequent
indications to the contrary, they are becoming clearer on CIJE's rol °n
contributing expertise and a concept. The communities now understan.
and accept the centrality of the building hlocks identified by the
Commission: community mobilization and personmel. These will be amon|
the top priorities in their strategic plans.

4 question was raised about what denominational treining institutions
can do for CIJE. It was reported that they are being asked to provide
improved training oppertunities to meet the needs of educators currently
in the Lead Communities. In additicn te 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 involvement of
the movements goes beyond the training inst{tutions to the other
central educational organizations of each movement.

It was suggested that a&s new Lead Comrunicies are identified, it would
be useful to involve lay and professional leaders from the Iinitial Lead
Communities in order to help smooth the process,
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Preliminary Review of Plans for 19893-84

Alan Hoffmann began his remarks by noting that his work with CIJE is a
direct continuation of his work ac the Helton Centre for Jewish
Education in the Diaspora, of Hebrew University. Much of his work at
the Melton Centre has 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 werk 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
elsevhere in the world.

Alan noted that he begins his assignment with CIJE with a majJor 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 his work on best

practices, in addition to other assignments, particularly
supervising the intreduction of pilot projects iIn 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 Gemoran 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 Milwsukee and Julie Tammivaare in Baltimore. A
new field researcher is being sought for Atlanta.

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

A second ring of sctaff 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.

1. Shouel Wygoda, on personnel development.
Work Plan for CIJE

ClJE is musch more than the Lead Communities Preject. 1Its major
objectives are the following:
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is at the moment provided by the Mandel Associated Foundations. With
Alan Hoffmarnn in place, a major undertaking will be to attracct broad

supporc.

Ue are happy with the broad acceptance of the centrality of Jewish
education. CIJE now has the task of convineing the communities to "put

their money where their mouths 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 Jewish
youngsters more American., Now we are working to make our American
children more Jewish. There is emotional resistance to be overcome.

e CRB dation's Israe] Experience Program

Charles Bronfman reported that a new consortium has been formed with CJF
and UJA and that four communities have been selected to serve as pllots.
The CRB Foundation is providing financial support for the staffing of
this project with emphasis on marketing. Communities are asked to fund
the actual trips. A cooperative venture with the Joint Authority for
Jewish Zionist Education 1s providing funding for educational encounters
in Israel between Israeli and Diaspora youth.

A research project with the Melton 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 emotional element which this
project hopes to fill by recruiting Israeli youngsters to participate
wvith North American students on Israel trips.

Adjournment

The meeting was adjourmed at 12:00 noon.



MINUTES:

DATE OF MEETING:

DATE MINUTES ISSUED:

ATTENDANCE:

Board Members:

Consultants and
Staff:

Guests:

CLJE 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, Mark Lainer, Matthew
Maryles, Melvin Merians, Charles Ratner, Esther Leah
Ricz, Richard Scheuer, Bavid Teutsch, Isadore Twersky,
Bennett Yanowlitz

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

Chaim Botwinick, Roberc Hirt, Richard Meyer, David
Sarnat, William Schatten, Loulse Stein, Paul
Steinberg, Ilene Vogelstein

I. Welcome and

ess Repor

The chair welcomed all participants in the meeting and introduced three
new members of the 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

Rabbinical College.

He also welcomed the following guests from the Lead

Communities: William Schatten, chalr of Atlanta's Counclil of Jewish
Continuity and David Sarnat, Executive of the Atlanta Federation; Ilene
Vogelstein, Chair of the Committee of the Lead Community Project in
Baltimore, and Chailm Botwinick, Director of Baltimore's Center for the
Advancement of Jewish Education; Louise Stein, GCo-chair of Milwaukee's
Commlesion on Visions and Initiatives in Jewish Education and Richard
Meyer, Executive of the Milwaukee Federation.

The chair expressed his pleasure in introducing Alap Hoffmann, newly
appointed executive director of CIJE. Alan has taken a three year leave
of sbsence 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.



II.

The chair noted his thanks to both Steve 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 educat n
under the leadership of Alan Hoffmann, as CIJE's first full time
professional director.

Comments of Executfive Director

Alan Hoffmann remarked that he looks forward to working closely with this
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 that
systemic change is possible at both the local and continental levels. By
building a new generation of educators and mobilizing top leadership, we
can build on the revolutionary climate which has arisen over the last ten
years to seriously impact Jewish education.

He noted that the process CLJE has undertaken is a long one. He hopes
during the three years of his assignment to lay a strong foundation, and
looks to this board for its help and counsel.

A. CI1JE has four clear objectives:

1. Build the profession - create a new generation of professionals
and leadership for Jewish education.

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

3. Establish a research agenda and secure funding for that agenda.

4. Establish Lead Communities as laboratories in which to implement
reform for Jewish education based on building the profession and

mobilizing communicy support.

B. Staffing

Alan noted that one of the attractions for him 1s the staff with whor
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-director 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



C.

continue to direct the 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. Virginis 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 comsultant on goals and
vision.

e. Shmuel Wygods - on training opportunities im Istael

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. We have learned that it takes time to
understand, absorb and transmit the centrality of the building blocks
identified by the Commission: persommel development and commmity
mobilization. He listed the following challenges for CIJE:

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

3



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.

II1. Lead Communities at Work

A.

Project Overview

The chair introduced Charles Ratner, Chalr 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 Comeission 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 funding, leadership, and plamning coalesce on
behalf of Jewish educatiomn.

2. How the two building blocks (personnel development and community
mobilization) can be actualized within & community and what can

occur if 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
1s 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. 1In 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

under taken.

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

&



educators of those 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 has 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 sctaff
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 has led to a s¢ e
of mutual trust and partnership. Having 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.

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. Schatten is
chalr. The CJC is broadly representative of the lay and professional
community in Atlanta. The CJC's work plan for the vear inmvolves 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 om
Jewish education is scheduled to take place in October. In addition,
Emory University will offer 2 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 William 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



the appointment of a director of the new Jewish Educational Services.
Atlanta is at the point of moving from dream to reality.

Could the changes now occurring in Atlanta have taken place within the
old structure? It was suggested that the previous structure was not

meeting current community meeds. With respect to the Jewish education
services, insufficient attention was being given to the educators and

educational institutions.

In response to a question about the relationship of the Council for
Jewish Continuity and Jewish Educational Services to the Atlanta
Federation, it was noted that the CJC is the education desk of the
Federation for conceptuslizing, planning, and coordinating. Among the
activities it coordinates is the work of the JES.

Baltimore

The chair introduced Ilene Vogelstein, chair of Baltimore's Committee
on the Lead Community Project. She noted that Baltimore had been
involved in a mumber of activities prior to May 1993, when the 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 persomnel. Baltimore
has also restructured its Center for the Advancement for Jewish
Education, whose director staffs the CIJE project. Ileme also
enumerated a series 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. It began a process of clarification of goals and procedures.
Also following the May meeting, Baltimore participated in the design
of the educators survey and began plans for its administration,

scheduled fer 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
commumities

- crystallized the concept of CLJE

- helped show how to interface Baltimore strategic plan with
CIJE's goals

As 8 result, 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 CIJE initiacives.

Baltimore sees itself with the following challenges as it moves
forward with the CIJE project.



- The community expects that the Baltimore commission has a "pot
of gold" ready to fund innovative ideas.

- The need to ensure psychological and systemle change rather
that just the implementation of new program initiatives.
Baltimore hopes to help its community to look at Jewish
education differently.

- Immediately impact comprehensive retraining and profes-
slonalization of Jewlish educators,

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

- Need to work to include people and organizations from outside
the Federation system.

Ilene concluded by noting that Baltimore is very proud to be a Lead
Community, is energized and ready to have a significant impact on

Jewish education.

Discussion

It was noted that many people In the Lead Communities are aware that
they have been selected to be Lead Communities, but beyond a small
core, they are not clear on what that means. Communities need to
communicate clearly what being a8 Lead Community is about,

Baltimore is responding to the financial challenge by establishing a
Fund for Jewish Education. Milwaukee 1s working to go beyond the
Federation in its search for financial support. It was noted that the
mobilization of community support is criticel to this funding so that
financial resources are redirected to Jewish education. Baltimore
agreed and indicated a conscious effort is being made to bring a range
of people into the process.

Milwaukee

Louise Stein characterized the work of the Milwaukee Lead Community
project to date as & tremendous Investment of time, planning, lesrning
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 brocad cocaliction of 60 commrunity
representatives was established and has begun meeting to identify
1ssues and to establish a vision of the ideal Jewish community. It is
defined as a community which provides an educating environment, where
learning 1s life long, people are serious about their Judaism, and
Jewish values are lived.

Twe task forces have been established, one to work on persommel issues
and the second to develop a strategic plan. A family education think
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tank has been established. The quantitative survey of educators has
been completed 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 Monitoring, Evaluation and Feedback project is beginning
to provide valuable feedback information to the community which can be
used to help move the community forward on a strategic plan through
its task forces.

Milwaukee looks forward to forging ahead, working with th 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, CILJE for its responsiveness and support as
Milwaukee began this undertaking, and a deep appreciation 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 1is
not actively involved with the instlitutions that make up the Jewish
communal system. Has thought been given to reaching these people? It
was noted that a number of Federations are working more closely with
synagogues than they have in the past as a means of reaching out more
broadly.

Conclusion

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

Cleveland began by establishing 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 coalitien. Initially, this
involved the Federation Endowment Fund and three private families for
a total of 4 million dollars. Four years later, in a second round, 8
willion 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 families supporting
the efforc.



IV.

Moral of the story: If you put an exciting program in place, it will
draw financial support. He noted that what is happening in the three
communities is so worth while that it has to work.

The chair thanked the presenters, noting that after his working twelve
years on behalf of Jewish education, these reports today proved that

it was all worthwhile.

onitorin Evaluation and Feedback Project

A.

Introductory Remarks

Esther Leah Ritz, chair of the Monitoring, Evaluation and Feedback
Committee, was asked to introduce this presentation. In doing so, she
noted that the consultants working with CIJE from the University of
Wisconsin epitomize the high quality people imvolved in the world of
general education who are being attracted to Jewish education by the
CIJE. She introduced Dr. Adam Gamoran, Professor of Sociology at the
University of Wisconsin since 1984. He is Iinterested in tracking in
public education and has just returned from a year in Edinburgh,
Scotland where he had been working on a Fulbright scholarship.

Project Update

Adam Gamoran asked: How will we know whether Lead Commrunities are
successful in creating change? How will we understand the barriers
and how they are surmounted?

We need an evaluation project in order to create useful knowledge --
to disseminate the learning of this experiment. We also need
evaluation to provide the individual commumities and CIJE with
feedback as well as to facilitate reflective 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 Communities were selected and
established, the MEF project was imvolved in documenting the process
of engaging the communities. This first year was one which focused
more on comrunity dynamics than on education.

A fleld researcher was assigned to each community. Their job,
initially, was to document the extent and nature of community
mobilization for Jewlsh education, to characterize the lives of Jewish
educators in the communities, and to determine the visions and goals
of the comminities for Jewish education. Working with the
communities, they developed and began to implement interview protocols
to study the lives of Jewish educators in the communities. They also
developed a survey of educators which is now being administered and
the results analyzed. In addition, they are providing the

9



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
have 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 report of their findings.
The reports will be policy oriented, their purpose to help the
commnities determine future directions.

For example, the gqualitative study 1s showing that substantial numbers
of Jewish educators have had little or no formal training. While
communities offer a wide range of professional development
experiences, these are often sporadic 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:

1. Continue ongeing monitoring and feedback. Specifically, the plan
is to document the process of articulation of goals and to develop
meagsures 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 line on the lives
of educators, to evaluate change.

2. Become more deeply imvolved 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 Commmity
comes to realize the centrality of evaluation in its work.

Discussion

When asked whether base-line interviews have been conducted with
members of the wall-to-wall coalitions, Adam noted that some
interviews had been conducted. However, interest has been raised in
the ripple effect of people's involvement with the coslition, i.e. the
extent to which they are taking our ideas back to their home agencles.
This has not been studied but should be In the future.

10



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
materiales circulated to the Beard) 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 intention to look at the relatiomship of the
Best Practices project to the Lead Communities. He noted that the
Best Practices project is a means of estahlishing a research hase
by documenting success stories in Jewlsh 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 avallable at the meeting. Each of these studies will be
rewritten in greater depth in the future. At the same time, work
1s 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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VI.

Following is a sample of some of the findings in the early childhood
volume :

1. There 1s an explosion of programs In this area and & tremendous
strain on the system. There 1s no area where the issue of
persomnel shortage is more acute than this. 1n 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 others 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 schoocl education is high.

Barry concluded by noting that there is no plan 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.

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 Ratmer
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 close 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 Rosenzwelg, 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
soclological setting, atmosphere or attitude. He suggested that rather
than aiming solely for "change," we should seek improvement,
intensification, and implementation as key ideas guiding C1JE work.
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VII.

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 leng after the conclusion of the formal instruction. H-
noted that the vision of CIJE is to help provide a Jewish education wh..h
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.

Adjournment

The chair thanked Rabbi Twersky and the meeting was adjourned at
4:00 P.M.
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CIJE ISRAEL STAFF SEMINAR
Qctober 20th-25th, 1993

AGENDA

L Lead Communities: 1993/4 Operations

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

1. Personnel:
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
¢. Populations and dates for personnel seminars

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

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

4. Pilot Projects:
8. For educators
b. For students
c. For lay leadership

5. Community mobilization
-Char ‘ons
« Lay leaders
- Grass roots
- "Wexner" project idea
B. GA semunar

C. Letter of agreement

OCT 13 *393 g:5n



1I. CIE: genera]
A. Denominations
B. Training institutions
C. Rabbis
D. From 3-23 ("Boston")
E. Educational Community

- Professional Advisory Group
- Conference and meetings

F. Lilly/CIE collogium
- Dates

- Participants
- Subjects



CIJE Israel Seminar
20th-25th, October 1993

chedule

Wednesday, 20th, Qctober [993

9:00-10:30  Meeting with Deborah Goldstein, a Sentor Educator from Melton Centre

10:30-12:00 Mesting with Seymour Fox, Daniel Marom, Shmuel Wygoda, Barry Holtz,
Gail Dorf, Virginia Levi on the Educated Jew Project

12:30-1;:30  Lunch - opening

1:30-2:30 Session [

2:30-2:45 Break

2:45-4:00 Session

4:00-4:15 Break

4:15-5:30 Session

5:30-7:00 Break

7:00-8:00 Dinner at 10 Yehoshafat St.

8:00-9:30 Session IT

Thursday, 21st, October 1993

9:00-10:30  Session 1T

10:30-10:45 DBreak

10:45-12:15 Session

12:30-1:30  Lunch

1:30-2:45 Session IV

2:45-3:00 Break

3.00-4.00 Session

4:00-7:00 Break

7:00 - Working dinner at Confederation House, Yemin Moshe, Jerusalem

Eriday, 22nd, Qctober 1993

8:00-9:30
9.30-9.45
9:45411:15

11:15-11:30

11:30-1:00
1:00-2:00

Session V
Break
Session
Break
Session VI
Lunch



aiur ctober 19

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

4th, Octo 03

9:00-10;30  Meeting with Howie Dietcher, Director of Senior Educators program
of the Melton Centre, The Hebrew University

10:30-10:45 Break

10:45-12:15  Session VIIL

12:30-1:30  Lunch

1:30-3:00 Session 1X

3:00-3:15 Break

3:15-5:00 Segsion

5:00-6:30 Meeting with Leslie Brenner, a Senior Educator from Melton Centre

Mo 2 ber 1993

9:00-10:30  Session X
10:30-10:45 Break
10:45-12:15 Session
12:30-1:30  Lunch
1:30-3:00 Session XI
3:00-3:15 Break
3:15-5:00 Session

Useful Information:

Alan Hoffmann - Telephone at home: 249690

Caroline Biran - Telephone at home: 716777

Address of CLE - Israel office: 10 Yehoshafat Street, German Colony, Jerusalem
Tel: 617418, 619951 Fax: 619951

Hotel address: Laromme hotel, 3 Jabotinsky Street, Jerusalem
Tel: 756666 Fax; 756669
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Chair
Morton Mandel

Vice Chairs
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Max Fisher

Board
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Daniel Bader
Mandeill Berrnan
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P.C. Box 94553, Cleveland, Chio 44101
Phone: (216} 391—1852 @ Fax (216) 891-5430

TQ: John Colman, Seymour Fox, Adam Gamoran, Ellen
Goldring, Anmette Hochstein, Steve Hoffman, Mort
Mandel, Chuck Ratner, Barry Rels, Esther leah Ritz,
Shmuel Wygoda, Hank Zucker

FROM: Ginny Levi

DATE: October 18, 1993

RE: CLJE Update

Enclosed are varlous reports and letters which I’'ve gathered to
bring you up to date 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 visits, are
sensitive and we would appreciate your keeping it confidential.

Enclosures include the following:

1.

2.

Notes prepared by Gail Dorph on visits to Lead Communities.

Memo of Sept. 9 from Art Raparstek on meeting with Lilly
Foundation. - '

Memo of Sept. 10 from Barry Holtz on meeting with Lilly
Foundation.

. Letter of Sept. 20 from Cralg Dykstra, Lilly Foundation.
. Preliminary agenda of Staff Seminar In Israel.
. Excerpt from minutes of Oct. 6 outlining plans for GA.

. Letter of Sept. 28 from Ron Reynolds. /



EXHIBIT A

NOTES FOR STAFF
THIRD CIJE SEMINAR
G.A. Montreal, 16-17 November 1993

Noy, 16th:

2:00pm: Session I; Introduction
Theme of seminar: "How do we move forward in personnel,
community mobilization and geals.” ADH

2:15pm: Session II: Community updates
(ADEB/GD to prepare outline
So that there is consistency between each report)

Discussion BE

3:00-4:30pm: S¢ ion I
"Projected first year outcomes in personnel”

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

* Educator survey completed
* Educator survey discussed
* Planning Committee prepare action plan
* Pergonnel situation discussed in comnmunity
* In-service pilot project
* Israel seminar
ETC..]

b) 3:30-4:00: "Analytical potential of F 1cators Survey” - Ellen Goldring
c) 4:00-4:30: Discussiox_:‘

d) 4:30-4:45; Break



4:45-10:00pm; Session IV
"Engaging community in discussing educators survey and implications"

4:45pm: a) Introduction: ADH
4:55pm: b) The Milwaukee experience: Roberta Goodman

5:15pm: ¢) Discussion

6:00pm: Dinner
7:00pm: d) Break out groups: Each community translates *engaging” into its own

terms:
i. Timing
ii. Implication for action -

They will be asked to relate to:
* Content
* Audience
* Projected outcomes
* Who is responsible

8:30-9:00pm: ¢) 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. Mappmg 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?
* Qther



9:00am:
9:30-9:45anm

9.45sm:

2. Stages of implementation (should reach pilot projects)

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

Discussion

Break

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?

¢. Participants

d. Projected outcomes, ¢.g. Pilot Projects
¢. Who is responsible?




ISSUES THAT WILL EMERGE IN EXERCISE:
* Problems e.g. early childhood, teacher in service

* Prioritize based on:
a. need
b. cost
¢. feasibility

* Possibilities or option;
a. local suggestions
b. CIIE suggestions

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

EXAMPLES OF CUE PILOT FROJECTS (across cornmumity)
1. "Educationg! Leaders Retreat” - Vanderbilt
- For whom? Principalsheads institutions - supplementary + day school
¢ross denominational
- When? April

- Why? *Kick off" of professional development for educational leaders

2. Lay-Professional s inar in Israel on Goals
For whom?  Chairs + professionals of CIJE, local projects + CIIE board

members .
When? Taly
Why? *Up level of discourse” so that this becomes content driven

3. 'Best Practices Seminar®

* Lay leaders
* Educators

- -_ MY o T T [P Tl o Lo =y
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November 9, 1993

Dr. Barry W. Holtx
Meiton Research Center
* }0 Broadway

New York, NY 10027

Dear Barry:

Thank you for following up op gar request in such a omely 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 im rtant work.

There are several possible opportunities for you to meet and interact
with our communal lay leadership and professional staff. There is 2
possibility that we will conduct a BJE Board Reureat sometime in early
March. Last year’s retreat brought 50 leaders together at the nearby
Brandeis-Bardin Institute for a spirited day of deliberation, discussion
and fellowship. Should we schedule a 1994 retreat, I foresece the
possibility of 8 90 minute presentation and discussion segment for you.

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

Please let me know whether these possibilities strike a receptive chord.
Within a short period of dme we shov'* then be able wo finalize
arrangements.

Best wishes for continued success!

Sincerely,

0 TN
Dr. Ron Reynolds
Director of School Services

cc: Dr. Gil Graff

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

Agonesy of Jowish Fedaration Counci + Beneniciany of United Jowlish Fund + Affdctad wih Jewish Educatitn Sorwvict of Moxdh Amadea

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

AGENCY
OFHCERS

Prascient
Unda Goldentarg Maymen

Executhve DieCIOr
Dr. &1 Graff

vice Presdenb

Comaspondng Secietary
Dy, Mank Soldenbemg

Recording Secgtory
Suson Jocoby Slem

Tecmiurer
Alfred Ashipy
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December 3, 1993

Mr. Alan D. Hoffmann

Council for Initiatives in Jewish Education
P.O. Box 94553

Cleveland, Chio 44101

Dear Alan:

Thank you for your contributions to the Valparaiso consultation. I know it was a little
difficult dropping in on the middle of someone eise's conver tion 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 Vaiparaiso project. [ 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 fur____r conversations along the way.

Thank you for sending me Mike Rosenak's book. 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 hohdays to
read it.

My best wishes to you, your colleagues, and family this holiday season. Blessed Hanukkah.
Very sincerely,
Craig Dykstra
Vice President, Religion

CD/jl

2801 Neorth Mendian Streat
Poct Oftice Box RE06E
Indianapolis, Indiana 46208
13171924 547] Fax [317192¢-443)



BOARD MEETING
COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
APRIL 21, 1984
8:30 AM. - 4:30 P.M.
CENTER FOR JEWISH STUDIES {CUNY)
NEW YORK CITY

Attendance

Board Members: David Arnow, John Colman, Maurice Corson, Jay Davis,
Billie Gold, Neil Greenbaum, David Hirschhorn, Norman Lamm,
Morton Mandel, Melvin Merians, Lester Pollack, Charles Ratner,
Esther Leah Ritz, Richard Scheuer, Ismar Schorsch, David
Teutsch, Maynard Wishner, Bennett Yanowitz

Guests: Genine Fidler, Joshua Fishman, Robert Hirt, Barry Kosmin,
Carl Sheingold, liene Vogelstein

Consultants Sandee Brawarsky, Gail Dorph, Eilen Goldring, Stephen Hoffman,

and staff: Alan Hoffmann, Barry Holtz, Isaac Jeret, Micah Klein, Martin
Kraar, Virginia Levi, Daniel Pekarsky, Arthur Rotman, Richard
Shatten, Leah Strigler, Jonathan Woocher

Copy to: Daniel Bader, Mandell Berman, Charles Bronfman, Gerald Cohen,

Susan Crown, Max Fisher, Charles Goodman, Aifred Gottschalk,
Thomas Hausdorff, Gershon Kekst, Mark Lainer, Marvin Lender,
Norman Lipoff, Seymaur Martin Lipset, Matthew Maryles,
Fiorence Melton, Isadore Twersky

Introductory Remarks

Morton Mandel, chair, opened the meeting by welcoming thase 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 addition, 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.



CIJE Board Meeting Page 2
April 21, 1994

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 Visiting Professor of Sociology and Jewish Studies at
the CUNY Graduate Center. Dr. Kosmin is Director of the Mandell L. Berman
Institute--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 asked. He noted that the 1990 CJF
National Population Survey was not intended as a research instrument in
education. Several subsequent studies have extracted data which correlate
Jewish commitment to Jewish educational background. From this we may
extrapolate that Jewish education plays an important role in one’s Jewish
identity, but cannot 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 effects 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 to determine what 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.



CIJE Board Meeting - Page 3

April 21, 1994

Our approach should remain comprehensive, looking 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.

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 Mobilization - Charles Ratner, Chair

The committee’s focus is on building community support for systemic
change. I[n discussing the work which CIJE has undertaken in the Lead
Communities, the committee reviewed findings which suggest that in order
for the change process to work, a community needs effective leadership in
the following three areas:

1. Lay champions committed to systemic change for Jewish education.
2. A federation executive equally 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 to the status quo and the desire for systemic change. It
heard evidence of new financial resources and a reprioritization occurring in
many communities in North America which will place Jewish education at
or near the top of the community agenda.

Mr. Ratner concluded by noting 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 education 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 both 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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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 to give hope to our work by identifying ways
in which Jewish education can be provided effectively. This project offers
a curriculum for change. Individuals have been identified to document best
practices in a particular area of Jewish education. Once these best
practices are identified, CIJE can provide experts to work with communitics
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.  Recruitment

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. [t 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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The Goais 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 8altimore, 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. Hirschhorn noted that fifteen years ago the Baltimore Federation identified
Jewish education as a primary concern. Substantial funding was devoted to this
area, resulting in frustration when there was no clear 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 faculty of the University of Wisconsin
and a Philosopher of Education, to describe the Goals Project now being
undertaken by CIJE.

Dr. Pekarsky noted that the Goals Project is based on the premise that the
effectiveness of Jewish education depends on the degree to which we are clear
on what we are trying to accomplish. He noted that 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 institution and insufficiently present in the majority of Jewish
educational institutions today. The purpose of the Goals Project is to encourage
our educational institutions 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 ciear and compelling and an institution must have a
plan for translating that vision into practice. The agenda of the Goals Project is
to encourage 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. Alibrary 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 elem ts 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 compeliing for the key stakeholders of
an institution or community.

V. D'Var Torah

The chair introduced Dr. David Teutsch, President of the Reconstructionist
Rabbinical College, who concluded the meeting with an inspirational D'Var Torah.
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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 CIJE are the chief volunteers of the
organizations with which we have been working most closely since the Commissio n
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 optimiz.
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 CIJE 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 CIJE’s work. The Board remains in formation and will probably grow somewhat in
the months ahead.
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A programmatic steering committec has been formed. Its members include the chairs
of the Board committees and members of the CIJE staff. The Steering Commitiee will
coordinate the work of 1 commirtees to insure that each is aware of what the others are

doing.
CUE Staff

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

Gail Z. Dorph - formerly Director of the School of Education at the 1 iversity
of Judaism in Los Angeles, now serves as CIJE’s amm in the Lead Communities.
She has 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 n
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 evalvation. In addition to supervising and directing the
Monitoring, Evaluation and Feedback Project in the I 1 Communities, they are
thinking through our agenda on research and, together, staff the Board committee
on Research and Evaluation.

Barrv 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 philos her
of education and consultant with CUE. He is melding interests in Jewish
education and the p™ "osophy of education in his work on the Goals Project. He
has visited the Lead Communities to discuss the project and is working with *~=
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.



CHE Executive Committee Page 3
April 21, 1994

II1.

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 Go ; Project.

Annette Hochstein - working with CUE 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 CIJE
for a period of three years. He staffs the Board committee on Comumunity
Mobilization.

1994 Update and Work Plan

Mr. Hoffmann reported that work is under way on a multi-year planning process for
CUE. 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 there 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 CIJE 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. CIJE is now re-focusing its work, with the Lead Communities remaining one
significant segment of the work of CIJE.

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 CIJE 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. CIJE
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. CIJE has begun to
think about when and how to share what is being leamed 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 1s a challenging task for an intermediary organization to foster change.
We are discovering that there is a fine art t0 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 CIJE 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.
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i Master Schedule Control

A review of the calendar for the remainder of 1994 resuited in agreement that the
October 19-20 dates for the next Board meeting will be reconsidered. The Steering
Committee will be contacted about alternate dates in the near future,

A question was raised about the 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 future.

. Review of Minutes of March 15, 1994

A. The central elements for systemic change

At the January meeting of the Steering Committee it was suggested that one
or more lay champions, a committed federation executive, and a full time local
professional committed 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 that all three
elements be in place in order for CIJE to 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 congcept 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 w 't with individual institutions or with communities in the
development of visiun, and what role JESNA might play in this 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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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 fuil,
ongoing dialog which CIJE has initiated with each of the three.

Milwaukee Personnel Survey and Broader Implications

Ellen Goldring reported on some of the resuits 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 ¢ross-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 of 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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It was proposed that we ook 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.

R~2w of Committee Agendas and Meetings

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

it was suggested that each committee will eventually develop its own total vision
which will become part of the averall vision of CLUE. 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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TO: Members of the CIJE Steering Committee
FROM: Morton L. Mandel, Chair
DATE: June 6, 1994

| 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.

becc: Gail Dorph Alan Hoffmann
Ellen Goldring Barry Holtz

- - Daniel Pekarsky

Nessa Rapoport

Richard Shatten

Stephen Hoffman Henry Zucker
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MEMO

TO: Steering Committee
FROM: Alan D. Hoffmann
DATE: August 23, 1994

SUB.JECT: Goals Seminar Feedback

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

Goals Seminar.
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ﬁ f% A joint project of CJP and i3 agencies, UAHC, United Symagogus,

Ona Lincoln Plsza Beston, MA 02111
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lrving Belansky and Mark Goldwaitz
Co-C" "2

Auguse 2, 1994 Carolyn Keller
Dirgotor

BY FAC LB: Q11 972-2-617-418
DE. Algn Hofrman, Pxecutive Director

Council for Iniriatives 4in Jewish Education

Dear Alan:

Once again, I vant to thank you for inviting Carolyn Keller and me to the
CLJE Seminar. Evan the casual observer would know that the program was
excasdingly well plarmad, The CIJE Staff mads excellent, thoughtful and
Tich presentations, and your office assoclates paid attention tttemtion to
even the most minute detail,

Alan, ths work that hae to ba accomplished at the nationkl lewel iz a
herculean task that i{nmvolves not only a national and community vision, but
a vell executed lmplementation process that embraces the day schools,
supplensntal sohools, and adult education prograns. I1f we are to mske
dranatic changes in our aducational service dslivery asystems for the
purposas of transforming Jews, we will nevd to czsate true partnerahipa
betwaen Federatioms, synsgogues, and the movements at the local and the
national levels.

We will need to have an sll-encompassing vision that reaches out to all
atakehnldey_.. That vision must be well articuleted , and be
tepresentative. Both the vision end implementation pracess must have
cocapalling and joyful reasons for our peopla to ramain and become
educgted, passionate, and litarate Jews dsvoted to “"repairing the world.”

Alan, I want to mest with you &s soon as posaible to share how I can be a
significant playsr in the accomplistments of gommunity goals.

I look forward to mpesking with you to arrange 4 meeting, and I will
telephona you the week of August 8 to arrange & meeting.

Varmeat parsonal ragards,

‘/(\‘Lf\}\, 1 LA Mﬁ-lu)r
Irving Belansky
IB:rw

C:\mm\Irving-Alan
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Dr. Allan D. Hoffman
Council for Initiatives in
Jewish Education

15 East 26th Street

New York, NY 10011-1579

Dear Alan:

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

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

| 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!

Sincerely,

AT~

Rabbi Robert S. Hirt
Vice President

iy
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Janet M. Braverman July 27, 1994
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Lea Lazar

Dolll'::l% ’;r:rﬁ:ﬁa:ar M[‘. MOI't Mandel
Caronn Aot Mandel Associated Foundations
Joﬁzﬁfgf-.aghanes 4500 Euclid Avenue
Treasurer .
Cleveland, Ohio 44103

Trusiees
Murray D. Altose
Kay E, Ariel Dear Mort,
Ellen K. Getin
Renee Edelman

EEE?E\‘:EE%EE On behalf of the faculty and Board of Trustees of Agnon School, I would like
et Izt eh Goidberg® thank you and your foundation for two significant growth opportunities this
Hobert %:::ferg summer. Your generous grant to the School for staff development work at the
Rochelie Gross Melton Centre for Jewish Education in the Diaspora at Hebrew University in
grucn W. Marks Jerusalem allowed a group of General Studies and Judaic Studies teachers to
Kenneth 4. Fapoport — participate in a seminar designed to meet the needs of Agnon. The gifted Melton

fiana Horowitz Rainer

cNaney omoner faculty arranged for us to study Bible in the Judeaen Hills and to pursue the
:‘é%gﬁfg‘,s{%‘: complexities o.f the peace process wi.th Israeli-Arab high school students in.Sacl:u.lit
lrwin A Schaler and :lew15h resxdt_ents in the Qolan Helghts. . We participated in an archacolc;gxcal dig,
"INancy Shanes §tud1ed Islam with a Muslim sheikh outside the A?-Aksa Mosque, considered the
Kenneth D. Vinocur impact of secular culture upon Jews at the Heroshan‘ mansions from the Second
Clifford A. Wolt Temple period, and read material by Shai Agnon in his home. These experiences

"Dantel G. worthington —  1d clearly not have been provided in Cleveland. They allowed us to focus upon

H Board Chai ) . . .
Peter Rzepka - e he impact of field experiences as integral components of a school cumicolum,
gefonorary Life Members develop preliminary plans for an eighth grade educational trip to Israel planned for
Simon Kadis the spring of 1996, and tc 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 { were extremely fortunate to join a group from Cleveland
at the CIJE 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. [ 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

Affigled with the Cleveland Buresu of Jewish Education, the Jewish Community Fed inf, angd the Indeg Schoois A iaticn of Central States



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 wath the Melton Centre and to building

an ongoing working relationship with CIJE.
Sinzrely yours,

Ray Lewvi

Copies: Mark Gurvis
Steve Hoffman
Ze'ev Mankowitz
Dan Polster
Peter Rzepka
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MILWAUKEE JEWISH FEDERATION
July 18, 1994

Dr. Alan Hoffman
Director
CLIE-Cleveland Office
P. O. Box 94553
Cloveland, OH 44101

Dear Alan:;

Both psrsonelly and on behalf of the Milwaukee delegation | want to thank you for the
time and effort you put into organizing the Goals Seminar and for the concem you
showed to the Milwaukese participants. There were many issues to discuss baoth before
and during the seminar. The one thing | 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
preparation in our upcoming Vision and Goals Seminar in Milwaukee we will look forward
to our continuing partnership with the CUE.

Again, it was great getting together with you in Jerusalem. 1 look forward to seeing you
soon in Milwaukee and in the interim wish you a successful transition to the States.

Please extend our - .anks and appreciation to Gail and Barry as well.

Do rr

Richard H. Meyer
Executive Vice President

RHM/j

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

1360 N. Prospect Avenue Milwaukee, Wisconsin 53202-3094 414-271-8338 FAX 414-271-7081

— P les -l I R A e



3075 Chadbourne Rd.
Shaker Hts., Ohic 44120 -

July 18, 1994

Mr. Morton Mandel

Chairman, Premier Industrial Corp.
4500 Euclid Ave.

Cleveland, Ohio 44103

Dear Mort:

I just returned from the CIJE seminar on vision-driven
institutions in Jerusalem, and I wanted you to know what an
extraordinary learning experience it was for me. For five days,
morning through night, our minds were stretched to the maximum as
we wrestled with both theoretical and practical issues. The CIJE
and Mandel Institute staff and consultants were exceptional.

Each day, we had the opportunity to meet separately by
community for 60-90 minutes. As the only lay member f£from
Cleveland, I was struck by the fact that the discussions of our
Cleveland delegation were marked by a depth and candor that would
not have been possible, at least at the outset, had these meetings
occurred at home. This is probably attributed to the makeup of the
Cleveland group, the effect of the overall seminar upon our
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
looking at the 0ld 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
School. I believe Agnon is an example of a vision-driven community
day school which is struggling with the problem of how to be
inclusive without being pareve. I believe that Agnon would provide
& good case study for CIJE analysis, and that CIJE could in turn
assist Agnon in continuing the never-ending process of self-
evaluation and improvement. We have set up a follow-up meeting
when Alan is in Cleveland the last week of Auqust.

I hope that my participation contributed in some small way to
the success of the seminar. Thank you again for providing this
extraordinary experience, and I look forward with anticipation to
continuing to work with the talented men and women you have
assembled at CIJE.

cerely,

0 2K

Dan Aaron Polster






MINUTES:
DATE OF MEETING:

COPY TO:

CIJE STAFF MEETINGS
August 23-25, 1994

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

I-

Staff -- August 23, 1994

{ADH, GZD, AG, EG, SHH, BWH, VFL, DP, 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 vyear ago, the communities perceived themselves as "Jeading"
communities {exemplars}. They have begun to understand their role as
laboratories -- sites for trying new approaches.

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

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,

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? architect? coach? trainer
trainers? consultant? Each of these requires a different
approach.

c. Do they understand our expectations of the relationship? "Do

we live in their consciousness?”

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.

7g
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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 was discussion about the degree to which CLJE has abandoned *he
concept of systemic change. It was suggested that while we are no lo..ger
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. Tha
time frame for systemic change will be considerably longer than originauy
envisaged and we may have to deal with "systemic change-readiness” in some
communities. We should not abandon the Lead Communities unless we are
convinced that they 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 the interrelationship of community
mobiiization 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.

Staff with MLM

The discussion of CLJE'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 work of the four committees of the board.
Qur relationship to communities remained a theme in light of the view that change
must occur at the local level. It was noted that CLJE has tearned in the past year that:

A.

There are three elements which must be present for our work to move :
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.

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 continent~! level (goals
seminar, leadership institute}. We would like now to determine ways tu disseminate
what we have learned to a wider group of communities.

It was noted that the relationship of CIJE to the three Lead Communities 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 extricating ourseives from
obligations to work with them 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 carefuily crafted
document outlining our long term geals (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 four conclusions were outlined from the preceding discussion:

i. CIJE’s ultimate goal is to work tcwards 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 for 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 cornmittees and that the Steering Committee setting be the place where the
work of the committees takes place. This work would then be reviewed 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 mabilize community support.



ClJE Staff Meetings
August 23-25, 1994 Page 4

Continuation of Staff Meeting —~ August 25, 1994
{ADH, GZD, AG, EG, BWH, VFL, NR, WR)

Alan opened the meeting by summarizing the major new thrust which had been
developed over the 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 will 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 relationship 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 refationship of committee staff peopie with their chairs and vice-chairs.
Staff should plan to communicate with their chairs and vice-chairs every two weeks.
The first preduct 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
CIlJE 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
1o our designated laboratory communities. [t was suggested that work on the various
projects of CIJE is often interdependent. 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 communities, 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 with 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 assumptions and conclusions before we make any decisions
about our relationship to the communities.
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9-19-94

This discussion concluded with consensus that we should work only in those
communities where we can implement our pl s. 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 _.ans.



CLJE STAFF MEETING
Sheraton Cleveland City Centre
August 23, 1994
4:00 PM

Participants: GZD, AG, EG, SHH, ADH, BWH, VFL, DP, NR

CLJIE Update & Issues

I. CIJE’s involvement in communities GZD
II. Goals Project and CIJE capacity BWH
III. Toward Thursday’s MEF Advisory Committee meeting AG/EG

IV. Developing lay leadership and telling our story NR
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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
huilding the profession of Jewish educators -- a central thrust of the CIJE mission. The first
uaid 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 Jewis..
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
befieve 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-sponsaored
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
a. wie Injversity of Wisconsin, the seminar was a pioneering effort in "creating vision-driven
institL.- -« and communities” for Jewish settings across the United States. This project is
based esults of extensive studies of reform in general education, which have shown
that L..wee mistitutions with a compelling and pervasive vision are most successful in
transforming *h2 quality of education in their settings. The Goals Seminar and its follow-1n
continentally «.ll, we expect, contribute a new dimension to our understanding of how ch !
takes place.

The ClJE-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. Tha
institute is the first in North America to bring together the expertise of Harvard Universivy »
Principals’ Center with outstanding Jewish schoiars and educators to focus on issues rior
educational {eadership across denominations, institutions, and communities. Its pu. o€ 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 thy s
Project, the ClJE-Harvard Leadership Institute represents cur cormmitment to systemic je
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 attendanc.

plans.

With best wishes for a Shana Tova,

Morton L. mandel



MINUTES: CIJE STEERING COMMITTEE

DATE OF MEETING: August 24, 1994

DATE MINUTES ISSUED: September 19, 1994

PRESENT: Morton Mandel {Chair), John Colman, Gail Dorph
Stephen Hoffman, Alan Hoffmann, Barry Hol
Daniel Pekarsky, Charles Ratner, Esther Leah 3

" jinia Levi (Sec’y), Nessa Rapopo!
‘en Goldring

COPY TO: Jonathan Woocher, Seymour Fox, Annette Hochstein,
Henry Zucker

. 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 upgradir 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 Isra center

and various Narth American institutions. This topic is under consideration by a
small team of consuitants to CIJE.

CJF/CIJE/JESNA Relationship

Steering Committee members were reminded -~ t the leadership of CIJE &
CJF have had several conversations about the North American Commission o
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 ¢
this committee would be to help to develop community support for Jewish
education.
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in paraliel, 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
the limited communication which the current structure has afforded between
committee chairs and their staff.

It was suggested that a variation on the committee structure be considered. Each
committee woulid 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 working teams to meet. Each would present the outcomes
of its discussion to the full Steering Committee for further discussion. Steering
Committee 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 the 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 who can guide our work, and to establish a CiJE
personnel action plan,

3. As planning proceeds, the committee will target a smal! 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 will 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 t: »red to a specific community.
CIJE would be available to help a community determine how to fund and staff
implementation, but the specifics would be up to each individual community.

It was also noted that the identification of a cadre of senior personnel to work
with CWLIE is an important step in this plan. A caution was raised about the
small number of such people available and the importance of recruiting good
new people to the field.

B. Community Mobilization

Chuck Ratner reported that, having selected the Lead Communities, it is now
the task of this committee to mobilize community 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 task. Qur products include the Goals Project,
Best Practices, the Educators Surveys, the Monitoring, Evaluation and
Feedback work, and our work in the Lead Communities, where we hope to
demonstrate the possibility of achieving transformation.

Another goal of this committee is for the CIJE vocabulary and ideas to become
ac tral 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 inciude 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 originai
conceptualization, CIJE would work with each of the three Lead Communities
on every aspect of the CIJE agenda. This has evolved to where the Lead
Communities are among those laboratories from which CIJE can seiect the
appropriate site for the implementation of a particular approach. CIJE will
continue to develop additional laboratory sites, as appropriate.
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C.

It was suggested that the work of the four committees is interdependent and
that a community might not be able to implement a personnel action plan, for
example, without help in community mobilization. (n 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.

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. 1t 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 deveiop 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 within its realm over the past six months and
describe what it proposes to do in the coming six months. The role of the full
committees will be to provide input, reacting to presentations at the meetings.

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 ongoing 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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Assignment

v.

It has been proposed that a report bi  1ade at the GA in November on the
implications of the personnel studies in the three Lead Communities 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 capacity, it will be necessary to
find people to help with 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 ts the most extensive work on research in
Jewish education in North America at present. [t was suggested that with
greater community mobilization will come the identification of potential
supporters of future projects in research.

Summary

In summarizing this exercise, the chair noted that each subcommittee should
plan to present a work pian at the next Steering Committee meeting. Alan
Hoffmann will work with committees on identifying vice-chairs to participate in
future deiiberations.

The Goals Seminar and the Goals Project

Daniel Pekarsky reported on the eiaborate joint planning process with the Mandel
Institute in Jerusalem that led to the Goals Seminar which took place in Jerusalem
n 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 development of a vision driven institution?
Does it require a charismatic leader, or can it be undertaken by "ordinary
people?”

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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VI.

C. T establishment of an institution around a clear vision provides one sort of
chailenge, 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.

A1 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, Danie! 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 schedute for the
meetings of October 5-6.

October 5

10:00am - 4:00pm Steering Committee Meeting

6:00pm - 7:30pm Executive Committee Meeting and Dinner

8:00pm - 9:30pm 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)

October 6
9:30am - 3:00pm Board Meeting
Calendar

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



ASSIGNMENTS
ACTIVE PROJECTS

NS

RAW MATERIAL FUNCTION CIJE STEERING COMMITTEE
FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE ASSIGNMENTS
ORIGINATC PROJECT LEADER  VFL DATE 8/24/34
ASSIGNED | DATE |
NO. DESCRIPTION PRIORITY TO ASSIGNMT 1 DATE
(INMALS) | STARTED
1. | Redraft total vision for review by Steering Committee BWH 4/20/94 | 8/15/94
2. |Draft a statement cuttining CIJE's thinking on the role of community DP 4/20/84 | 9/15/94

vision in encouraging individual institutions to be driven by vision.

3. | Review literature on compiex community change and identify RAS 3/15/94 | 9/15/94
material that would be useful to Steering Committee.

4. | Werk with committees on identifying vice —chairs. ADH B8f24/94 |[12/31/94

5. | Develop a communications program: internal; with our Board ) NR 9/21/93 |TBD
and advisors; with the broader community.
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MEMORANDUM

TO: Board Members and Invited Guests
FROM: Alan D. Hoffmann, Executive Director
DATE: September 26, 1994

| am pleased to send you readings of particular relevance to our October § board
meeting. The major theme of the meeting is the 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
Octeber 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 November 3. Fift rincipals
from Jewish communities across the country will attend this seminar on educational
leadership. fn 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.

Finaily, | have enclosed two published essays by Dr. Barry Hoitz that set forth
important challenges within CIJE’s muiti-year Best Practices Project.

May this New Year be one of peace and health for ali.



Not to be reproduced or quoted

leaders or Managers: Which Do We Need Most?
Terrence E. Deal
vanderbilt University

In normal times, people loock 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 really is
anymore. Leadership takes us backward or ahead to rediscover or
discover why our organization exists, what it stands for, and

wher= 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 formally announced
a time of crisis for the American system of education. The
sever :y 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 troubla. 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 structures, improved curricula, less money, and
more diversity create even more formidable new administrative
obstacles to overcome, coupled with diminished 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's. Boom or bust will hinge on how

well teachers, principals, superintendents, and others respond.

"All this requires more than knowledge. It requires
leadership; not ordinary leadership but astute leader-
ship. Most centrally, it requires effective leadership
for the educational program. More than ever, principals
({and others] are expected by the general public to
ensure effective instruction." (National Commission for

Principals, 1990, p. 11)

It is important to recognize that this new call for
leadership is not confined to education. Businesses, hospitals,
armies and religious orders have alsc begun to realize that sound
management alone will not be sufficient to respond to the
organizational challenges of the 1990's. Age old questions abdéut
leadership are being reconsidered. What is it? How is
leadership different from management? Can leadership be
encouraged and, 1f so, how? Drawing upon research sponsored by
the National Center for Educaticnal Leadership, this article

reexamines the concept of leadership and suggests some directives



for preparing educational leaders equal to the issues that lie

ahead,

sS adershi

Volumes of literature, 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 their influence? Do leaders make a difference, or do
unique circumstances create leaders? Is leadership an activity
of one individual that directs followers, or is leadership a
process in which several people at all levels influence a group's

destiny?

Modern conceptions prefer to view leadership as a complex
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 distill some essential
attributes of leadership irrespective of whom is at the helm.
While personal behavioral attributes are often the focal peoint,
there are patterns in how leaders think about or define

situations that shape and interpret leadership actions.



Bolman and Deal (1991) have synthesized the organizations
literature into four distinct categories, or frames, each
emphasizing a different aspect of cooperative ventures. A human
resource frame, viewing an organization as an extended family,
attends mainly to the critical link between formal goals or roles
and individvual needs. The structural frame reverses the emphasis
on individuals, refocusing on how an organization allocates
responsibilities to well defined positions, coordinated by
authority and policy and directed toward specific goals and
objectives. This approach, favoring rationality and production
over caring and trust, treats the organization more as a factory

than a family.

outside the formally drawn boundaries of authority and
rationality, every organization houses interest groups that
marshall power to compete for scarce resources. Realistically,
these special interests often have a more profound effect on
behavior than goals, rules, or legitimate commands. This imagery
treats organizations as jungles, where coalitions and conflict

create a constant struggle for survival and ascendancy.

A final frame views organizations as tribal theater, playing
to audiences within and ocutside 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



less important than symbols and symbolic activity in predicting
what will happen or in defining what collective life means.
cultural forms such as value, rituals, heroces/ines, legends,
myths, ceremonies, and stories create a meaningful enterprise
where cohesion, commitment, and confidence are more important

than caring, costs, or competition.

The four frames illuminate different needs that must be
addressed for a healthy, productive organization. Each frame
also defines a different Mministrative orientation. Frames are
lenses or filters that administrators rely on in determining what
is going on and how they will respond in a given situation.
(Bn1man 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 oriented administrators emphasize their role as
social architects, creating a formal arrangement of roles and
relationships that top the full range of human potential and
focus attention on achieving goals and objectives. The political
side of an organization keeps the administrator attuned to
special interests, power alignments, and shifting issues. He o6r
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 administrators emphasize

the importance of vision, values, and virtue and assume a role of



prophet or poet. The chief aim is to articulate a shared, almost
spiritual collective quest. Drama becomes a way of life in which
the administrator orchestrates and plays a role in everyday

theater.

Recent studies of administrators in buainess, higher
education, and schools suggest that most operate primarily from
either a structural or human resource orientation (Bolman and
Deal, 1950). 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
behavior? Both the 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 dominant
role. Attention to symbols, in particular, 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 political and symbolic. Leaders operate more as
negotiators and poets than as servants, catalysts, or social

architects. In times of crisis, especially, effective leaders



barter and build coalitions, shape and reshape symbolic forms

that infuse a organization with purpose and meaning.

ications fo dershi avelo

To the extent that these preliminary findings have general
application, 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 methodologies.
As in business, most educational administrators are trained as
managers, not as leaders. 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

anstituencies are calling for more leadership in education, odr
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 suggest some possibilities. In a study



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 functions within the same company. They learned
leadership 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, in relation bhoth to customers and to the society at
large. These results support a long-standing wisdom that

leadership is learned hest from the school of hard knocks.

Other businesses believe that leadership can be encouraged
through forward-looking development programs. The curriculum 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 symbolism.
AMI believed that the ethical, aesthetic, and liberal arts could

make the best contribution to the company's leadership capital.

There are other examples of innovative approaches 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 else than

hands~on chances to master bureaucratic and administrative



minutiae. Rarely are up and coming candidates given significant
responsibility 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 opportunities to influence events lie in the
midst of the ambigquity and complexity of everyday life.

Mentoring novice principals (or those in other first-time line
positions) is probably more effective and also more rewarding to
seasoned veterans than trying to make work for part-time interns

or practicum participants.

Once young administrators have tested the limits and
liabilities (as well as the promises) of being in charge, then
thev should be ready for formal opportunities to reflect on their
experiences. But the content and emphasis of their education
should be shifted from technical training and the traditional
social sciences steeped heavily in the scientific methed to
incorporate a thorough grounding in political strategy,
anthropology, history, literature, philosophy, poetry, art,
music, and the humanities. 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 freom practice. By bouncing their perscnal experiences
against collective experience and the wisdom of the ages,
aspiring young administrators should develop self-knowledge, a

deep understanding of the political and symbolic aspects of the

context in which they will work, and a broad understanding of the



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 important 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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| 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 Drs. 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






MINUTES: CIJE DEBRIEFING SESSION

DATE OF MEETING: October 6, 1994
DATE MINUTES ISSUED: October 25, 1994
PRESENT: Morton L. Mandel - Chair, Gail Dorph

Ellen Goldring, Alan Hoffmann, Barry ......,
Daniel Pekarsky, Nessa Rapoport, Richard Shatten,
Virginia Levi {Sec’y)

The following points were made at the debriefing session:

1.

The evening seminar was w  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.

The presentation on the Educators Survey was well received by a board which is
relatively knowledgeabie. 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.

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.

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.

It anpears 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.

A label will be placed on the cover of each fact book inviting people to remove the
contents, but requesting that they leave the books.

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

DATE OF MEETING: October 5, 1994

DATE MINUTES ISSUED: October 28, 1994

PRESENT: Morton Mandel {Chair), John Colman, Gail Dorph,

Adam Gamoran, Ellen Goidring, Stephen Hoffman,
Alan Hoffmann, Barry Holtz, Daniel Pekarsky,
Nessa Rapoport, Charles Ratner, Esther Leah Ritz,
Richard Shatten, Jonathan Woocher,

Virginia Levi {Sec’y)

COPY TO: Seymour Fox, Annette Hochstein, Henry Zucker

Assignment

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 betwe=~
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 toge er for
the core staff for such a committee,

Minutes and Assignments

The minutes and assignments of the August 24 Steering Committee meeting were
reviewed. It was reported that CLJE 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 with 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 pianned 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. [t 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 that minimal standards of
formal training should be expected.

The data also show that teachers in Jewish scheols are minimally better educated
Jewishly than the 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 th
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 the 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
the question of how we help fill the demand. Perhaps CIJE needs a standard
consultation process.

This discussion led to the proposal of an gmerging 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, Atthe Local Level
Encourage local initiatives {comprehensive planning and implementation}

® Commissions
® Agencies {eg. JECC, B.JE)
® Wall-to-Wall Coalitions

B. At the Continental Level - A national design for:
®  Building the Profession
® Lay Leadership and Community Support

This will involve:

® Expert Consultation with the development of "products” such as a Goals
Seminar, Personnel Study, etc.

@ Obstacle/Opportunity ldentification

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. |t 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 which 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 implementatic-
This discussion was intended to help give direction to CIJE’s ongoing activiti...
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VI.

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 will be a forum on perscennel chaired
by MLM. Presenters will include Israel Minister of Education, Amnon Rubenstein,
on Israel as a central 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 invited guests with 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 will also be included

on the agenda.

Review of Board Meeting

The agenda and plans for the Board meeting scheduled for the following day were
reviewed in detail.

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.




ASSIGNMENTS
[ ] ACTIVE PROJECTS

[ ] RAW MATERIAL FUNCTION CIJE STEERING COMMITTEE
[ ] FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE ASSIGNMENTS
L ORIGINATOR/PROJECT LEADER VFL DATE 10/5/94
ASSIGNED | DATE
NO. DESCRIPTION PRIGRITY TO ASSIGNM'T | DUE DATE
{(INITIALS) | STARTED
1. | Work with cornrmnittees on identitying vice ~chairs. ADH 8/24/94 | 1/15/85
2. |Draft a statement outlining CIJE's thinking on the role of community DP 4/20/94 | 2M14/95
vision in encouraging individual institutions to be driven by vision.
3. |Develop a communications program: internal; with our Board NR g/21/03 |THD
and advisors; with the broader cornmunity.
4. |Redraft total vision for review by Steering Committee BWH 4/20/94 (TBD

ClJE 14 5/94







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 vanious stages of
development. The firm is particularly known for their work in staffing start-ups.

Rebecca Klein will also be 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 assignments. 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 cxtend to Phillips Oppenheim as much assistance as possible in helping
CLJE to fill this position.

Sincerely,

Wit

Morton L. Mandel



November 11, 1994

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

Dear Adam,

I am pleased that you were able to attend the CIJE Board and Steering
Committee meetings last month. | believe that CIJE is making good
progress and very much appreciate your involvement.

Enclosed are the minutes of the meetings. The report given by
Professor Adam Gamoran on the resuits of our educators survey and the
feedback of Board members will 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, | hope you will join us for that 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
will 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. ! look forward to seeing you there.

Best personal regards.

Morton L. Mandel — Chair



BOARD MEETING
COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
OCTOBER 5-6, 1994
UJA/FEDERATION OF JEWISH PHILANTHROPIES OF NEW YORK
NEW YORK CITY

*“tendance
Board Members: David Arnow, Daniel Bader, Mandell Berman, Charles Bronfman, John Colman,
Maurice Corson, Billie Gold, Thomas Hausdorff, David Héirschhorn,
Ann Kaufman, Norman Lamm, Morton Mandel, Matthew Maryies,
Florence Melton, Melvin Merians, Charies Ratner, Esther Leah Ritz,
Wiiliam Schatten, Isadore Twersky, Bennett Yanowitz
Guests: Robert Abramson, Chaim Botwinick, Ruth Cohen, Joshua Fishman,
Jane Gellman, Jim Joseph, Robert Hirt, Arthur Rotman, David Sarnat,
Louise Stein
Consultants Gail Dorph, Adam Gamoran, Ellen Goldring, Stephen Hoffman, Alan Hoffmann,
and Staff: Barry Holtz, Virginia Levi, Robin Mencher, Daniel Pekarsky, Nessa Rapoport,
Richard Shatten, Jonathan Woocher
Copy to: Steve Chervin, Susan Crown, Jay Davis, Genine 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 Lipset, Richard Meyer, Lester Pollack, Richard Scheuer,
Ismar Schorach, David Teutsch, llene Vogelstein, Maynard Wishner

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 pos<ible
applications to Jewish education. Lively discussion ensued and Professor Ellen Gol....\g
conciuded the program with summary remarks.

WELCOME AND INTRODUCTORY REMARKS

The chairman opened the meeting on Thursday, October 6 by welcoming ali in attendance and
introducing two new board members, Ann Kaufman of Dalias, Texas, new president of JCC_
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, United Synagogue
movement: Ruth Cohen, Milwaukee Lead Community Project; Jane Gellman, Milwaukee Leac
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 mbers and guests with an opportunity to consider an
issue central to e work of CIJE. Professor Deal confirmed our belief that no matter how
great the ideas or content of an organization, it takes high quality leaders 1o move those ideas
forward.

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 dept is 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 I’ :s. It was
the fundamental analysis of the Commission on Jawish Education in North A...2ri-~ that
established two underlying preconditions to producing systemic change: Buildiny the
Profession and Mobilizing Community Support.

It has become ever more apparent that building the prafession 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 guantitative instruments. The resulting data has
served as the basis for CIJE 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 personnel now in place and suggesting ways to accon ish
this goal. As a first step, CLJE has identified educational leadership a: ) critingl
element and will be holding a Leadership Institute at Harvard University for fort, ..ve
to fifty principals of day schools, supplementary schools, and preschools of the
laboratory communities at the end of October.
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v.

B. 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. Asy 1k
continues in the three laboratory communities, CIJE has begun to take the products
of that work for expanded implementation in other communities.

C. Content and Program

A Goal!s 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.

D. 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 A
at 15 East 26th Street. CIJE has been incorporated and, by January 1, 1995, should
have received its tax exemption.

Robin Mencher, a JESNA [srael Intern, has joined CIJE as its full-time secretary.
EWISH ED TIONAL PERSONNE| UR COMMUNITIES: O ARE OUR TEACHERS?

The chair introduced the co-director of CIJE's Monitor’ j, Evaluation and Feedb: : project,
Adam Gamoran, Professor of Sociology and Educational Policy Studies at the Ui.._e "~y of
Wisconsin, and Elten Goldring, Associate Dean and Professor of Educational Lead@.ai.p at
Vanderbilt University. He noted that these individuals epitomize the opportunity forth = id

of Jewish Education to identify highly qualified Jews who can be attracted to enter the field
of Jewish education.
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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.

Buiiding 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 he
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 o°  red,
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 plat ~
to enhance professional development opportunities for teachers. It was also agrecu
that the committee will consider further how to advance the establishment of
standards and credentialling for teachers.

Community Mobilization

The committee agreed that its central task is to engage key lay and professional
leaders as champions of Jewish education. The report on Jewish teaching pearsnnna|
and its dissemination is an important tool in the effort to mobilize support ft. vueswnt
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 tools 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 commitment, a
racognition on the part of leadership that education is a key path to the Jewish future
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and an awareness that communities will have to restructure around the issue, as many
have begun to do, in order to impiement 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, with its
partners, must find a new approach to telling the story--both to inspire existing
leadership and to engage new people in this essential effort.

C. Content and Program

In this meeting the committee heard a report from Dr. Daniel Pekarsky about the CIJE
Goals Project. Dr. Pekarsky dealt with three 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 [srael 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 why a sense of being "driven by a vision™ characterized outstanding
educational institutions and looked at ways that successful educational institutions
were able to 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, intended to introduce issues of goals to
educators and lay leaders, would be offered in the three Lead Communities and
elsewhere over the 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 with 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 earlty 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
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expectations. They discussed the importance of providing data and information to
communities to assist them in planning and decision making. The 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 the study of educators will further
this important goal. Committee members suggested that CIJE take a role in providing
Jewish communities with consultation in the area of evaluation. The idea of promoting
evaluation 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} sal es and
benefits, 2) where educators would like additional growth, and 3) the professional
development of principals.

CONCLUDING REMARKS

The chair noted that 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 1srael 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.

D'VAR TORAH

The chair introduced Nessa Rapoport, Leadership Development Officer, who concluded the
meeting with an inspirational D"var Torah.

10/28/94


















CLIE was established o implement the
recommendations ol the Mandel Commis-
sion ot Jewish Tduation in Nortlt America,
a distinguished coalition ol commuaniny

and toundation icaders, scholars, educators,
and rabbis [ron all denominaiions, Alter
deliberating lor eighieen months about how
o “enlarge the scope, raise the standards,
and improve the quality of lewish education,”
the Commission conduded in Tune 1990 that
cducational relorm depends foremost on

the achievement ol two vital ashs: building
the proedession ol Jesvish education and
mobilizing community supporr for Jewish
cducation and continuity. These are the
building blocks of the ¢ L agenda,

3uilding the Profession

Although there are many talented educators
involved in Jewish education, the system
suflers Troun a shortage of guality teachers,
pritipals, educational directors, camp
directors. and other professionals commined
to (he tield, in both lormal and infermal
settings, CLIE's effoerts 10 enhance the Jewish
cducational protession are multi-pronged.
Om the focal kevel, CUE strategizes with
communities 1o develap plans and initiate
action o recruit new educators and 1o oller
better salaries and benetits, ongeing profes-

sional developiment presgrams, and career



track opportunities. Simultaneously, CIJE
serves as an intermediary with universities,
raining instinnions, and continental agencies
10 create innovative prograims to build an
infrastructure for attracting excellem people
o the lield.

Mobilizing Community Support

One essential element of community mobiliza-
tion is significam new funding, another is
leadership. CIJE promaotes local ellorts w atiract
a new generation ol leaders committed 1o
Jewish education and to recruit and build
“wall-10-wall coalitions”—cominity leaders
in tandem with educators, academic specialists,
philanthropists. and rabbis, with all sepments
of the community represented

10 SUPPOTL
and sustain reform. CUE also works 1o develop
a cadre ot leaders at the continental level

whao will be advocates {or Jewvish education,

o demonstrate (hese interrelated principles
in concrete ways, CUE has established lead

communities — labaratories Tar change—where

CIIE stafl works clasely with lay and proles-
sional leaders. In these cities, CLE secks to
showcase the positive results that emerge when
personnel and community issues in Jewish
education are taken seriously, Atlanta,
Baltimore, and Milwaukee were selected in
Fall 1992 as the initial lead communities,
CLUE's next step is 1o widen its efforts and form
new parinerslips, disseminating the lessons
learned in the lead communities to cummuni-
lies acruss North America.



CUIE sees itself as an architect for reform—
planming an innovative strateyic desiyn lor
Jewish education and working with others
Lo implement it IF building the profession
and mobilizing conmumunily suppor are the
foundations of CUE’s plan, its suppon

projects are the pillars:

Throughout North America there are exam-
ples of suceessul dewish education—outstand-
ing early childhwod programes, supplementary
schools, day schouols, sunmmer camps, adult
education. and other venues ol Jewish
education that Jo work. CIHLE researchers are
identitying and documenting successlul
maerdels; published guides based on their work
analyze and explare how such models can

be transtated to other educational setiings.
Through the Best Practices Project, CLIE is
turthering the understanding of the compo-

nents of excellence,

The Goals Project is a CLIE initiative toward
the development and actualizatton of visions

and goals lor Jewish educational institutions.



Some cducational institinions have underly-
ing, but often unspoken, visions of what
they seek 1o accomplish; many ohers need
Lo generate a comprehensive vision of their
inission. When visions and geals are clarified,
communicaled, and put inte action, they can
play a significant role in shaping the educa-
tional experience. Through the Goals Project,
CILIE engapes educational institutions and
the local community in a process of learning,
rellection, and analysis to define their institu-
tienal vision, understand its educaional
implications, and use that knowledpe in set-
ling priorities and planning. An iimportant
aim ol 1the Project is (o create a climate in
communtities that encourages and supporis

SCrOLS attention to this process,

Ongoing analysis and research infornms

amyl supports all of CLIE'< efloris, A leader in
bringing prolessional tools of monitoring
and evaluation 1o Jewish education, CLIE

is involved with research on two levels;
building a comprehensive rescarch apenda
tor Jewish education and using cutting-edge
technigues to evaluate its ongaing projects
in 1he field, [nits work with the lead
communilies, CLIE moves responsively

from rescarch o analysis 1w action.



CUE’s statf includes expericnced educators,
consulianis, and internationally-renowned
experts in the arcas ol Jewish and general
education, community planning, Judaic
Studies, educational philosophy, rescarch,
leaduership, and organizational change. They
bring the lmest thinking in thedr lields o

the endeavor of Jewish cducation.

Engaped in elfens with communities across
North America and with a wide range of
communal vrganizations, foundations,
universitivs, and denominational movements,
CHE is bringing (ogether a new alliance of
1alented people commined 1o i< agenda ol
Jewish educational reform. CLE is forging
new connections, developing effective means
to join forces toward a common goal.
Through its innovative approach and strategic
partnerships, CHE seeks (o demonsirate the
significant breakthroughs that are possible
when funding, planning, and leadership

coalesce on behall ol Jewish education.
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