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February 18, 1998 

Dr. Adam Gamoran 
Mandel Institute 
P.O.B. 4556 
Jerusalem 91044 Israel 

Dear Adam: 

Thank you for your participation in the Synagogue Change Research Consultation in 
New York on December 24th. The stimulating and exciting discussions about CIJE's 
Synagogue Change Research Project have helped us enormously to refine the approach 
to our work. Your input has helped us to understand, in a much deeper way, some of the 
potential challenges and pitfalls of the project. We are currently in the process of 
weighing the tradeoffs of the different methodological approaches that were discussed 
at the research consultations. 

Enclosed are the notes from the December 24, 1997 and January 5, 1998 meetings for 
your reference. 

Thank you for taking the time to join us. We look forward to working together in the 
future. 

Sincerely, 

Karen A. Barth 
Executive Director 

ef.~ 
Senior Researcher and Manager 
of the Synagogue Change Research Project 

Cc: Isa Aron, Adrianne Bank, Pearl Beck, Steven Cohen, Adam Gamoran Ellen 
Goldring, Cippi Harte, Sam Heilman, Larry Hoffman, Barry Holtz, Carolyn 
Keller, Barry Kosmin, Jack Kugelmass, Daniel Margolis, Daniel Pekarsky, Riv
Ellen Prell, Joseph Reimer, Susan Shevitz, Barry Shrage, Susan Stodolsky, 
Linda Thal, Rob Waitman, Ron Wolfson, Jonathan Woocher 

15 E.ast 26th Street. New York. NY 10010-1579 • Phone· (21~)532-2360 • F:ix (2 12)532-26-l(l 



Notes .from CITE Synagogue Change Research Consultation 12/24/ 97 

Participants: 
Karen Barth-CIJE 
Steven Cohen-Hebrew University 
Adam Gamoran-University of Wisconsin, CIJE 
Ellen Goldring-V anderbilt University, CIJE 
Cippi Harte-CIJE 
Sam Heilman-Queens College 
Barry Kosmin-Institute for Jewish Policy Research 
Lisa Malik-CIJE 
Susan Shevitz-Brandeis University 
Susan Stodolsky-University of Chicago, CIJE 
Jonathan Woocher-JESNA 

I. Project Overview 
A) Summary of the synagogue change research project: 

Karen Barth distributed a document describing the project entitled, "ClJE 
Synagogue Change Research Project" 

B) General questions and issues raised about the project: 
1) What does it mean to be involved in a "synagogue change project"? 
Is this our umbrella term or is it a term that is used by synagogues & projects themselves? 

2)Which types of synagogues are potential sites for our study? 
a) Should we only study those synagogues involved in planned change processes or 
should we also in.elude synagogues involved in 'naturally occurring change' (e.g. Bnai 
J eshrun, NY)? 
b) Should we focus on those synagogues which are explicitly concerned with the 
educational life of synagogues? 

3) Should we link this research to CIJE's research project on lay leadership? We may want to 
focus on the role of lay leaders in the process of institutional change. 

4) Who is the audience for this report? can research be done to actually help people in 
synagogues? 

5) Is there useful literature on institutional change? 

6) Since synagogues can be conceived of as "organized anarchies" with loosely coupled 
systems, is it even appropriate or realistic to aim for holistic change? 

7) Can you change the sub-systems of a synagogue without changing the whole institution? 
e.g.) Can major changes take place in a synagogue school without changing the 
synagogue as a whole? 



8) There may be a difference between the "stated goals" and the "covert goals" of change 
projects. 

9) Perhaps we should look at how the synagogue enhances the educationaJ experiences of 
particular clusters in the synagogue (e.g. day school families). 

10) To what extent is synagogue change driven by external factors such as demographics? 

11) In assessing change in synagogues, we need to watch out for the Hawthorne effect. Not 
all observed changes may be due to a change project per se. 

IL Discussion: Clarifying the Focus of Research Questions & Unit of Analysis 
A) Are we interested in synagogue change processes or synagogue change? 

B) Is the unit of analysis the change process itself, synagogues involved in planned change 
projects, or individuals in these synagogues? 

C) Are we interested in determining the type of synagogue that achieves change or in 
determining the type of planned change process that is most successful? 

D) Do we want to compare different change processes/ models of change? 
(e.g. compare a synagogue that is part of Synagogue 2000 vs. one that is part of ECE) 

E) Should we look at the effects of synagogues change on all individuals in synagogues or 
just those congregants who are in the "change club"? 

F) Should we reduce the number of research questions due to feasibility constraints? 

Ill. Discussion About the Definition of Successful Change 
A) Should we define success in terms of meeting the objectives of the change-project leaders 
or in terms of achieving certain successful outcomes defined by the researchers? In other 
words, should we define success as fidelity to each project's goals or should we develop an 
'objective' list of indicators of effective change ("colleague-correlated success measures")? 

B) Should we define success in terms of achieving implementation-process goals or 
achieving pre-specified outcome objectives? 

C) Possible definitions of success are: 
1) A change in the synagogue's organizational structure 
2) Changes in individual congregants' lives (those in the "change club" and / or others) 

D) Perhaps we should focus on indicators of educational improvement. 



IV. Discussion About Research Subjects & Perspective 
A) Who are the subjects of the research? 
B) From whose perspective should we study change? There are various 
perspectives we could potentially incorporate in determining the extent of change 
that has actually taken place in synagogues: 

1) Change project leaders and consultants (at the national level) 
2) Synagogue members 

-Leaders of synagogues who are part of the "change club" 
(those who "signed up for" participation in the change project) 

-Other lay leaders 
-Other congregants 
-Staff members who have to implement the change 

3) Outsiders in the community 
(e.g) We could potentially ask community members to 
name synagogues in the community that are most known for change.) 

V. Discussion Of Research Methodology 
Several methodological ideas and issu es were presented, including: 
A) Study fewer than 40-50 synagogues, but get data from multiple sources. 

B) Explore issues or factors that have more promise in depth. Perhaps have hypotheses 
about certain factors that are potentially linked to success. Some specific hyp otheses or 
points of view were presented, such as: 

1) A school that is embedded in a synagogue that values education is more likely to 
result in sustained educational change. 
2)Teaching young people within a context that enacts what it is teaching is likely 
to lead to more successful education. 
3) The presence of a skilled outside facilitator is critical for a vision-driven paradigm 
shift. The quality of the facilitator is correlated with success rate. 

C) Explore a few synagogues in more depth. 

D) Look at temporal sequences to get cause & effect. Note, however, that here is a logic 
problem if do not have bench-mark measures, and if you are observing synagogues while 
change 
is already in process. 

E) Conduct a meta-evaluation to determine the extent to which synagogues are meeting 
their goals. 

F) Conduct an evaluation of educational outcomes, based on educational indicators 
determined by the researchers. 

G) Conduct a statisticaJ study in which we vary the intervention inputs and look at 
educational-indicator outputs 
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H) Look at 2-3 examples of "well" and "not well" synagogues within each model 
(i.e. a few each from Synagogue 2000, ECE, McI<insey, Boston, etc.)., focusing on the change 

process instead of institutional change itself 

I) Follow a "mixed model" approach: Study 2-3 synagogues in each category, and also 
administer an annual survey of synagogue leaders to "take the temperature" of each 
synagogue & assess scores on some pre-determined indicators of success. 

J) Visit 25-30 synagogues for short observation periods and write portraits instead of case 
studies, and also study 2-3 synagogues in depth. 

K) Should we aim to write ethnographies, case studies, portraits, or impressionistic 
summaries? 

L) Should we conduct observations as well as interviews? 

M) Site selection for this study should not be random. Surveys should have random 
sample, but case studies should not be random. 

VI. Pragmatic Issues Raised 
A) Th.ere are time constraints, so certain research methods may not be feasible. ('This is not 
a 3 year R & D project"; " You don't have to answer every research question") 

B) Th.ere are obviously budget constraints, so certain research methods may not be feasible. 

C) It will be difficult to get some of the information we need. 

D) There are no benchmarks. 

E) We need to consider the funders' needs. 

VII. Next Steps 
January 5th research methodology meeting in Chicago 



Notes from CITE Synagogue Change Research Consultation 1/5/98 

Participants: 
Isa Aron-Hebrew Union College (HUC), Experiment in Congregational Education (ECE) 
Adrianne Bank-Synagogue 2000 
Karen Barth-CIJE 
Ellen Goldring-Vanderbilt University, CIJE 
Cippi Harte-CIJE 
Jack Kugelmass-Arizona State University 
Lisa Malik-CIJE 
Daniel Pekarsky (by phone)-University of Wisconsin, CIJE 
Riv-Ellen Prell-University of Minnesota 
Joseph Reimer-Brandeis University, Hornstein Program 
Susan Shevitz-Brandeis University, Hornstein Program 
Barry Shrage-Boston Council of Jewish Philanthropies 
Susan Stodo]sky-University of Chicago, CIJE 
Rob Waitman (by phone)-McKinsey Consulting 
Jonathan Woocher-JESNA 

I. Project Overview 
A) Summary & clarifications of the synagogue change research project 

B) General questions about the project: 
1) Is this research or evaluation? 

-It is a gray area in between research and evaluation. 
-Research about change processes often looks like evaluation. 
-We must be sensitive about not "grading" specific synagogues or projects. 
Rather, we should identify aspects or factors that cut across the various 
change projects and extrapolate major themes across projects. 

2) Who is the audience for this research? 
-There are muJtiple audiences for this research: 

• people working as planners and participants in planned change 
processes. 
• Jewish communal Jay leaders, funders, professionals and lay leaders in 
synagogues, and leaders of institutions that train rabbis, cantors, and 
educators. 

-In designing the research, we should focus on the first group but also 
consider making it useful to the second group. 

3)What is the unit of analysis for the research? 
-We discussed focusing on synagogues involved in planned change projects. 
-We discussed the idea of focusing on change projects that have an 
educational aspect 



II. Discussion of Research Questions and Hypotheses 

A) Overall objectives of the study: What do we want to learn? 
-Ideally, we would like to know "what works?" (some basic principles 
about synagogue change and how we can improve synagogue change 
efforts), but this may not be possible. 

-Ultimately, we want to answer the question, "If I were designing a 
synagogue change project, what would I need to know?" 

B) Proposed research questions: 

1) WHAT IS HAPPENING IN THE ARENA OF SYNAGOGUE CHANGE?: WHAT 
DOES A MAP OF THE LANDSCAPE OF SYNAGOGUE CHANGE LOOK LIKE? 

-What planned change projects are there? 
-What are the envisioned steps of these change projects? 
(i.e. What is the design for change in each project?) 
-Which synagogues are involved? 
-What are the stated objectives of these projects? 
-What are the stated Jewish educational objectives of these projects? 
-What are the definitions and criteria of success for each change project? 

2)HOW HAS THE PROCESS OF CHANGE UNFOLDED IN SYNAGOGUES THAT 
ARE INVOLVED IN PLANNED CHANGE PROJECTS? 

For example: 
-What have been the perceived outcomes of these synagogue change projects 
in terms of process implementation and impact? 
-How does actual process implementation match up to the envisioned 
process? 
-In what ways have individual synagogues adapted their change processes to 
meet their individual needs? 
-What has been the perceived impact on synagogues and on individual 

participants? 
-We might want to focus our study on educational outcomes. 

3) WHAT FACTORS (characteristics of synagogues and of change processes) ARE 
ASSOCIATED WITH SUCCESSFUL SYNAGOGUE CHANGE? 

We might want to focus our study on a few factors that are potentiaJly linked 
to success such as: the role of leadership, the role of articulated visions, the 
role of outside consultants, the influence of the environmental context, and 
the influence of synagogue characteristics such as location and growth rate. 
We might also want to compare the relative impact of an imposed vs. a self
defined vision, and the relative impact of an imposed vs. a self-defined 
process. 



III. Discussion of Research Methodology 
A) Possible methods (pending time and budget constraints): 
1) Proposed methods for research question #1 (map of landscape): 

a) Interviews with project leaders 
b) Analysis of written documents 

2) Proposed methods for research question #2 (perceived outcomes): 
a) Interviews with project leaders, synagogue professionals and lay leaders, 

and other congregants (participants and non-participants) 
b) Analysis of existing data collected by change project leaders and evaluators 
c)"Conversations": carefully structured and facilitated group discussjons 

with project leaders and/ or reflective participants for the purpose of sharing 
successes and failures in a safe environment. 

3) Proposed methods for research question #3 (factors associated w ith success): 
a) Survey of the relevant existing research and literature 
b) Interviews with project leaders, synagogue professionals and lay leaders, 

and other congregants (participants and non-participants.) 
c) Analysis of existing data collected by change project leaders and evaluators 
d) "Conversations": carefully structured and facilitated group discussions 

with project leaders and/ or reflective participants for the purpose of 
sharing and codifying lessons learned so far, and generating hypotheses or 
hunches about specific factors that might be linked to synagogue change. 

e) Synagogue-level field research: 
-Case-studies and/ or site visits 
-Interviews, observations, and/ or focus groups with project leaders, 

professionaJ and lay leaders, and other synagogue members 
-Focus on exploring certain factors that emerge from the 
"conversations" (e.g. the role of the rabbi and other synagogue leaders, 
the role of the consultant). 

-Look for cross-cutting components ("ingredients" of change processes 
and characteristics of synagogues). 

BHss ues raised in discussion of research methodology 
1) Whose perspective do we want? We need to be sure that all relevant voices a re 
heard, including the voice of the congregants. 

2) What are the possible functions that the "conversations" could serve? 
a) Further refine the research questions. 
b) Share and codify lessons learned. 
c) Generate hypotheses or hunches for research question #3. 
d) Develop a group of lay leaders who would be interested in synagogue 

change and/ or Jewish education. 
e) Put synagogue change and Jewish education on the Jewish communal 

agenda. 



3) Should we find additional funders and/ or partners to host the "conversations"? 

4) What would be the purpose of the synagogue-level case studies or site visits? 
a) A "reality check" for the landscape map (research question #1) 
b) A method of understanding outcomes (research question #2) 
c) A way of shedding light on the factors that seem to be linked to success 

(research question #3), focusing on factors that emerge from the 
"conversations" 

d)Perhaps new research at the synagogue level is not needed at all; 
maybe the existing data that the project leaders have collected is enough. 

5) What is the optimal timing/ sequencing of the various components of the 
research? There were a variety of opinions expressed, including: 

a) Conduct the main components of the research (interviews for the map, 
"conversations", and synagogue site visits) simultaneously . 

b) Conduct the main components of the research (interviews for the map, 
"conversations", and synagogue site visits) consecutively: 

-Conduct the "conversations" after the map (research question #1) is 
complete, so that participants can react to it. 
-Conduct the "conversations" and work on the map simultaneously, 
but hold off on the synagogue-level field research until we can gather 
and synthesize what is already known by the leaders of the change 
projects and some synagogue leaders and congregants. 

6) What could be CIJE's unique contribution to the synagogue change movement? It 
was felt that CIJE could make an enormous contribution by bringing people together · 
from various change projects, synagogues, and affiliations. 

7) What is the potential impact of the synagogue change movement on Jay leaders 
and funders? 

IV. Discussion about the challenges of a project like this: 
-We should avoid shalJow conclusions and a simple rehashing of what we already 
know. 
-It is difficult to define and measure "change". 
-It is difficult to assess change and outcomes, particularly if we do not have any 
baseline/benchmark measures and if we will only be viewing a snapshot of an 
ongoing change process. 
-It is difficult to attribute particular outcomes in synagogues to change projects per se. 
-It is difficult to assess eventual outcomes since many change projects and 
synagogues are at an early stage in the change process. 
-There is a disparity between having a descriptive methodology (that describes what 
is happening) and a desire to find answers to the questions "What works?" and 
"How can we improve?". 
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-How can we make sure that all relevant voices are heard (e.g. program participants, 
congregants who are non-participants, community members, synagogue staff and 
lay leaders, and project leaders)? 
-It may be difficult to obtain some information because of confidentiality issues. 
-There are time and budget constraints, so we might not be able to implement all 
proposed research methods. 

V. Possible end products of this research project 
A) Possible papers and reports based on the research 

1) Map of change projects (research question #1) 
2) Lessons learned according to the leaders (research questions #2 and #3) 
3) Findings of synagogue-level research (research question #3) 
4) Motivational report to encourage funders' investment in the arena of 
synagogue change 

B) Possible test project in cooperation with the movements, the existing change 
projects, and/ or one community 

VI. Next steps 
-Refine research design and methodology. 
-Set meeting for

1 

synagogue research leadership team. 
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February 26, 1998 

Dear 

In response to the changing realities of Jewish life in America, many institutions 
and agencies are engaged in a process of reimagining and reinventing 
themselves. This environment of change is placing new demands on rabbinic 
leadership. Several (if not all) of the major rabbinical schools have begun 
assessing their programs in light of these external changes. In our consultations 
with rabbinic programs and in running leadership seminars, we have seen that in 
spite of the very real differences in outlook and practice among the various 
movements many of the critical issues in training rabbis cut across the 
denominational spectrum. 

The Nathan Cummings Foundation and CIJE have jointly agreed to sponsor a 
conference that will bring together leaders of rabbinic training programs from 
around the world to discuss some of the common issues they face as they plan 
for the future. This conference will be organized around a highly interactive 
format. Our aim is to facil-itate the sharing of ideas among the various rabbinic 
institutions and to seed the discussion with stimulating ideas from other fields 
(i.e. business, general education, leadership training and political science.) 

The conference will take place over 3-days and 2-nights at a retreat center. . 
Some issues of interest we have heard in preliminary discussions with raobinic:al 
school leaders are: 

I S E~~l 26th Street, N,:w Y(Hk, NY ]\1(1 JO I 'i ;"CJ • l'hom· 1.! I~ 11 \~ 2 lhll • I·" •.!I~ 1 • I~ .!11 l" 
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• Changing rabbinic roles and their implications for educational goals and 
programs 

• The development of the rabbi as a spiritual/ethical person 
• New findings in the field of adult learning 
• The recruiting, training, development and ongoing management of rabbinical 

school faculty 
• Improving the educational effectiveness of mentoring and field work 

programs 
• The role of rabbinic education programs in the ongoing development of 

rabbis after graduation 

The design of the conference will reflect the expressed needs and concerns of 
leaders of rabbinic programs. For this reason, we are inviting each institution to 
appoint a point person to serve on the planning committee. The planning group 
will help develop the agenda, the invitation list, the topics to be discussed, the 
presenters and the logistical arrangements. Planning meetings will take place in 
New York, but those who wish to join by phone will be welcome. 

Please let us know if you are interested in attending, and, if so, who from your 
institution would like to participate in this conference. In general, we would like 
to invite up to two people from each school, but exceptions can be made where 
appropriate. It is our thinking to keep this group small enough to allow for 
maximum participation and interaction. If there is someone from your institution 
who can help with the planning, please send his/her name and contact 
information at your earliest convenience (see attached form). 

The conference will be free of charge. CIJE and Nathan Cummings Foundation 
will underwrite all hotel and meal costs. Travel expenses will be the 
responsibility of individual participants, although travel stipends are available for 
those who need them. 

We look forward to your participation and hope to hear from you soon. 

B'shalom, 

Karen A. Barth 
Executive Director 

cc: Rachel Cowan 
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CIJE Conference on Rabbinic Education 
List of Invited Participants 

Rabbi Norman J. Cohen, Provost 
Hebrew Union College - Jewish Institute for Religion, New York, NY 
Attendees: Norman Cohen, Sheldon Zimmerman 
Planning Committee: Norman Cohen 

Dr. Daniel Gordis, Dean of Rabbinics 
Ziegler School of Rabbinic Studies, University of Judaism, Bel Air, CA 
Attendees: Daniel Gordis, Edward Harwitz, Aryeh Cohen 
Planning Committee: Daniel Gordis 

Rabbi Robert S. Hirt, Vice President for Administration and Professional Education 
Rabbi Isaac Elchanan Theological Seminary (RIETS), New York, NY 
Attendees: 
Planning Committee: 

Rabbi William H. Lebeau, Dean of Rabbinical School 
Jewish Theological Seminary of America, New York, NY 
Attendees: William Lebeau 
Planning Committee: William Lebeau 

Rabbi Professor Jonathan Magonet, Principal 
The Leo Baeck College, London, England 
Attendees: Jonathan Magonet 
Planning Committee: Jonathan Magonet 

Rabbi Marcia Prager, Head of Rabb]nical Program 
Aleph: Alliance for Jewish Renewal, Philadephia, PA 
Attendees: Marcia Prager 
Planning Committee: Marcia Prager 

Dr. David Teutsch, President 
Reconstructionist Rabbinical College, Wyncote, PA 
Attendees: David Teutsch, Reena Spicehandler 
Planning Committee: David Teutsch, Reena Spicehandler 

Rabbi Shohama Wiener, President 
Academy for Jewish Religion, New York, NY 
Attendees: Shohama Wiener, Samuel Barth 
Planning Committee: Samuel Barth 
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Rabbi Dr. David Weiss-Halivni, Resh Metivta 
Institute of Traditional Judaism (The Metivta), Teaneck, NJ 
Attendees: 
Planning Committee: 

Rabbi Dr. Felipe Yafe, Dean 
Seminario Rabinico Latinamericano, Buenos Aires, Argentina 
Attendees: Felipe Yafe, Abraham Skorka 
Planning Committee: 

2 
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EDUCATION 

Ph.D. Social Psychology 

PEARL BECK 
895 West End Avenue 

New York, New York 10025 
(212) 666-3419 

Graduate Center of the City University of New York, 1983 

A.B. Barnard College, 1973 
Magna Cum Laude 

PROFESSIONAL EXPERIENCE 
Research Director 
School Based Mental Health Program; New York State Office of Mental Health 
March, 1997 - present 1 

Senior Research Fellow 
City University of New York Graduate Center 
Present 
• Directed study of the boards of major national Jewish organizations 
• Directed evaluation of educational ou1reach project to Jewish college students 

Research Director 
Hadassah; The Women's Zionist Organization of America 
November, 1993- August, 1996 

• Directed organizational research, including membership and tundraising analysis 
• Developed ~ earch instruments, collected data, designed databases, analyzed and 

presented 
• results to high level decision makers 
• Conducted fOCus groups 
• Supervised professional staff 

Research Associate 
Institute for Health, Health care Policy and Aging Research 
Rutgers University 
June 1988 - October, 1993 

• Directed a survey and needs assessment of New Brunswick's elderly; devised 
recommendations for improving the city's social and health services for the elderly 

• Directed the evaluation of New Jersey's Respite Care Program: analyzed utilization 
trends and caregiver experiences. 

• Directed research on HIV+ patients in psychiatric facilities 
• Directed an AIDS prevention research and intervention program for the sexual 

partners of IV drug users. 
• Directed the evaluation of New Jersey's Contact Notification Program for the partners 

of HIV+ individuals. 

Proiect Director: Adult Services Research 
New York City Human Resources Administration (HRA) 
Office of Policy and Economic Research 
July 1983 - May 1918 

• Directed an evaluation of a homelessness prevention program 
• Directed New YOrk City's Single Room Occupancy Resident Survey 
• Project and Research Director: Home Care Fiscal Management Project 
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PROFESSIONAL EXPERIENCE, CONT'D 

Project Coordinator January 1980 - July 1983 
New York City Board of Education; Office of Educational Evaluation 

• Directed the evaluation of dropout prevention programs 

Research Associate 
Vera Institute of Justice 
January 1979 - December 1979 

Assis1ant Project Director 
Hospital Audiences, Inc. 
March 1978 - September 1978 

Research Assis1antships 
Graduate Center, City University of New York 
September 1975-June 1976 

Center for Policy Research 
August 1973 - June 1975 

COMPUTER ANALYSIS 

January 1979 - December 1983 

Conducted computer and statistical analyses using SPSS 
Affiliations of clients included: Albert Einstein Medical Center; Doubleday 
Publishers; American Jewish Committee 

SOCIAL SERVICE EXPERIENCE 

Administrator 
Project Ezra - a friendly visiting program serving the isolated elderly 
June 1973 - September 197 4 

Psychotherapist 
Community Services for Human Development 
September 1981 - August 1982 

Clinical Intern 
Coney Island Hospi1al 
Adult and Child Psychiatry Services 
January 1980 - June 1981 

TEACHING EXPERIENCE 

Hunter College; City University of New York 
February 1979 - January 1980 

Taught courses on social research skills 

Beck - 2 
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PUBLICATIONS Beck - 3 

Horowitz, B., Beck, P. and Kadushin, c. The Roles of Women and Men on the Boards of Major 
American Jewish Organizations: A Research Report, City University of New York; The Center 
for Jewish Studies and the Center for Social Research; November, 1997 

Beck, P., and Crystal, s. Survey and needs assessment of New Brunswick's elderly. 
Final report to New Brunswick Tomorrow, May, 1993. 

CrystaJ, S., and Beck, P. A room of one's own: The SRO and the single elderly. The 
Gerontoloqi~ 32(5):684-692, 1992. 

Crystal, S., Beck, P., Oengelegi, L., and Krishnaswami, S. Service utilization, participant 
outcomes and waiting list caregivers in the New Jersey state-wide respite care program. 
Final report to New Jersey Department of Human Services, 1992. 

Crystal, S., Dejowski, E., and Beck, P. Evaluation of the New Jersey respite care pilot 
project. Final report to New Jersey Department of Human Services, 1991. 

Oejowski, E., Dengelegi, L, Crystal, S., and Beck, P. Partner notification in AIDS, in 
Homosexuality (edited by J. Weinrich and J. Gonsiorek). Beverly Hills: SAGE 
Publications, 1991. 

Crystal, s., Dengefegi, L .. , Beck, P ., and Dejowski, E. AIDS contact notification: initial 
program results in New Jersey. Joumal of AIDS Education and Prevention, 2(4), 284-295, 
1990. 

Crystal, S., Dengelegi, L, Dejowski, E., and Beck, P. Contact notification and the control 
of the HIV epidemic, in Sante Publique et Maladies a Transmission Sexuelle. Des Voies de 
Recherche Pour L'Avenlr (Collogue INSERM) (edited by N. Job-Spira). Montrouge, 
France: John Ubbey Eurotext, 1990. 

Crystal, s., Dengelegi, L., and Beck, P. Contact notification for AIDS prevention in New 
Jersey. Final Report to New Jersey Department of Health, 1989. 

Crystal, S., Guttmacher, S., Beck, P., and Karus, D. AIDS.ftlatad knowledge, attitudes, 
and behaviors of inner city, non-school attending youth. Final report to Robert Wood 
Johnson Foundation and New Jersey Department of Health, 1919. 

Beck, P. The changing face of New York city's SRO's: A profile of residents and housing. 
New York City Human Resources Administration Office of Policy and Economic 

Research, 1988. 

Crystal, S., Flemming. C., Beck, P ., Smolka, G. The management of home care services. 
New York: Springe(' Publishing Co., 1987. 

Gottesman, R., Hankin, D., Levinson, W. & Beck, P. Neurodevelopmental functioning of 
good and poor readers in urban schools. Journal of Developmental and Behavioral 
Pediatrics. 1984, 5(3), pp. 109-115. 
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Lay Leadership Study: Research Plan 

Long-term Objective: 

To expand the pool of people with talent and resources who are interested in 
Jewish education and who are willing to serve as board members, funders, and in 
other lay leadership roles in Jewish educational institutions and organizations. 

Research Goals: 

1. To identify factors which motivate lay people to become involved - and to 
maintain their involvement - with Jewish educational issues and institutions 
2. To profile the current Jewish education lay leadership 
3. To identify factors, including personal and structural, which serve as 
impediments to lay involvement in Jewish educational issues and institutions 
4. To recommend strategies for recruiting capable lay leaders and for sustaining 
their interest in Jewish education. 

Underlying Assumption: 

Jewish educational improvement will not occur without a partnership of 
outstanding lay leaders and professionals . 

Sampling Frame: 

Local Lay Leadership: 
The Jewish educational lay leadership of 3 cities will be surveyed. An attempt will 
be made to select cities that represent each of the 3 categories of cities 
developed by the Council of Jewish Federations (e.g. large, large-intermediate 
and intermediate). In each city, a comprehensive listing will be gathered 
consisting of those who are active in local Jewish educational institutions as well 
as those who are active in local communal institutions, such as in JCC's and in 
local Foundations. This list will be compiled with the help of the local Jewish 
educational lay leadership. 

National Lay Leadership: 
To survey the leadership of national Jewish educational organizations (e.g. JTS, 
JESNA, CAJE) complete lists will be obtained and surveys will be sent to the 
volunteer leaders of these organizations. (When the number of people on a board 
exceeds 100, surveys will be sent only to executive committee members). 

Jewish Lay Leaders Not Involved in Jewish Education: 
To learn why some lay leaders in Jewish settings do not become involved in 
Jewish educational issues and organizations, we plan to interview approximately 
15 such individuals who will be identified by informants located in each of the 3 
selected cities. Five to ten Jewish individuals who are exclusively involved in 
general (non-Jewish) causes will also be identified and interviewed for this study. 
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• Research Methodology: 

• 
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Several methodologies will be used to address the research goals listed above. 
1. In-Person Interviews: The first stage of the research will consist of conducting 
in-depth, one-on-one interviews with approximately 25-30 lay leaders and 
philanthropists. Those interviewed will include both those currently involved with 
Jewish education as well as those involved with other Jewish causes, exclusive of 
Jewish education. We will attempt to interview prominent national leaders, local 
leaders (e.g. board members of primary or secondary Jewish schools), as well as 
several individuals who are simultaneously involved on the local and the national 
levels. 

2. Survey: Information culled from these interviews will be used to design a 
closed-ended survey. This survey will be sent to all the leaders and 
philanthropists identified in 3 (yet to be selected) cities as well as individuals who 
are involved on the national level. The survey will be sent to approximately 500 
individuals. A 50 - 60% response rate is anticipated. 

3. Focus Group: After the survey and interview data are analyzed, the findings 
will be presented to a group of Jewish education lay leaders for their comments, 
interpretations and recommendations. Their reactions to the data will be 
incorporated into the results section of the final report . 



• Research Topics and Questions: 
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1.lnterview and Survey Questions for Jewish Educational Lay Leadership: 

In addition to obtaining demographic information, the following topics will be 
included: 

Lay Career 
• What originally motivated them to assume their first volunteer position in the 

field of Jewish education? 
• Do they serve on the Boards of other Jewish institutions? (If yes, which?) Are 

they supporting other Jewish causes? (Which?) 
• What (if any) lay position/s would they like to hold in the near-term and also in 

the long-term? 
• Do they volunteer their time for any other Jewish causes? (If yes, which 

causes? Are they on the boards?) 
• Do they volunteer their time for other general (non-Jewish) causes? (If yes, 

which ones and how do these organizations compare to the Jewish ones in 
terms of functioning, efficacy, volunteer responsibilities, gratification derived, 
etc.?) 

Experience with Jewish Educational Endeavors 
• What factors serve to sustain their interest in Jewish education? (e.g. Which 

project did they particularly enjoy doing? What issue interests them?) 
• What frustrations/disappointments have they experienced in this area? 
Attitudes Regarding Jewish Educational Issues 
• What do they regard as the major issues facing American Jewish education? 
• How can these issues be addressed? What is their experience with, and 

impression of, the Jewish educational lay leadership? 
• What can be done to encourage lay leaders and philanthropists to become 

more involved with Jewish education? 
• What can be done to encourage lay leaders to increase their level of giving to 

Jewish education? 
• What kind of information and/or knowledge would help them be better lay 

leaders in the Jewish world? 
Jewish Background & Jewish Education 
• In what denomination, and with what level of observance and knowledge, 

were they brought up? 
• What is their current level of observance, Jewish knowledge and Jewish 

learning? 
• Would they be interested in a Jewish learning program? 
• Is their household/extended family a Jewish education "user"? If yes, what 

kinds and levels of Jewish education do they use (or have they used in the 
past?) 

J 
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2. Interview Questions for Those Not Involved in the Lay Leadership of Jewish 
Education: 

In addition to many of the questions listed above, individuals whose voluntary 
activities are l!ocated outside of Jewish education (including outside the Jewish 
world), will be asked additional questions including: their "lay" career paths, their 
knowledge of Jewish educational institutions (including lay involvement with these 
institutions), their knowledge of Jewish educational issues, the reasons they have 
not become more involved in Jewish education and where they would contribute 
if they wished to donate money to Jewish education. 

Report 

The report willl incorporate information culled from the interviews, the survey and 
tlhe focus group. It will describe the career paths of lay people who are involved in 
Jewish educational activities and will identify the factors that contributed to their 
initial involvement as well as the factors that served to sustain their involvement. 
The gratifications as well as the frustrations of volunteer work in Jewish 
educational institutions and organizations will be discussed. 

Lay leaders' general demographic (e.g. age, gender, education, geographical 
area) and Jewish demographic (e.g. level of Jewish education, Jewish identity, 
denomination) characteristics will also be examined to provide a context for 
understanding their attitudes and experiences. Background information regarding 
the board or organization that is most important to them will also be reported (e.g. 
type of organization, size of organization, size of board, whether it is local or 
national, etc.) 

To explore the potential for board development and expansion, information 
obtained from the interviews with leaders who are not involved in Jewish 
education will be presented. Perceived and actual impediments to involvement 
will be described. 

The concluding section of the report will contain recommendations for recruiting 
lay leaders and also for sustaining their interest in the area of Jewish education . 
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ClJE Synagogue Change Research Project: 
Research Proposal Summary 

RESEARCH QUESTIONS 

l) WHAT IS HAPPENING IN T HE ARENA OF SYNAGOGUE CHANGE?: WHAT DOES A 
MAP OF T HE LANDSCAPE OF SYNAGOGUE CHANGE LOOK LIKE? 

2) WHAT ARE THE VARIOUS DEFINITIONS AND CRITERIA OF SUCCESS FOR EACH 
CHANGE PROJECT? 

3) WHAT HA VE BEEN THE PERCEIVED OUTCOMES OF THESE SYN AGOG lJE CHANGE 
PROJECTS IN TERMS OF PROCESS lMPLEMENTATION AND IMPACT? 

4) WHAT FACTORS ARE ASSOCIATED WITH SUCCESSFUL SYNAGOGUE CHANGE? 

RESEARCH METHODOLOGY: 
OVERVIEW 

The overall research design is based on input from CIJE's Synagogue Change Research 
Project Leadership Team, members of the Research Advisory Committee, CUE staff and 
consultants, and participants in several research consultations convened by CUE. Thus, the 
proposed research methodology incorporates insights from Jewish education professionals who 
are involved in change project management at the national and regional level, as well as from 
professors and researchers in the fields of Jewish education, general education, sociology, social 
psychology, organizational behavior, and statistics. 

As a direct outcome of the January 1998 research consultation in Chicago, we decided that 
it was necessary to create a "map" of the landscape of synagogue change projects before 
proceeding to conduct any field research at the synagogue level. The "map" will constitute Phase I 
of this study, with the unit of analysis being synagogue change projects. We will get feedback on 
the "map" from the Leadership Team. the Research Advisory Committee, CUE staff and 
consultants during Phase Il. The input we get during Phase 11 will inform our study's conceptual 
framework and will enable us to refine our research design for Phase UL Phase 111 of the study 
will be field research at the synagogue level, with the unit of analysis being synagogues 
themselves. An optional Phase JV is also included in this proposal, although its implementation 
wouJd take us beyond our ideal time frame of 1998/ 1999. 

Research Methodology: Phase I; 
"MAP" OF SYNAGOGUE CHANGE PROJECTS 

In Phase I, we intend to develop a "map" of planned change projects with an emphasis on 
projects that consider themselves to be synagogue change projects and that view institutional 
change as their primary objective. The map will enable us to answer research question # 1, as well 
as to understand the change project leaders' perspectives regarding research questions #2, #3 and 
#4 . lo the "mapping" phase, we will aim to identify and describe all of the major synagogue 
change projects that are currently being implemented across the country. By interviewing those 
individuals who are involved in leading synagogue change projects at the national and regional 
level (and at the synagogue level if the project is a single-site change project), we hope to gain an 
understanding of the various projects' objectives, change processes, and definitions of "successful 
synagogue change". We will attempt to uncover as many change projects as possible by getting 
referrals from change project leaders and other leaders in regional and national Jewish agencies. 
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Our intention is to include change projects of all kjnds, including those that aim ro change the 
synagogue as a whole. those that aim to change the synagogue school as a whole. and those that 
focus on one or more targeted aspects of synagogues (e.g. family education) in an effort to 
transform the institution. We will attempt to "map" change projects that are managed by different 
types of Jewish communal organizations-including transdenominational national organizations, 
regional Federations and Central Agencies of Jewish Education, foundations, individual 
synagogues. and the denominational Movements. 

Our primary sources of data for the "map" will be interviews with change project leaders 
and written documents describing the various change projects. While the main objective of the 
interviews will be to gather descriptive information about existing synagogue change projects, we 
will also ask interview subjects to articulate their "hunches" about factors linked to "successful 
synagogue change". These "hunches" will enable us to gain a better understanding of the change 
project leaders' theories of change and the underlying models behind each change project. 

Research Methodology: Phase II: 
FEEDBACK ON PHASE I & INPUT FOR PHASE DI 

During Phase fl, we will get feedback on the "map" from the Leadership Team, the 
Research Advisory Committee. and CUE staff and consultants. We will syr.thesize the change 
project leaders' definitions of success, perceived outcomes, and "hunches" about "factors linked to 
successful synagogue change" during a Leadership Team meeting in June, 1998. A conceptual 
framework for Phase Il1 of this study will be developed, which will be informed by a brief 
literature review and by the "bunches" generated and synthesized at the June Leadership Team 
meeting. During Phase II, we will also refine our research design for Phase Ill after getting input 
on methodological issues such as sampling strategies and the site-selection process. 

Research Methodologyi Phase In: 
SYNAGOGUE-LEVEL RESEARCH 

Defining synagogues as the unit of analysis, we propose a multiple case-study design (Yin, 
1989), incorporating qualitative methods such as interviews and focus groups. Case-study 
research at the synagogue-level wiU enable us to answer research questions #3 & #4, as well as to 
answer research question #2 from the perspective of professionals, lay leaders, and congregants at 
the synagogue level (to supplement our answer to question #2 from the perspectives of the change 
project leaders at the national and/or regional levels during Phase [). In Phase Ill. we will aim to 
describe the various definitions of success used within synagogues, the ways in which actual 
implementation of the change process in synagogues matches up to the envisioned process, and the 
ways in which the change project has had an impact on individual synagogues and congregants. 
Ultimately, we will attempt to identify those characteristics of synagogues and of change processes 
that are linked to successful synagogue change, based on the change projects' and synagogues' 
own definitions of "success". 

We are considering focusing on a few factors that are potentially linked to success such as: 
the role of leadership, the role of articulated visions, the level of specificity of the outside 
consultant's vision, the match between the vision of the reformers and the synagogue, the role of 
outside consultants, and the influence of th.e environmental context. The specific list of possible 
factors upon which we will focus in Phase UI will be based on the "hunches" generated by the 
change project leaders in Phase I, "hunches" generated by CUE staff (that are informed by 
professional experience and a brief literature review), and additional "hunches" generated at the 
Leadership Team meeting in Phase U. While this will not be a confirmatory deductive study that 
tests formal hypotheses, it will use "hunches" to develop conceptual categories that will guide and 
bound the data-collection process. Phase Ill will be a descriptive and analytic study that has certain 
a priori propositions but that will also explore additional factors that emerge duri ng the field 
research. 
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Phase 111: Site-Selec tion for Synagogue-Level Research 

In Phase Ill, it is our aim to conduct field research in synagogues from change projects in 
each of the following categories: 

•planned change projects that aim to change the synagogue as a whole 
•planned change projects that aim to change the synagogue school as a whole 
•planned change projects that focus on one or more targeted aspects of synagogues (e.g. family 
education) in an effort to transform the institution 

Within each of these categories1, we will select at least one synagogue change project. Within each 
change project, we will select at least 2 synagogues (unless the change project is a single-site 
project that only involves one synagogue). The exact number of synagogue sites in Phase Ill will 
be detennined once the "map" is complete and once we have gotten further input from the Research 
Advisory Committee, the Leadership Team, and other CUE staff and consultants during Phase II. 
At present, we estimate that we will conduct qualitative field research in 6-14 sites2 • 

We will get input from the Research Advisory Committee, the Leadership Team, and other 
CUE staff and consultants before making final decisions on our sampling strategy. The 
recommended sampling strategies are one of the following: 

•"Ideal-bellwether-case selection"(Goetz & LeCompte, 1984; Merriam. 1988): 
cases of exemplary synagogues in which the change process is deemed to be "working" 
(i.e. "successful" by internal definitions of success) 

•"Extreme-case selection"(Goetz & LeCompte, 1984; Merriam, 1988): 
cases of synagogues in which the change process is deemed to be "working" and cases of 
synagogues in which the change process is deemed to be "not working" (i.e. "successful" 
and "unsuccessfuJ " based on internal definitions of success) 

Regardless of which of these sampling strategies are chosen, we will focus on synagogues 
that are "vatikim" , i.e. that have already been involved in a planned change process for more than 
a year. We will not focus our Phase lII field research efforts on synagogues that are "chadashim", 
i.e. new in their involvement in the change process. 

Once we detennine our sampling strategy and which synagogue change projects will be 
represented in Phase 111, site-selection (of specific synagogues that represent each change project) 
will be guided by the Leadership Team and other change project leaders using the overall method 

1 We might also want to study one or more synagogues that have shown evidence of 'organic change' rather than 
'planned change', such as Bnai Jeshurun, Lincoln Square, or KehiUat Orach Eiezer in New York. Although these 
synagogues do not represent planned synagogue change projects in a puris t sense, studying one or more of these 
institutions that are known to be "successful" by some criteria might shed some light on characteristics of 
synagogues that are I.inked to successful synagogue change (research question //4). 

2 Note that the logic for multiple-case studies is one of "replication logic" as opposed to "sampling logic". In 
multiple-case study research. each case is considered akin to a singJe experiment, as opposed to a single data point 
within an experiment; thus the analysis of multiple-case studies follows a "cross-experiment" rather than a "within
experiment" design. According to "replication logic". each case must be selected so that it either predicts similar 
results ("literal replication") or produces contrary results for predictable reasons ("lheoretical replication"). Since case 
srudies focus on the context of each case in addition to the phenomenon of interest., there are a large number of 
potential variables and "sampling logic" would require an "impossibly large number of cases-too large LO allow any 
statistical consideration of the relevant variables". Increasing I.he number of cases in a multiple-case study design 
docs not make the findings any more generalizable or statistically relevant ( Yin. 1989, p.55). 
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of "reputational-case selection" (Goetz & Lecompte, 1984; Merriam, 1988); i.e. synagogues 
representing certain synagogue change projects will be chosen "on the recommendation of 
experienced experts in the area" (Goetz & LeCompte, p.82). Internal checks will be conducted at 
the synagogue-level to make sure that the synagogues referred by the "experts" match the criteria 
set forth in the sampJing strategy (e.g. If we choose an "ideal-bellwether-case selection" strategy, 
we will do internal checks to make sure that the synagogues that are considered to be "exemplary" 
by the change project leaders are in fact "exemplary"). We will gain access to the individual 
synagogues in conjuction with the national or regional change project leaders. 

Phase III: Methodology for Synagogue-Level Research 

Our primary source of data for the synagogue-level case-study research will be interviews 
with key informants at each of the selected synagogues. Key infonnants include the rabbi, 
educator/principal, cantor and other synagogue staff, any outside liaisons or consultants involved 
in the synagogue change process (if applicable), lay leaders involved in the synagogue change 
process, and other congregants. Our interview scheduJe will be comprised of open-ended 
questions about definitions of success, perceived outcomes, and factors linked to success; we will 
include some focused open-ended and close-ended questions that probe for the specific factors that 
were identified as "hunches" during Phases I & ll. 

Another source of data for Phase ill will be "conversations" or focus groups with 
participants in change projects at the synagogue level. The main purpose of the focus groups will 
be to generate participants' definitions of "success", perceived outcomes, and "hunches" regarding 
"factors linked to successful synagogue change". The language of these questions wiU obviously 
need to be adapted for the focus groups since many people at the synagogue level might not be 
speaking or thinking in terms of "success" or "factors". The conversations will take one (or more) 
of the following forms: 

•on-site focus groups with professional staff, lay leaders, and other congregants within one 
synagogue 
•focus groups with professional staff, lay leaders, and other congregants from a few different 
synagogues within one change project 
•focus groups with professional staff, lay leaders, and other congregants from a few different 
synagogues from different change projects 

The participants in these conversations will all be affiliated with one of the synagogues and 
synagogue change projects that we selected at the beginning of Phase ill. Ideally, we will try to 
include lay leaders, congregants, and professional staff who are particularly "reflective" (although 
our selection of individuals for the "conversations" will be guided by our selection process for the 
sites themselves, thereby only including individuals from synagogues that are part of our sampling 
frame). 

With the interviews and focus groups, we are particularly interested in determining how 
closely the "hunches" of change project leaders match the "hunches" of synagogue professionals, 
lay leaders, and congregants with respect to "factors linked to successful synagogue change". 

Other research methods that we might consider adding to our design to further help us 
answer research questions #2, #3, and #4 are field observations and surveys. We will weigh the 
cost and benefit tradeoffs of these research methods after getting input from the Research Advisory 
Committee, the Leadership Team, and other CUE staff and consultants. Observations would 
obviously enable us to gather more in-depth information about each synagogue, but at the expense 
of depth. While an institutional survey would enable us to reach a broader range of synagogues, 
the kinds of issues which are of interest to us may not lend themselves to a survey instrument3. 

3 An i.nsti tutional survey (one survey sent to a representative at each synagogue for data at the institutional level of 
anal ysis) may not be the most appropriate mechanism for addressing our research questions for the following 
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We may, however, opt to adminis ter a survey to a sample of congregantS within each synagogue 
that is represented in our case-study design, for the purpose of gathering data about the 
membership of each synagogue. 

If we do conduct observations. our focus will be on understanding the contexcuaJ 
characteristics and organizational dynamics of synagogues that have been "successful" in their 
synagogue change efforts. Our observations would include informal "cruises" (Dwyer, Lee, 
Barnett, Filby, & Rowan, 1985) of the synagogue and synagogue school, as well as observations 
of board meetings and other meetings that are specifically related to the synagogue change 
process4. We propose to begin the data collection for Phase Ill in the fall of l 998. 

Phase III: Analysis of Synagogue-Level Research 

We will analyze the qualitative data using an iterative process of data reduction, data 
display, and conclusion-drawing and verification (Miles & Huberman, 1994). For the interviews, 
focus groups, and observations, our primary sources of quaJitative data will be audio tapes and 
field notebooks. Interview transcripts will be coded using the conceptual categories defined during 
Phase II and with any new categories (descriptive, interpretive, or explanatory codes) that emerge 
during the field research. After coding the interview transcripts and field notes, we will compile a 
preliminary cross-case matrix (Miles & Huberman, 1994) that summarizes the findings from each 
site with respect to each synagogue's definitions of "success" and "perceived outcomes". We will 
compile another matrix that describes each synagogue's ranking on each of the "factors" that are 
potentially linked to "successful synagogue change". 

After another series of data reduction and display exercises, we will cluster the synagogues 
we studied into outcome categories such as: 1) had low goals, and did not meet them , 2 ) had low 
expectations and did meet them, 3) bad hlgh expectations and did not meet them, and 4) had hlgh 
expectations and met them. We will then develop separate matrices (one for each "outcome 
category") in which the rows of the matrix represent each of the "factors" that are potentiaJly linked 
to "successful synagogue change" and the columns represent each of the individual synagogues 
that are part of each "outcome category". 

Next, we will compile another cross-case matrix that synthesizes the findings of the four 
separate "outcome category" matrices. In this summary matrix, the rows will represent each of the 
"factors" that are potentially linked to "successful synagogue change" and the columns will 
represent each of the "outcome categories". Ia this way, we hope to identify those factors that are 
linked to successful synagogue change. 

Research Methodology: Phase IV <OPTIONAL}; 
TESTING THE GENERALIZABILITY & VALIDITY 
OF PHASE HI'S SYNAGOGUE-LEVEL RESEARCH 

After anaJyziog the data from the synagogue-level research in Phase ID, we may want to 
consider testing the vaJidity of our srudy and determining the geaeraJizability of our findings to 

reasons: a) rssues such as "success• and "factors linked to success" may be too complex to be translated into survey 
questions; b) The number of variables that are potentially linked to "successful synagogue change" may be too 
numerous to include in a survey; c) There is a high likelihood that different people within one synagogue may have 
different perspectives on questions about the institution. Therefore it wouJd be difficult tO detennine who should be 
asked to fill out the survey at each synagogue. If muJtiple surveys were administered tO many individuals in one 
synagogue, it would be difficult to synthesize lbe information into one data point per institution. 

4While our sampling frame only includes synagogues that are vatikim. we might consider observing some change 
project process meetings of synagogues that are chadashim just to get a sense of earlier stages of the change process 
of those change projects that are represenied in our s1udy. 

Dr. Llsa S. Malik-3/ 31 /98-page 5 



other synagogues involved in change processes. There are two proposed methods for achieving 
these goals: a survey and a longitudinal study of synagogues that are "chadashim" (new in their 
involvement in planned change efforts). Both of these methods are beyond the scope of the 
original research proposal, and would not be implemented until the fall of 1999 at the earliest. 

Phase IV: Institutional Survey 

Based on the set of factors that are identified in Phase III as being associated with 
successful synagogue change, we may want to compile a survey that focuses on a few of these 
factors that seem most compelling. The survey could be administered to a random sample of aU 
synagogues involved in planned change projects. This aspect of the study would be deductive in 
nature, and would test a few specific hypotheses about the factors linked to successful synagogue 
change. There are several issues that need to be resolved before such a survey is administered: 
l ) deciding which factors to include in the survey, to keep the number of factors at a reasonable 
level for meaningful analysis; 2) adapting the factors to a survey-question format; and 3) deciding 
who should fill out the survey in each synagogue in order to ensure 'accuracy' about certain 
institutional characteristics. 

Phase IV: Longitudinal Study of "Chadashim" 

Based on the set of factors that are identified in Phase III as being associated with 
successful synagogue change, we may consider conducting a longitudinal study of synagogues 
that are "chadashim" i.e. in the early stages of their involvement in planned change efforts. We 
could administer surveys and/or conduct interviews or focus groups at two different points in the 
planned change process: at the beginning (f1) and again a few years later (fz). Such a 
longitudinal study would be deductive in nature, with hypotheses based on the factors that we 
found to be linked to successful synagogue change in our Phase Ill "vatikim" cases. After Phase 
ill, we could formulate hypotheses that attempt to predict the outcomes in T2 for synagogues that 
are "cJuufashim" at T J. 

CONCLUDING NOTES 

The proposed study will provide insights to Jewish communal policy-makers and 
practitioners who are involved in synagogue improvement and transformation. By mapping the 
various synagogue change projects that are currently underway, describing the various definitions 
and criteria for "success" within each project and within each participating synagogue, highlighting 
some of the perceived outcomes of these change projects, and identifying some of the factors that 
are associated with success across projects, this study will advance our understanding of 
synagogue change. 

Dr. Llsa S. MaJik-3/ 31 /98-page 6 



CONFIDENTIAL - FINAL 

MINUTES: CIJE STAFF TELECONFERENCE 

DATE OF MEETING: 

DATE MINUTES ISSUED: 

PARTICIPANTS: 

CC: 

I. Staff Learning 

June 11, 1998 

July 13, 1998 

Karen Barth, Gail Dorph, Cippi Harte, Jessica 
Holstein, Karen Jacobson, Nessa Rapoport 

Pearl Beck, Sarah Feinberg, Adam Gamoran, 
Ellen Goldring, Alan Hoffmann, Barry Holtz, 
Elie Holzer, Lisa Malik, Mort Mandel, Dan 
Pekarsky, Lester Pollack, Susan Stodolsky, 
Furman Thomas, Cbava Werber 

NR led staff learning on the issues of God, change and compassion with a 
source from The Moonflower Vine by Jetta Carleton and related these 
ideas to the context of Jewish change. 

II. Minutes 

June 2 staff meeting minutes and assignments were reviewed, corrected 
and accepted. 

ID. Pre-GA Seminar 

KAB reported that there was a very productive planning meeting on June 
8 with leaders of the Baltimore and Cleveland communities and CAPE. 
Staff then discussed the possibility of inviting other communities to 
participate. 

Assignment: JSH to distribute to staff the memo on the pre-GA seminar which was sent 
out following the June 8 meeting. 

IV. Research Network Conference 

PB presented at the conference and was asked about the sample of 
communities, and it was suggested that Seattle or another representative 
new, growing, Western community should be the next city for PB's 
interviews. 
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V. Staff Meeting Planning 

PCH reported on the work of the staff meeting planning committee (PCH, 
KJ and NR) and distributed a list of questions that have come so far, and 
staff gave reactions. There are several different kinds of discussions at 
staff meetings: 
• Updates 
• Housekeeping 
• Short discussions on programmatic themes 
• Sharing ideas in order to develop more exciting and interesting 

programs. 
The key issue was to better focus staff meetings. The value ofreading the 
minutes and staff learning was discussed, as was the importance of sharing 
information about projects among staff who are not directly involved in 
projects in order to foster group cohesion and integration of work. 
Communication, suggestion and feedback are important. The goal is to 
make meetings more useful, as well as more helpful to those people ( e.g. 
researchers) who are brought in periodically in order to integrate them and 
their work. 

VI. Time Sheets 

Not all staff are submitting time sheets, and therefore data does not 
accurately represent time spent on projects. This is especially problematic 
for restricted grants. It was agreed that the time sheets should be 
redesigned to reflect actual work and must be readable and user-friendly 
for staff. Currently, time sheets do not include all the categories needed to 
accurately represent staff time allocation, and there are some projects 
missing from the list as well. There needs to be control syst,em in place to 
remind staff when to submit time sheets, and timely feedback is crucial. I.t 
was suggested that percentages of time might be more accurate if they are 
on a weekly rather than daily basis. 

Assignment: All staff to estimate time allocation for past 6 months. 
Assignment: All staff to give new categories for time sheets to KJ. 

VII. Vacations 

All staff should have received reports from Nikia on vacation time used so 
far this year. Staff were asked to submit vacation requests through 
September. 
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VIIl. Filing 

CW and SDF have been worlcing on the filing system to find out what is in 
the current filing system in order to reduce redW1dancy. A list of current 
files was distributed to staff with a questionnaire on filing needs. 

Assignment: All staff to complete questionnaire on filing needs. 
It was suggested that we schedule a filing day for aU staff. Staff agreed, 
and August 12 was put on the calendar as a possible date. Staff were 
asked to submit orders for supplies (pendaflex files, file folders, etc.) in 
advance. 

IX. Wexner 

Maurice Corson is retiring from the Wexner Foundation. 

X. Workplan 

Assignment: KAB, GZD, NR to write up respective project task descriptions. 
Assignment: KAB, GZD, NR to meet about templates for delineating project tasks. 

Copies of templates should be sent to EG for input and feedback. All staff 
will apply templates to their projects before August staff retreat. 

XI. Calendar 

August 3-JEWEL leadership team meeting (KAB, GZD, EG, PCH, EH) 
August 4 - Synagogue Change leadership team 
August 5-6, - Staff retreat (August 5 -All day JEWEL) 
August 10-Board Meeting 

Assignment: JSH to call MLM's office to confirm August 10 board meeting and 
Mandel Institute steering committee dates. 
August 12 - Filing Day 
August 13 -Hold for JEWEL meeting with MLM in Cleveland (KAB, 
GZD) 
August 17-18 - Hold for consultation with Mary Diez 

Assignment: KAB to invite Nancy Raybin to consultation with Mary Diez. 
August 19 - Change Think Tank 
August 27 - MPP Board Meeting in Cleveland 

XII. Update Letter 

The first update letter will go out only to the board. 

XIIl. Staff Retreat Follow-Up 

Following the second day of the staff retreat with Susan Cane, there were 
6 initiatives assigned to 3 teams. 
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CONFIDENTIAL 

CIJE ASSIGNMENTS 

Staff Meeting Assignments June 11, 1998 

NO. DESCRIPTION ASSIGNED DATE DATE DUE 
TO ASSIGNED 

1. KAH, GZD, NR to write up respective project task KAB,GZD, 6/ 11/98 7/6/98 
descriptions. NR 

2. KAB, GZD, NR to meet about templates for KAB, GZD, 6/ 11/98 7/9/98 
delineating project tasks. NR 

3. JSH to distribute to staff the memo on the pre-GA JSH 6/11/98 
seminar which was seat out following tbe June 8 
meeting. 

4. All staff to estimate time allocation for past 6 AJI staff 6/11/98 6/30/98 
months. 

5. All staff to give new categories for time sheets to Afl staff 6/11/98 
KJ. 

6. JSH to call .MLM's office to confinn August lO JSH 6/J 1/98 
board meeting and Mandel Institute steering 
committee dates. 

7. All staff to complete questionnaire on filing needs. All staff 6/I 1/98 6/ [5/98 

8. KAH to invite Nancy Raybin to August 17/18 KAB 6/11/98 
consultation with Mary Diez. 

9. KJ to have templates from May staff retreat typed KJ 6/11/98 6/ 15/98 
up. 

10. KAH to speak to Howie Deitcber about the KAB 6/ 11/98 6122198 
interviews for the recruiting pos ition, and report at 
June 22 staff meeting. 

i I. DNP and NR to develop proposal for sessions and DNP, NR 6/2/98 
work to be done for Change Think Tank through 
the end of 1998. 

12. NR, PCH, KJ to develop proposal for staff meeting PCH, NR, 6/2/98 
plan. KJ 

13. JSH to prepare notes from first day of staff retreat. JSH 6/2/98 

14. KJ, GZD, NR. SDF to meet about CfJE's internet KJ, GZD, 6/2/98 
issues (external communication, website, TEI NR, SDF 
alumni network, etc). 

15. KAB, KJ to meet about outsourcing bookkeeping K.AB, KJ 4/6/98 
and accounting services from an outside 
organization. 
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CONFIDENTIAL - FfNAL 

MINUTES: CIJE STAFF TELECONFERENCE 

DATE OF MEETING: 

DA TE MINUTES ISSUED: 

PARTICIPANTS: 

CC: 

I . Staff Learning 

June 22, 1998 

July 13, 1998 

Karen Barth, Gail Dorph, Cippi Harte, Jessica 
Holstein, Karen Jacobson, Nessa Rapoport 

Pearl Beck, Sarah Feinberg, Adam Gamoran, 
Ellen Goldring, Alan Hoffmann, Barry Holtz, 
Elie Holzer, Lisa Malik, Mort Mandel, Dan 
Pekarsky, Lester Pollack, Susan Stodolsky, 
Furman Thomas, Cbava Werber 

KJ led staff learning with an exercise in creative thinking. 

II. Minutes 

June 11 staff meeting minutes and assignments were reviewed, corrected 
and accepted. 

ID. PEJE 

The PEJE booklet on day schools has come out and will be circulated 
among the staff. 

JV. Board Meeting 

P,roposed agenda: 
• Workplan 
• JEWEL 
• Teacher Training 

• Internal Management Update 
• Updates: Forum (marketing), Professors, CFWW. 
CFWW and the research agenda to be on October board meeting agenda. 
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Workplan: 
On the workplan and budget, we should give a broad picture of the 
projects on the workplan and what has been taken off, discuss 4 to 5 big 
issues and give the rough 6 month budget. The change of fiscal year 
needs to be voted on by the board as well. 

Assignment: KAB to develop chart relating R&D to workplan. 

JEWEL: 
Assignment: EG to write 2-page update on JEWEL. 

Teacher Training: 
Mark Rosenberg to set up videoconferencing facilities. Anna Richert, 
Vicki Kelman and Laura Novak-Wiener could be asked to present as a 
group via videoconference on how TEI has affected the process of 
teaching and learning for them. Perhaps Mark could also prepare a short 
clip from the TEI graduation. If Anna is not available, Sharon Feiman
Nemser could be asked to present. 

Assignment: GZD to email Anna Richert regarding the August 10 board meeting. 
Assignment: GZD, BWH to work on board presentation. 

Internal Management Update: 
We should update the board on the internal work we have been doing in 
terms of recruiting and organizational development, especially in the areas 
of project management and development of support staff. 

We should ask the board for feedback on the videoconferencing and get 
other input from them as well on how they feel aibout the format and 
content of our board meetings. 

AG is attending. EG is not attending. Lee Hend1er and Esther Leah Ritz 
are not attending. Staff to confirm board attendance when they set up 
individual meetings (below). Hold-the date notice to go out before July 7. 

Assignment: NR to contact DNP regarding August 10 board meeting. 

Materials: 
Teachers Report to go out with the update letter. JEWEL update to go out 
with board materials. There will be materials on the workpl~ which will 
be ready after the staff retreat. The binders should be put together by July 
30 according to schedule and the workplan materials will be inserted later. 

Assignment: GZD, EG to look for an article on leadership to send out with the August 
board meeting materials. 

Workplan issues and research agenda to be discussed at individual 
meetings with board members. Assignments as follows: 
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KAB: MLM, LP, Stanley Horowitz, Steve Hoffman (by phone) 
GZD/PCH: John Colman, Esther Leah Ritz, Lee Hendler 
PCH: Chuck Ratner 

V. Scheduling 

Filing day: August 20 
Mary Diez: to be determined. 
Project management training: September 15, 1-5 pm 
NR travelling to Boston every week starting July 13 for 3 weeks. 

Assignment: KJ to distribute vacation schedule. 

VI. Recruiting 

Leah Strigler has been offered the CUE/CAPE recruiter position, and will 
be working with GZD on TEI. We have 2 active candidates: for the 
research director position. 

Assignment: KJ to set up meetings with staff and phone meetings with AG, EG for 
research director candidate. 

VII. Susan Cane Follow-Up 

KAB and KJ are continuing to work on support staff development over the 
summer. Since project management is linked to accountability, it was 
decided that a team should work on applying a project management 
template to JEWEL, and then discuss it at the August 3 JEWEL meeting in 
addition to EG's synthesis of the JEWEL scans. 

Assignment: PCH, GZD, EG, KJ apply project management template to JEWEL. 

VIII. August Staff Retreat 

KJ reported on possible sites, and it was decided that we will hold the 
August staff retreat at Baruch if it is available. We will continue to look 
for other sites for future use. 

IX. Professors Follow-Up 

Each project manager is to receive the notes from the discussion at the 
Professors Seminar of his/her project. 
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CONFIDENTIAL 

CIJE ASSIGNMENTS 

Staff Meeting Assignments June 22, 1998 

NO. . DESCRIPTION ASSIGNED DATE DATE DUE 
TO ASSIGNED 

I. GZD to email Anna Richert regarding the August GZD 6/22/98 
10 board meeting. 

2. GZD, BWH to work on board presentation. GZD 6/22/98 7/l/98 

3. KAB to develop chart relating R&D to workplan. KAB 6/22/98 

4. EG to write 2-page update on JEWEL. EG 6/22/98 7/31/98 

5. NR to contact DNP regarding August 10 board NR 6122/98 
meeting. 

6. GZD, EG to look for an article on leadership to GZD, EG 6/22/98 7/23/98 
send out with the August board meeting materials. 

7. KJ to distribute vacation schedule. KJ 6/22/98 

8. KJ to set up meetings with staff and phone KJ 6/22/98 
meetings with AG, EG for research director 
candidate. 

9. GZD, EG, PCH, KJ apply project management GZD,EG, 6/22/98 8/3/98 
template to JEWEL. PCH, KJ 

10. KAB, GZD, NR to write up respective project task KAB, GZD, 6/ 11/98 7/6/98 
descriptions. NR 

11. KAB, GZD, NR to meet about templates for KAB, GZD, 6/11/98 7/9/98 
delineating project tasks. NR 

12. All staff to estimate time allocation for past 6 All staff 6/11/98 6/30/98 
months. 

I 3. All staff to give new categories for time sheets to All staff 6/11/98 
KJ. 

14. All staff to complete questionnaire on filing needs. All staff 6/1 1/98 6/15/98 

15. KAB to invite Nancy Raybin to August 17/ 18 KAB 6/ 11/98 
consultation with Mary Diez. 

16. DNP and NR to develop proposal for sessions and DNP, NR 6/2/98 
work to be done for Change Think Tank through 
the end of 1998. 

17. NR, PCH, KJ to develop proposal for staff meeting PCH, NR, 6/2/98 
plan. KJ 

18. KJ, GZD, NR, SDF to meet about CIJE's internet KJ , GZD, 6/2/98 
issues (external communication, website, TEI NR, SDF 
alumni network, etc). 
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CONFIDENTIAL- FINAL 

MINUTES: CIJE STAFF TELECONFERENCE 

DATE OF MEETING: 

DA TE MINUTES ISSUED: 

PARTICIPANTS: 

CC: 

I. Minutes 

June 29, 1998 

July 13, 1998 

Karen Barth (via telephone), Cippi Harte, 
Jessica Holstein, Karen Jacobson, Nessa 
Rapoport 

Pearl Beck, Gail Dorph, Sarah Feinberg, Adam 
Gamoran, Ellen Goldring, Alan Hoffmann, 
Barry Holtz, Elie Holzer, Lisa Malik, Mort 
Mandel, Dan Pekarsky, Lester Pollack, Susan 
Stodolsky, Furman Thomas, Cbava Werber 

June 22 staff meeting minutes and assignments were reviewed, corrected 
and accepted. 

II. Mary Diez 

Mary Diez is coming to meet with CIJE on August 17 on how to apply 
Alverno College's principles to CIJE's work. Staff is holding l to 8 pm. 

III. Torah Umesorah 

KAB reported on the Torah Umesorab seminar she and GZD are attending 
in Israel with the Torah Umesorah staff and heads of schools. 

IV. Staff Meeting Schedule 

The staff meeting schedule for August was reviewed and revised, and a 
staff meeting will be held at the staff retreat on August 5 before the 
JEWEL meeting. JSH to attend. 

V. Staff Retreat 

The August 5-6 staff retreat will be held at Union Theological Seminary; 
Baruch College was not available. SDF to take notes at staff retreat in 
order to inform and involve her more in JEWEL and the workplan. The 
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HR assistant or Rachel will handle logistics . All consultants are invited to 
attend the staff retreat (PB, AG, EG, EH. LM, DNP, SS). 

VI. Board Meeting 

Anna Richert may be available to attend the August 10 board meeting in 
person. We still intend to have videoconferencing facilities in place at the 
board meeting. KJ and SDF met with Mark Rosenberg. He will be here 
one week before the board meeting to do a trial run of the 
videoconferencing system, and he will also be here for the board meeting. 
SDF would like to attend the TEI/videoconference session of the board 
meeting. EH is attending the board meeting. DNP is not attending. 
Implementing a rotating system for support staff to attend board meetings 
was suggested. The hold-the-date letter for the August 10 board meeting 
is going out today, June 29. William will hand.Je logistics for this meeting. 

VII. Guiding Principles/School of Thought 

Assignment: DNP to revise content of Guiding Principles following discussion at 
Professors . 

Assignment: NR to edit language of Guiding Princip les following DNP's revisions. 
Assignment: KAB to review and revise Guiding Principles for August staff retreat 

following revisions by DN P and NR. 

VIll. Publications/External Communications 

The first copies of the Teachers Report are in. Leah Strigler to attend 
CAJE conference and should distribute CIJE brochures. Feedback on the 
brochure has been very good. 

Assignment: NR, LM to discuss releasing map of existing change projects. 

IX. Recruiting Update 

Toe meeting with staff on the morning of July 6 with the candidate for 
research director will be rescheduled. There are strong candidates for 
NRrs and GZD's support staff positions. KJ has sever-al candidates for the 
HR assistant position, and PCH will meet with them this week. We also 
have a candidate for the executive assistant position. While KAB is in 
Israel, she would like to have phone and videoconference interviews with 
any serious candidates for the executive assistant position. For other 
positions, candidates may be hired if 2 senior staff meet with them and 
approve the hire. 

Assignment: KJ to send resumes for executive assistant candidates to KAB. 
We ran an ad in the New York Times yesterday, June 28, for the accountant 
position, and received a very good response. KJ will interv1ew some of 
these candidates. 
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CONFIDENTIAL 

CIJE ASSIGNMENTS 

Staff Meeting Assignments June 29, 1998 

NO. DESCRIPTION ASSIGNED DATE DATE DUE 
TO ASSIGNED 

I. DNP to revise content of Guiding Principles 
following discussion at Professors. 

DNP 6/29/98 

2. NR to edit language of Guiding Principles 
following DNP's revisions. 

NR 6129/98 

3. KAB to review and revise Guiding Principles for 
August staff retreat following revisions by DNP 

KAB 6/29/98 8/5/98 

andNR. 

4. NR, LM to discuss releasing map of existing 
change projects. 

NR,LM 6129/98 

5. KJ to send resumes for executive assistant KJ 6/29/98 
candidates to KAB. 

6. GZD, BWH to work on board presentation. GZD 6/22/98 7/ 1/98 

7. KAB to develop chart relating R&D to workplan. KAB 6/22/98 

8. EG to write 2-page update on JEWEL. EG 6/22/98 7/31/98 

9. GZD, EG to look for an article on leadership to GZD. EG 6/22/98 7/23/98 
send out witJ1 the August board meeting materials. 

10. KJ to set up meetings with staff and phone KJ 6/22/98 
meetings with AG, EG for research director 
candidate. 

11. GZD, EG, PCH, KJ apply project management GZD, EG, 6/22/98 8/3/98 
template to JEWEL. PCH, KJ 

12. K.AB, GZD, NR to write up respective project task KAB, GZD, 6/11/98 7/6/98 
descriptions. NR 

13. K.AB, GZD, NR to meet about templates for KAB.GZD, 611 V98 7/9/98 
delineating project tasks. NR 

14. All staff to estimate time allocation for past 6 AU staff 6/ 11/98 6/30/98 
months. 

15. All staff to give new categories for time sheets to All staff 6/11/98 
KJ. 

16. All staff to complete questionnaire on filing needs. All staff 6/J 1/98 6/ 15/98 

17. KAB to invite Nancy Raybin to August 17 KAB 6/11/98 
consultation with Mary Diez. 
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18. DNP and NR to develop proposal for sessions and DNP, NR 6/2/98 
work to be done for Change Think Tank through 
the end of 1998. 

19. NR, PCH, KJ to develop proposal for staff meeting PCH. NR. 6/2/98 
plan. KJ 

20. KJ, GZD, NR, SDF to meet about CIJE's internet KJ.GZD, 6/2/98 
issues (external communication, website, TEI NR, SDF 
alumni network, etc). 
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CONFIDENTIAL 
MINUTES: SUPPORT STAFF MEETING 

DATE OF MEETING: August 14, 1998 

August 14, 1998 DATE MINUTES ISSUED: 

PARTICIPANTS: Reena Cohen, William Crow (sec'y), Sarah 
Feinberg, Sylvia Syracuse, Karen Jacobson, 
Furman Thomas, Liliane Botbol 

CC: 

I Filing Day 

Karen Barth, Gail Dorph, Adam Gamoran, 
Ellen Goldring, Cippi Harle, Jessica Holstein, 
Barry Holtz, Lisa Malik, Dan Pekarsky, Nessa 
Rapoport, 

Filing Day will be Thursday, August 20th
. SDF explained the reasons for 

having a day set aside for filing. KJ and FT verified that sufficient 
materials were ordered (folders, boxes). Senior staff will be working on 
filing in their own offices, while support staff will work on the general 
files in the front area. The alphabetization and cross-referencing of the 
files was discussed, as well as a "FILE OUT" system to check out 
materials. CW , ... ;n work on the article drawer. NS will work on the 
office information file. Only one copy of filed publications should be 
kept, to reduce superfluous copies. 

II Update on CIJE changes 

KJ gave a very brief summary a bout the restructuring of the Mandel 
Foundation and how it may affect CIJE. 

III Billing 

FT stressed the importance of coding bills before they get to her in order 
to make the billing and accounting systems more efficient. Some 
examples which were highlighted: 

• Bills and receipts should be clearly labeled with a billing reference and 
individual' s name. 

• Car service receipts should be approved and clearly marked . 

• Project forms and budgets for programs should have a list of attendees 
and clear labeling of the program to which it should be billed. 
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Project Lists from May Staff Retreat 

1998 

s 

JEWEL 
Plamting 
TEI 
Professor 
Forum 
Rabbinic 
High Sch 

Conference 
ool Leaders 

CFWW 
Planning 
Torah Um 
Shearon 

esorah 

s 

JTS 

R&D 
indicator 
Economi 
Early Ch 
Change 

cs of Jewish Education 
ildhood 

Synagogue Change 
Think Tank 

ership Research Lay Lead 

ADMIN 
External 
lntemalC 
Fundrais 
Board an 

Communication 
ommunication 

ing 
d Chairman's Council 

PUBLIC 
Teachers 
Leaders R 
Brochure 
Strategic 

ATIONS 
Report 
eport 

Plan 

~ ,. 
,. , 
,. 
r 

.... 

.... ,. 

.... 
r 

.... ,.. 

.... 
r 

.... 
, 

,. 
,-

,. 
,-
,. 
,. 
..... , 

.... 
r 

.... --r 
,. 
, 
..... ,. 

1999 

Pilot-Professional 
Pilot-Lay 
Planning 
TEI 
Professors 
Forwn2000 
Rabbinic Conference 
High School Leaders 

Conference, Launch 
JCCA 
Shearim 
Other Pilots 
JTS 

Indicators/Evaluation Institute 
Economics of Jewish Educ. 
Field Site 
Field Site 

Lay Leadership Research 

External Communication 
Internal Communication 
Fundraising 
Board and Chairman's Council 

Policy Brief on Professional 
Development 

BeitRabban 
Rabbinic Education 
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CIJE 

Other Project Ideas from May Staff Retreat 

• Think Tank on Leadership 

• Network of TEI Graduates 

• Internet t 
• Publications Related to R&D 

• Leveraging Academic Publications 

• "Big Ideas" Publication 

• Community High School in the Fall? 

• Study of Informal Education 

• The Movie 

• Marketing Study of Interest in Jewish Ed. 

vs. Economics 

• Library 

• Forum Publications 
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CONFIDENTIAL - FINAL 

MINUTES: CIJE STAFF TELECONFERENCE 

DATE OF MEETING: 

DATE MINUTES ISSUED: 

PARTICIPANTS: 

CC: 

I. Staff Learning 

July 13, 1998 

August 26, 1998 

Karen Barth (via telephone), Gail Dorph, Sarah 
Feinberg, Cippi Harte, Jessica Holstein 
(minutes), Barry Holtz (via telephone), Karen 
Jacobson, Nessa Rapoport 

Pearl Beck, Adam Gamoran, Ellen Goldring, 
Alan Hoffmann, Elie Holzer, Lisa Malik, Mort 
Mandel, Dan Pekarsky, Lester Pollack, Susan 
Stodolsky, Furman Thomas, Chava Werber 

• KAB led staff learning with an article from Aitz Hayim Center for 
Jewish Living newsletter. 

• Discussion followed on what is a successful synagogue. 
Assignment: KAB to fax Synagogue Change map to GZD, PCH. 

II. Minutes 

• July 6 staff meeting minutes and assignments reviewed, corrected and 
accepted. 

m. Susan Cane 

Assignment: PCH to contact Susan Cane regarding consulting to project management 
and performance review meetings. 

[V. Board Meeting - August 10 

• JEWEL 
• Discuss where we are at update meetings, and discuss what we 

have learned so far at the board meeting. 
• Present JEWEL in the context of its sector. 

Assignment: KAB, GZD to discuss JEWEL board presentation. 
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• John Colman, Chuck Ratner, Esther Leah Ritz to be briefed on 
JEWEL before board meeting. 

Assignment: KAB to update Steve Hoffman and Stanley Horowitz on JEWEL. 
Assignment: KAB to talk to LP about GZD meeting with him about JEWEL. 

• Written document on JEWEL to be sent to MLM. 

• Teacher Training 
• Focus on how TEI has impacted on the practice of its participants. 
• Introduction about work and changes in the field. 
• Video (5-10 minutes) of TEI graduates, work they are doing and 

what they have learned. 
• Anna Richert presents TEI work as cutting edge in professional 

development plus her personal connection and experience. 
• Videoconference with 2 to 3 people from one location on work 

they are doing now and TEI' s impact on real classrooms. 
• Opportunity for discussion among board members and TEI people. 
• Video (5 minutes) from Morah lunger's class on why we study 

Torah. 

• Updates 
• Torah Umesorah- add to updates 

• Workplan 
• To be discussed at workplan meetings. 

V. HaSha'ar 

• Program has begun with 9 fellows. 
• Ruth Fagen directing program. 
• GZD teaching each week. 
• DNP taught last week. 
• EH teaching in 2 weeks. 
• Deborah Ball also coming to teach. 
• GZD and Deborah Ball to write a piece on the program. 

VI. Mary Diez 

• In charge of teacher education at Alvemo College. 
• Coming to consult at CIJE August 17. 
• Topic for consultation - ability-based learning in theory and practice 

and ramifications for how CIJE thinks about: 
• Educational leadership 
• Teacher education 
• Rabbinic education 

• Staff to read materials from Mary Diez in advance of consultation. 
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Assignment: GZD to distribute to staff materials from Mary Diez. 
• Goal for consultation - Mary Diez to introduce and discuss concepts 

and demonstrate how concepts work 
Assignment: GZD to discuss with Mary Diez goals for August 17 consultation. 

• Background materials to send to Mary Diez: 
• TEI Peabody article 
• TEI graduates list of what teachers need to know and be able to do 
• 2-page JEWEL pilot update 
• Conference on Rabbinic Education list of major issues 

• Consultation participants: 
• Staff including EH, BWH, Leah Strigler 
• Consultants-BG, DNP 
• Nancy Raybin - JTS consultation 
• Wendy Rosov? 
• Anna Richert? 

VII. Miscellaneous 

Assignment: JSH to make check list of staff and consultants for meeting planning. 

VIII. Scheduling 

• ADH in New York August 2 to IO -office needed. 

IX. CAJE 

Assignment: PCH, NR to discuss distribution of materials at CAJE conference. 

X. InternetNideoconference 

• Internet 
• KAB approval needed to install 56K direct line to internet. 
• 6&8 weeks needed to install 56K line following approval. 
• GZD, SDF, KJ, NR, and Mark Rosenberg met via telecon and 

tested Timbuktu software for sharing documents and internet 
searches. 

Assignment: SDF to write memo to KAB on internet issues with list of tasks to be done, 
timeline and individuals responsible. 

• Website 
• Mark Rosenberg to build website from technical perspective. 
• We may need to hire a website graphic designer and a person to 

update website. 
• Publications needed in electronic format 

• Initially, text of publications to be on website. 
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• Later, links to other documents to be added. 

• Videoconferencing 
• Mark Rosenberg here at the end of July for a dry run at JCCA. 

XI. Susan Stodolsky 

Assignment: BWH to email SS for final version of Professors evaluation. 
• SS working on TEI evaluation. 
• Other possible projects: 

• HaSba' ar evaluation design 
• JEWEL pilot evaluation 

• Design 
• Do evaluation when JEWEL is up and running. 

• Rabbinic Education 
• Attend conference 
• Design interviews and supervise researcher doing interviews 
• Community needs assessment 

XII. Mike Rosenak 

• To come to US in September or December. 
• Possible projects to work on: 

• Change Th.ink Tank 
• Pre-GA? 
• Leadership Study Group 
• JEWEL consultation 
• Conference on Rabbinic Education 
• Baltimore Leadership 

Assignment: KAB to contact Mike Rosenak about dates he is available to come to US 
in December. 

XIII. Pre-GA 

Assignment: KAB to ask DNP about attending Pre-GA. 

XIV. Researchers 

• Part-time openings for researchers for the following projects: 
• Rabbinic education interviews: 

• Heads of rabbinical schools regarding their best practices, i.e. 
what they do that is new, different, successful. 

• Rabbis in the field regarding their rabbinical training. (NR has 
li st of 30 rabbis from test mailing of Green study guide. Steve 
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Shaw, David Szonyi, Dan Freelander, Kerry Olitsky should be 
among first group of interviewees.) 

Assignment: KAB to talk to research director candidate about rabbinic education 
research. 

• CFWW interviews: 
• Consultants in Jewish world 
• Consultants outside the Jewish world 
• People who use consultants in the Jewish world 

Assignment: PCH to contact Lisa Kohn and set up meeting with Nancy Raybin 
regarding CFWW research. 

Assignment: KAB to email Rachel Cowan for suggestions ofresearchers for CFWW. 
• JEWEL community needs assessment 
• Synagogue Change Research - LM will need researchers in 

different parts of the country to do research in their areas. 
• Economics of Jewish Education 
• NY area graduate student needed for 1/3 time position for KAB to 

attend meetings and take notes and do library research. 
• Early Childhood 
• JCCA 

• Discussion: 
• Possible candidates were discussed (see attached list). 
• KJ has some resumes from junior researchers. 

XV. Clippings Coverage 

Assignment: AJI staff to respond to NR regarding publications for clippings coverage. 

XVI. Early Childhood 

• GZD to Boston July 20-21 for meeting with Fran Jacobs, Donald 
Cohen and Boston Bureau. 

• October 25 or November I possible dates for consultation - KAB to 
hold. 

Assignment: GZD to email ADH about contacting Donald Cohen et al regarding dates 
for Early Childhood consultation. 

Assignment: GZD to contact Ruth Pinkenson-Feldman for a copy of her proposal for 
JCCA early childhood center. 
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CONFIDENTIAL 

CIJE ASSIGNMENTS 

Staff Meeting Assignments July 13, 1998 

NO. DESCRIPTION ASSIGNED DATE DATE DUE 
TO ASSIGNED 

1. KAB to fax Synagogue Change map to GZD, KAB 7/13/98 
PCH. 

2. PCH to contact Susan Cane regarding consulting PCH 7/ 13/98 
to project management and performance review 
meetings. 

3. KAB, GZD to discuss JEWEL board presentation. KAB, GZD 7/ 13/98 

4. KAB to update Steve Hoffman and Stanley KAB 7/13/98 
Horowitz on JEWEL. 

5. KAB to talk to LP about GZD meeting with him KAB 7/ 13/98 7/21/98 
about JEWEL. 

6. GZD to distribute to staff materials from Mary GZD 7/ 13/98 
Diez. 

7 . GZD to discuss with Mary Diez goals for August GZD 7/ 13/98 
17 consu ltation. 

8. JSH to make check list of staff and consultants for JSH 7/ 13/98 
meeting planning. 

9 . PCH, NR to discuss distribution of materials at PCH, NR 7/ 13/98 
CAJE conference. 

10. SDF to write memo to KAB on internet issues SDF 7/ 13/98 
with list of tasks to be done, timeline and 
individuals responsible. 

11. BWH to email SS for final version of Professors BWH 7/ 13/98 
evaluation. 

12. KAB to contact Mike Rosenak about dates he is KAB 7/13/98 
available to come to US in December. 

13. KAB to ask DNP about attending Pre-GA. K.AB 7/13/98 

14. PCH to contact Lisa Kohn and set up meeting with PCH 7/ 13/98 
Nancy Raybio regarding CFWW research. 

15. KAB to email Rachel Cowan for suggestions of KAB 7/13/98 
researchers for CFWW. 

16. All staff to respond to NR regarding publications All staff 7/13/98 
for clippings coverage. 

17. GZD to email ADH about contact ing Donald GZD 7/13/98 
Cohen et al regarding dates for Early Childhood 
consultation. 
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18. GZD to contact Ruth Pinkenson-Feldman for a GZD 7/ 13/98 
copy of her proposaJ for JCCA early childhood 
center. 

19. GZD to taJk to KAB, PCH about Wendy Rosov GZD,KAB, 7/6/98 
and the Conference on Rabbinic Education. PCH 

20. NR to edit language of Guiding Principles NR 6/29/98 
following DNP's revisions. 

2 I. KAB to review and revise Guicting Principles for KAB 6/29/98 8/5/98 
August staff retreat following revisions by DNP 
andNR. 

22. NR, LM to discuss releasing map of existing NR,LM 6/29/98 
change projects. 

23. KJ to send resumes for executive assistant KJ 6/29/98 
candidates to KAB. 

24. GZD, BWH to work on board presentation. GZD 6/22/98 7/1/98 

25. KAB to develop chart relating R&D to workplan. KAB 6/22/98 

26. EG to write 2-page update on JEWEL. EG 6/22/98 7/31/98 

27. GZD, EG to look for an article on leadership to GZD,EG 6/22/98 7/23/98 
send out with the August board meeting materials. 

28. GZD, EG, PCH, KJ apply project management GZD,EG, 6/22/98 8/3/98 
template to JEWEL. PCH, KJ 

29. All staff to estimate time allocation for past 6 All staff 6/11/98 6/30/98 
months. 

30. All staff to give new categories for time sheets to All staff 6/11/98 
KJ. 

31. DNP and NR to develop proposal for sessions and DNP,NR 6/2/98 
work to be done for Change Think Tan1c. 
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CONFIDENTIAL - FINAL 

MINUTES: CIJE STAFF TELECONFERENCE 

DATE OF MEETING: 

DATE MINUTES ISSUED: 

PARTICIPANTS: 

CC: 

I. Minutes 

July 20, 1998 

August 26, 1998 

Karen Barth (by phone), Gail Dorph, Cippi 
Harte, Jessica Holstein (minutes), Karen 
Jacobson, Nessa Rapoport 

Pearl Beck, Sarah Feinberg, Adam Gamoran, 
Ellen Goldring, AJan Hoffmann, Barry Holtz, 
Elie Holzer, Lisa Malik, Mort Mandel, Dan 
Pekarsky, Lester Pollack, Susan Stodolsky, 
Furman Thomas, Chava Werber 

July 13 staff meeting minutes and assignments were reviewed, corrected 
and accepted. 

II. Board Meeting 

• Agenda: 
• Minutes, Announcements, Assignments 
• Introduction -MLM to discuss sectors (20 minutes) 
• Audit - John Colman (15 minutes) 
• Workplan (1 hour) 
• JEWEL (1 hour) 

• Update letter on JEWEL planning process 
• · KAB approved 
• NR editing, will go out in 1-2 days 

• Use overheads from last time to illustrate scans - add names 
• GZD, EG to present 3 things we have learned from scans so far 
• Board approval needed for JEWEL pilot: 

• Starting time 
• Faculty structure 
• Target audience 
• Venue 

• Lunch ( 45 minutes) 
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• TEI (1 hour) 
• Anna Richert coming in night before - hotel needed. 
• Serene Victor, Boston, agreed to present via videoconference. 
• Judy Elkin possible invitee. 
• Mark Rosenberg checking Boston videoconference sites. 
• LP to ask board for feedback on videoconferencing. 

• Updates (45 minutes) 

ID. JE"WEL Meeting - August 3, 5 

• First cut decisions on pilot to be made. 
• If we plan to start in 1999, beginning list is needed of whom to recruit. 
• Budget and scheduling to be on meeting agenda 

Assignment: KAB, EG, PCH to review GZD's proposed agenda for August 3 
JEWEL meeting. 

IV. Staff Retreat - August 5-6 

Assignment: 
Assignment: 

Assignment: 

V. 

• Agenda: 
• Guiding Principles - August 5 morning 
• JEWEL - August 5 

• Discussion to be planned during August 3 JEWEL meeting 
• To be included: 

• PB' s research 
• SG' s research 

• Workplan - August 6 
• Use templates to look at insides of projects and assign staff 

time allocation. 
• Questions for discussion: 

• What is in/what is out in 10 years and how do we get there? 
• What is critical to do right away? 
• What commitments do we have already? 
• What is strategic thinking behind each project? 

• AG attending 
AG to write up Indicators using project template. 
JSH to obtain and distribute AG's paper on research agenda for the 
Jewish community. 
JSH to distribute JEWEL scans to staff and consultants. 

Mike Rosenak 

• Available February 4 to 11, 1999 

• To work on: 
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• Conference on Rabbinic Education, February 7 to 9 
• JEWEL 

VI. Researchers are needed for: 

• CFWW 
Assignment: PCH to follow up with Nancy Raybin meeting regarding Lisa Kohn. 

• JEWEL community needs assessment - Sally Gottesman is interested 
but has questions about the design, to be discussed at August 3/5 
meetings. 

• Rabbinic Education 
Assignment: KAB to contact Sam Heilman about rabbinic education research. 

• Synagogue Change 
Assignment: KAB to contact LM about Liz Lazaroff. 

• Economics of Jewish Education - KAB scheduled to meet with Shifra 
Bronsnick. 

• KAB 1/3 time assistant 
Assignment: PCH to call Larry Moses regarding New York area Wexner Fellows. 

• JCCA 
• MLM wants to do a planning project for a new Mandel Center for 

Jewish Education at the JCCA. 
• Knowledge of ICC' s and strategic planning needed. 

VII. Susan Cane - Project Management 

• Scheduled to come to CIJE on: 
• Monday, July 27, 10-11 am 
• Wednesday, August 12, 10 am to 1 pm - meeting to be held in 

JCCA Board Room 
Assignment: PCH to update Susan Cane on JEWEL. 

VIII. Staff Meeting Piao 

• Revised staff meeting plan distributed to staff. 

IX. Mandel Institute Information Request 

Assignment: All staff to write 2 sentences on prior background and current 
responsibilities. 

Assignment: NR to edit 2-sentence bios from staff and forward to Mandel Institute. 

X. Recruiting Update 

• Executive assistant 

• Candidate coming in this week to test skills. 
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• 3 other possible candidates. 
• Accountant 

• We have a good candidate. 
• Auditor says that if we hire the right person, we may not need a 

full-time accountant. 
• Researchers 

• 1-2 new resumes received per day for junior researcher. 
• HR assistant 

• KJ interviewing candidates. 
• GZD assistant 

• We have 2 candidates. 
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CONFIDENTIAL 

CIJE ASSIGNMENTS 

Staff Meeting Assignments JuJy 20, 1998 

NO. DESCRIPTION ASSIGNED DATE DATE DUE 
TO ASSIGNED 

I. AG to write up Indicators using project template. AG 7/20/98 8/5/98 

2. JSH to obtain and distribute AG's paper on JSH 7/20/98 
research agenda for the Jewish community. 

3. JSR to distribute JEWEL scans to staff and JSR 7120/98 
consultants. 

4. PCH to follow up with Nancy R.aybin meeting PCH 7/20/98 
regarding Lisa Kohn. 

5. PCH to call Larry Moses regarding New York area PCH 7/20/98 
Wexner Fellows. 

6. KAB to contact LM about Liz Lazaroff. KAB 7/20/98 

7. PCH to update Susan Cane on JEWEL. PCH 7/20/98 

8. AU staff to write 2 sentences on prior background All staff 7/20/98 7/23/98 
and current responsibilities. 

9. NR to edit 2-senteoce bios from staff and forward NR 7/20/98 7/24/98 
to Mandel Institute. 

10. KAB, EG, PCH to review GZD's proposed agenda KAB,EG, 7/20/98 
for August 3 JEWEL meeting. PCH 

1 l. KAB to fax Synagogue Change map to GZD, KAB 7/13/98 
PCH. 

12. KAB to update Steve Hoffman and Stanley KAB 7/13/98 
Horowitz on JEWEL. 

13. GZD to distribute to staff materials from Mary 
Diez. 

GZD 7/13/98 

14. GZD to discuss with Mary Diez goals for August GZD 7/13/98 
17 consultation. 

15. SDF to write memo to KAB on internet issues SDF 7/ 13/98 
with list of tasks to be done, timeline and 
individuals responsible .. 

16. BWH to email SS for final version of Professors BWH 7/13/98 
evaluation. 

17. KAB to contact Sam Heilman about rabbinic KAB 7/13/98 
education research. 

18. KAB to email Rachel Cowan for suggestions of KAB 7/13/98 
researchers for CFWW. 
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19. All staff to respond to NR regarding publications A 11 staff 7/ 13/98 
for clippings coverage. 

20. GZD to contact Ruth Pinkenson-Feldman for a GZD 7/13/98 
copy of her proposal for JCCA early childhood 
center. 

21. GZD to talk to KAB, PCH about Wendy Rosov GZD.KAB, 7/6/98 
and the Conference on Rabbinic Education. PCH 

22. NR to edit language of Guiding Principles NR 6/29/98 
following DNP's revisions. 

23. KAB to review and revise Guiding Principles for KAB 6/29/98 8/5/98 
August staff retreat following revisions by DNP. 

24. NR, LM to discuss releasing map of existing NR,LM 6/29/98 
change projects. 

25. KJ to send resumes for executive assistant KJ 6/29/98 
candidates to KAB. 

26. KAB to develop chart relating R&D to workplan. KAB 6/22/98 
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CONFIDENTIAL- FINAL 

MINUTES: CIJE STAFF TELECONFERENCE 

DATE OF MEETING: 

DA TE MINUTES ISSUED: 

PARTICIPANTS: 

CC: 

I. Minutes 

July 27, 1998 

August 26, 1998 

Karen Barth (via telephone), Gail Dorph, Cippi 
Harte, Jessica Holstein (minutes), Karen 
Jacobson 

Pearl Beck, Sarah Feinberg, Adam Gamoran, 
Ellen Goldring, Alan Hoffmann, Barry Holtz, 
Elie Holzer, Lisa Malik, Mort Mandel, Dan 
Pekarsky, Lester Pollack, Nessa Rapoport, 
Susan Stodolsky, Leah Strigler, Furman 
Thomas, Chava Werber 

• July 20 staff meeting minutes and assignments reviewed, corrected, 
and accepted. 

Il. Staff Retreat 

• Project templates for workplan discussion, assignments as follows: 
• JEWEL planning - GWIEG 
• JEWEL pilot - GZD/EG 
• Forum-PCH 
• CFWW planning - KAB 
• Beit Rabban publication - NR 
• Policy Brief on Professional Development - NR 
• TEI (Cohort III, Evaluation, Video, Alumnae) - GZD 
• Indicators -AG 
• Conference on Rabbinic Education - PCH!KAB 
• Professors - BWH in transit 

• To be discussed: What is professors group? 
Assignment: JSH to collect project templates for staff retreat. 

• Schedule 9 am to 5 pm. 
• Breakfast, lunch and light snacks to be served. 
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• Special food requests to KJ. 
• 13 people confinned - only DNP not attending. 
• Agenda needed. 
• Copies of last staff retreat minutes to be distributed. 
• Support staff 

• SDF 
• Taking notes on laptop for JEWEL and work.plan discussions. 

• Raebel 
• To clean up notes if necessary, time permitting before she 

leaves CIJE. 
• Will try to input tasks to project template software during staff 

retreat discussions, if possible. 
• Staff meeting August 5 cancelled. 
• Staff learning on teaching and learning-45 minutes each day. 

• Day 1-EH 
Assignment: GZD to ask EH to lead staff learning at staff retreat on teaching and 

learning. 
• Day 2-BWH 

Assignment: PCH to email BWH about doing staff learning at staff retreat on teaching 
and learning. 
• UTS logistics 

• Phone in meeting rooms. 
• Fax, restrooms downstairs. 
• Outside eating area, weather permitting. 

ID. Early Childhood 

• GZD met with Fran Jacobs in Boston. 
• Need to gather more data before holding a consultation. 
• Fran introduced GZD to Cindy Krug, potential researcher. 

Assignment: KJ, GZD to discuss budget for Early Childhood!. 

IV. TEI Video 

• Leah Strig1er to work on. TEI Video Project 
• One of Deborah Ball's graduate students to possibly work on TEI 

Video Project. 
Assignment: KJ, GZD to discuss budget for TEI Video. 

V. Rabbinic Education 

• Wendy Rosov possible invitee to August 18 curriculum meeting, 
pending KAB conversation with Sam Heilman. 

P:\Staff Meetings\Mimutes\Staff Meeting July 27, 1998.doc 
Page 2 of4 



VT. CFWW 

• Planning document from Nancy Raybin distributed to staff. 
Assignment: JSH to get clean copy from KAB of Nancy Raybin's CFWW Planning 

document, and distribute to staff and consultants. 
• September I plan.rung meeting 
• December 3 1 target date for kick-off. 

Assignment: PCH to send candidate's name to Becky Klein for CFWW director 
position. 

VII. JCCA 

• Sector may ask us to help with some planning at JCCA. 
• Planning position for Mandel Center for Jewish Education at JCCA 

background/experience needed: 
• Planning 
• Jewish education 
• JCCs 

Assignment: GZD to find name of candidate for JCCA planning position. 

VID. Website 

• Frame relay line installation - contract can be signed with KAB 
approval, installation within 6-8 weeks. 

e, Internet access - computers and network reconfigured, staff trained on 
new system. 

• Document sharing software - can be installed and used before we have 
internet access. 

• Listserves - automatic electronic subscription lists 
• Website 

• Mark Rosenberg and SDF have started to lay out website, but 
designer is needed. 

• We need to decide where to host website 
• Sham.ash-Jewish internet service 
• Whirligig Studios - Mark Rosenberg 
• ATI 

Assignment: SDF to contact Aharon about Mandel Institute website and where it is hosted, 
domain name, linking our sites, etc. 

IX. Filing System 

• Survey of staff regarding filing system complete. 
• Memo distributed with contents of new filing system. 
• Files to be alphabetized and cross-referenced. 
• Archives - probably should be stored off-site. 
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• Filing Day - to next staff meeting agenda. 

X. Board Meeting 

• KAB drafted letter regarding cancellation - to be sent out following 
approval ofMLM, LP and Seymour Fox. 

Assignment: GZD, PCH to cancel meetings in Milwaukee and Cleveland. 
Assignment: KAB to call Esther Leah Ritz. 
Assignment: GZD to email AG that board meeting is cancelled. 
Assignment: JSH to check hotel reservations/cancellations for consultants. 
Assignment: KJ to call John Colman to postpone audit committee meeting. 
Assignment: KAB to reschedule audit committee meeting. 

P:\Siaff Meetings\Minutes\Staff Meeting July 27, 1998.doc 
Page4 of 4 



... 

CONFIDENTIAL 

CIJE ASSIGNMENTS 

Staff Meeting Assignments July 27, 1998 

NO. DESCRTPTION ASSIGNED DATE DATE DUE 
TO ASSIGNED 

1. JSH to collect project templates for staff retreat. JSH 7/27/98 8/3/98 

2. GZD to ask EH to lead staff learning at staff GZD 7/27/98 
retreat on teaching and learning. 

3. PCH to email BWH about doing staff learning at PCH 7/27/98 
staffretreat on teaching and learning. 

4. KJ, GZD to discuss budget for Early CruJdhood. KJ,GW 7/27/98 

5. KJ, GZD to discuss budget for TEI Video. KJ,GZD 7/27/98 

6. JSH to get clean copy from KAB ofNancy JSH 7/27/98 
Raybin's CFWWPlanning document 

7. PCH to send candidate' s name to Becky Klein for PCH 7/27/98 
CFWW director position. 

8. GZD to find name of candidate for JCCA planning GZD 7/27/98 
position. 

9. SDF to contact Aharon about Mandel Institute SDF 7/27/98 
website and where it is hosted, domain name, 
linking our sites, etc. 

10. GZD, PCH to cancel meetings in Milwaukee and GZD 7/27/98 
Cleveland. 

ll. KAB to call Esther Leah Ritz. KAB 7/27/98 

12. GZD to email AG that board meeting is cancelled. GZD 7/27/98 

13. JSH to check hotel reservations/cancellations for JSH 7/27/98 
consuiltants. 

14. KJ to call John Colman to postpone audit KJ 7/27/98 
committee meeting. 

15. KAB to reschedule audit committee meeting. KAB 7/27/98 

16. PCH to follow up with Nancy Raybin regarding PCH 7/20/98 
meeting Lisa Kohn. 

17. KAB to contact LM about Liz Lazaroff. KAB 7/20/98 

1 18. NR to edit 2-sentence bios from staff and forward NR 7/20/98 7/24/98 
to Mandel Institute. 

I 9. GZD to distribute to staff materials from Mary GZD 7/13/98 
Diez. 
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20. GZD to discuss with Mary Diez goals for August GZD 7/13/98 
17 consultation. 

21. SDF to write memo to KAB on internet issues SDF 7/13/98 
with list of tasks to be done, timeline and 
individuals responsible. 

22. BWH to email SS for final version of Professors BWH 7/13/98 
evaluation. 

23. KAB to contact Sam Heilman about rabbinic KAB 7/13/98 
education research. 

24. KAB to email Raebel Cowan for suggestions of KAB 7/ 13/98 
researchers for CFWW. 

25. All staff to respond to NR regarding publications Ml staff 7/ 13/98 
for clippings coverage. 

26. GZD to contact Ruth Pinkenson-Feldman for a GZD 7/13/98 
copy ofber proposal for JCCA early childhood 
center. 

27. GZD to talk to KAB, PCH about Wendy Rosov GZD, KAB, 7/6/98 
and the Conference on Rabbinic Education. PCH 

28. NR to edit language of Guiding Principles NR 6/29/98 
following DNP's revisions. 

29. NR, LM to discuss releasing map of existing NR,LM 6!2.9/98 
change projects. 

30. KAB to develop chart relating R&D to workplan. KAB 6/22/98 
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CONFIDENTIAL 

MINUTES: CIJE STAFF TELECONFERENCE 

DATE OF MEETING : 

DATE MINUTES ISSUED: 

PARTICIPANTS: 

CC: 

I. Staff Learning 

August 17, 1998 

September 25, 1998 

Karen Barth, Gail Dorph, Ellen Goldring, Cippi 
Harte, Jessica Holstein (minutes), Barry Holtz, 
Karen Jacobson, Leah Strigler 

Pearl Beck, William Crow, Sarah Feinberg, 
Adam Gamoran, Alan Hoffmann, Elie Holzer, 
Lisa Malik, Mort Mandel, Dan Pekarsky, Lester 
Pollack, Nessa Rapoport, Susan Stodolsky, 
Furman Thomas 

GZD led staff learning v.-ith the story "If Not Higher," by LL. Peretz. 

II. Minutes 

July 27 staff meeting minutes and assignments were reviewed, corrected and 
accepted. 

m. Executive Director's Report 

A. Sector 

• KAB and some senior staff invited to a meeting in Israel in mid-September to 
discuss Sector strategy. 

B. CFWW 

• Director search 
• KAB met with Becky Klein from Phillip Oppenheim. 
• There are good candidates for consulting network. 
• KAB to meet with a possible candidate for director position. 

• KAB to meet all day September 1-2 with Nancy Raybin regarding planning. 
• Looking to have researcher on board by then to do interviews and data 

collection, preferably someone with consulting experience. 
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C. Intern for Special Projects 

• Arny Amie) - possible part-time position. 

D. NJPS 

• KAB met with Bethamie Horowitz regarding NJPS. 
• Writing of monograph analyzing issues related to Jewish Education to be 

included in project. 
• Email to professors group when concept and purpose are clearer. 
Assignment: Executive Assistant to schedule 1 hour teleconference with KAB, 

AG, EG, Bethamie Horowitz to discuss NJPS monograph. 
Assignment: KAB to speak to Jim Schwartz about NJPS monograph. 

JV. Assistant Director's Report 

A. Audit Committee 

• Audit committee met. 

B. Support Staff Hiring 

• William Crow hired part-time, 3 days a week. 
• HR position - hoping to make offer today. 
• GZD assistant - one candidate pending. 

C. New Senior Staff 

• Welcome to Elie Holzer (EH) and Leah Strigler (LZS). 
Assignment: KJ to make sure new phone lists are distributed. 

V. Updates 

A. Technology 

• We are comparing ATT and Uunet for 56k line installation. 
• Website on hold. 
• SDF recommends setting up listservs through Sha.mash using Mark 

Rosenberg's expertise. 

• Meeting to be set up about educational technology (interfacing website, 
distance learning, etc.) 

Assignment: KAB to meet with SDF, KJ, Mark Rosenberg, CGS, Uunet. 
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B. Early Childhood 

• More data-gathering to be done rather than holding consultation at this point. 
• Fran Jacobs has researcher candidate. 
• Project could be funneled through Elliot Pearson School at Tufts. 

C. TEI Videotape Project 

• September 27-28 consultation. 
• Working on project are LZS, Jenny Lewis (Deborah Ball's PhD candidate), 

SDF, new support person. 
• All taped materials to be gathered by June 1999. 
• 2-3 packages to be put out including one class-based and one on mentoring. 

D. Synagogue Change 

• August 4 leadership team meeting - meeting was well-attended. 
• LM distributed map of synagogue change projects. 
• Conceptual model for research started to emerge. 

E. Indicators Project 

• KAB met with AG, EG, Steve Cohen, Bethamie Horowitz in Israel. 
• Steve Cohen is putting together proposal to develop literacy instrument using 

existing database of Jewish households. 
• Bethamie Horowitz hired to write paper on developing indicators for identity. 

F. HaSha'ar 

• Unique opportunity for CIJE to learn about: 
• Use of Jewish texts in educating others 
• Issues of limiting, expanding and distorting text for educational purposes. 

• To be discussed further in Leadership Study Group. 
• HaSha'ar good site to study these issues 
• Will inform work of JEWEL. 

G. Filing Day 

• Lead Community and Goals Project materials to be archived. 
• Project managers to keep personal notes and last 3 years of materials. 
• l set of all materials to be archived and materials to be described. 
• Support and senior staff to be meet at 10:30 am on Filing Day. 
• Lunch to be provided. 
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VI. In-Depth Discussions 

A. JEWEL Pilot Project Management Template 

• GANT chart for JEWEL reviewed, cover page for milestones needed. 
• Work done on break-out of sub-tasks. 
• Leadership team to work on and revise GANT chart and lay out dates of 

meetings for next 4-5 months. 

VIl. Scheduling 

• August 18, 8:00 am - KAB, GZD, EG to meet regarding JEWEL Planning 
• August 26-KAB to meet with Seymour Fox, Annette Hochstein in Cleveland 
• September 3 - KAB, PCH to Baltimore 
• September 3-15 -LZS in Israel 
• September 7 - project templates due, staff time allocation due 
Assignment: K.J to email staff, consultants that project templates, staff time 

allocations due September 7. 
• September 9-GZD, Sharon Feiman-Nemser to University of Wisconsin meeting 
• September 15 -Project management meeting cancelled 
Assignment: KJ to assign support staff to prepare GANT charts in Microsoft Project 
for workplan projects. 
Assignment: KAB to clarify October CIJE Board Meeting with Seymour Fox. 

VTII. Parking Lot 

• JCCA Planning -+ August 31 agenda 
• NJPS Monograph ➔ August 24 agenda 
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CONFIDENTIAL 

CIJE ASSIGNMENTS 

Staff Meeting Assignments August 17, 1998 

NO. DESCRIPTION ASSIGNED DATE DATE DUE 
TO ASSIGNED 

I. .Executive Assistant to schedule I hour Exec. 8/17/98 
teleconference with KAB, AG, EG, Bethamie Assistant 
Horowith to discuss NJPS monograph. 

2. KAB to speak to Jim Schwartz about NJPS KAB 8/ 17/98 
monograph. 

3. KJ to make sure new phone lists are distributed. KJ 8/17/98 

4. KAB to meet with SDF, KJ, Mark Rosenberg, KAB, SDF, 8/17/98 
CGS, Uunet. KJ 

5. KJ to email staff, consultants that project KJ 8/ 17/98 
templates, staff time allocations due September 7. 

6. KJ to assign support staff to prepare GANT charts KJ 8/ 17/98 
in Microsoft Project for workplan projects. 

7. KAB to clarify October CUE Board Meeting with KAB 8/17/98 
Seymour Fox. 

8. SDF to contact Aharon about Mandel Institute SDF 7/27/98 
website and where it is hosted, domain name, 
linking our sites, etc. 

9. KAB to contact LM about Liz Lazaroff. KAB 7/20/98 

10. KAB to email Rachel Cowan for suggestions of KAB 7/13/98 
researchers for CFWW. 

11. AU staff to respond to NR regarding publications AH staff 7/13/98 
for clippings coverage. 

12. GZD to contact Ruth Pinkenson-Feldman for a GZD 7/13/98 
copy of her proposal for JCCA early childhood 
center. 

13. NR to edit language of Guiding Principles NR 6/29/98 
following DNP's revisions. 

14. NR, LM to discuss releasing map of existing NR,LM 6/29/98 
change projects. 
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CONFIDENTIAL 

MINUTES: CIJE STAFF MEETING 

DATE OF MEETING: 

DATE MINUTES ISSUED: 

PARTICIPANTS: 

CC: 

I. Staff Learning 

August 31, 1998 

October 19, 1998 

Karen Barth, Cippi Harte, Jessica Holstein 
(minutes), Barry Holtz, Karen Jacobson, L eah 
Strigler 

William Crow, Gail Dorph, Sarah Feinberg, 
Adam Gamoran, Ellen Goldring, Elie Holzer, 
Dan .Pekarsky, Nessa Rapoport, Susan 
Stodolsky, Furman Thomas 

• B WH led staff learning with an article from the AJS Review on the structure 
of the ldddush for Shabbat and remembrance of the exodus from Egypt versus 
remembrance of creation. 

II. Minutes 

• August 17 minutes and assignments were reviewed, corrected and accepted. 

ill. Executive Director's Report 

A. Sector 
• Discussion of travel to Israel for sector meeting. 

Assignment: PCH to contact Suzannah in Seymour Fox's office regarding hotel 
accommodations for sector meeting. 

• Separate budget for sector. 
• K.AB reported on meeting in Cleveland with Seymour Fox and Annette 

Hochstein. 
B. Mandel Institute Pmgress Report November-April 1998 distributed. 
C. Summary of JESNA Jewish Identity Action Project distributed. 

Assignment: JSH to distribute Mandel Institute and JESNA documents to NR, EH, 
GZD. 
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IV. Assistant Director's Report 

• CIJE Friday closing at 2 pm when Daylight Savings Time begins. 

V. In-Depth Discussions 

A. Workplao FoUow-up 
• JEWEL Pilot and JEWEL Planning discussed. 
• Cost for all projects except JEWEL Pilot, JEWEL Planning, Forum, Field Sites 

discussed, excluding salary and benefits. 
Assignment: KAB to discuss outside grant for High School Leaders with DNP. 
Assignment: K.J to check on HaSha'ar reimbursement to CIJE. 
Assignment: KAB to prepare template package. 

VI. Scheduling · 

• September 10, 12-2 pm -Conference on Rabbinic Education curriculum meeting 
• September 23, 9am-lpm - Conference on Rabbinic Education research meeting 

Assignment: JSH to contact Wendy Rosov regarding participation in Conference on 
Rabbinic Education meeting on September l O and 23. 

• October 14 - TEI Video consultation 
• October 15 - KAB, GZD to Cnmmines Board Meeting, Chicago 
• October 26-27 - JEWEL Planning meeting 
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CONFIDENTIAL 

CIJE ASSIGNMENTS 

Staff Meeting Assignments August 31, 1998 

NO. DESCRIPTION ASSIGNED DATE DATE DUE 
TO ASSIGNED 

l. JSH to distnbute Mandel Institute and JESNA JSH 8/31/98 
documents to NR, EH, GZD. 

2. KAB to discuss outside grant for High School KAB 8/31/98 
Leaders with DNP. 

3. KJ to check on HaSha'ar reimbursement to CUE. Kl 8/31/98 

4. JSH to contact Wendy Rosov regarding JSH 8/31/98 
participation in Conference on Rabbinic Education 
meeting on September 10 and 23. 

5. KAB to prepare template package. KAB 8/31/98 

6. KAB to speak to Jim Schwartz about NJPS KAB 8/17/98 
monograph. 

7. KJ to make sure new phone Lists are distributed. KJ 8/17/98 

8. KJ to email staff, consultants that project KJ 8/17/98 
templates, staff time allocations due September 7. 

9. KJ to assign support staff to prepare GANT charts KJ 8/17/98 
in Microsoft Pr-oject for workplan projects. 

10. KAB to clarify October CIJE Board Meeting with KAB 8/17/98 
Seymour Fox. 

11. SDF to contact Aharon about Mandel Institute SDF 7/27/98 
website and where it is hosted, domain name, 
linking our sites, etc. 

12. KAB to contact LM about Liz Lazaroff. KAB 7/20/98 

13. KAB to email Raebel Cowan for suggestions of KAB 7/13/98 
researchers for CFWW. 

14. All staff to respond to NR regarding publications All staff 7/13/98 
for clippings coverage. 

15. NR, LM to discuss releasing map of existing NR, LM 6/29/98 
change projects. 
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CONFIDENTIAL 

STAFF MEETING MINUTES 

DATE OF MEETING: 

DATE MINUTES ISSUED: 

PARTICIPANTS: 

CC: 

I. Staff Learning 

October 1, 1998 

October 22, 1998 

Karen Barth, Gail Dorph, Cippi Harte, Jessica 
Holstein (minutes), Barry Holtz, Elie Holzer, 
Karen Jacobson, Nessa Rapoport, Leah Strigler 

William Crow, Sarah Feinberg, Adam Gamoran, 
Ellen Goldring, Dan Pekarsky, Susan Stodolsky, 
Furman Thomas 

• NR led staff learning on memory and love with somces from the Rosh 
Hashanah Mussaf service, Y om Kippur Haftarah reading and "Cambridge 
Elegy" by Sharon Olds. 

II. Minutes 

• August 17 minutes and assignments were reviewed, corrected and accepted. 

m. Assistant Director's Report 

A. Technology 
• 56K line is installed. 
• Development of database is moving forward. 
• Computer problems should be reported to FDT in writing. 

B. Staffing 
• Controller - Bernard Mayers hired as a consultant to work on budget 

projections for this year. 
• HR Assistant - Maria Cruz hired as of September 1998. 
• Executive Director's Assistant- Elizabeth Block temping. 

C. Door Sign 
• Mandel Foundation to be added to sign on office door. 
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IV. Executive Director's Report 

A. Sector 
• Seymour Fox (SF) asked that we send out a letter regarding foundation 

changes to the main CIJE contacts. 
Assignment: KAB, NR to develop mailing list of 100 most important CIJE contacts. 
Assignment: KJ to discuss foundation changes with support staff. 

• PCH and Dina Roemer at the Mandel Institute are working together on 
videoconferencing capabilities. 

B. Jewish Funders Network 
• We have been asked to help organize a I -day conference next year for the 

Jewish Education Affinity Group. 

C. Mandel Consulting Group 
• Planning team - KAB, Nancy Raybin, Lisa Kohn 
• Started project interviewing of potential clients, consultants and people who 

have developed consulting networks. 

D. HUC 
• Meeting held in Chicago - first time with KAB as facilitator of planning 

meeting on curriculum. 

E. NJPS 
• Letter has been sent to Jim Schwartz with questions to be included in N IPS. 

Assignment: KAB to give copies to staff of letter to Jim Schwartz regarding NIPS. 

F. Conference on Rabbinic Education 
• Wendy Rosov working ful l-time through December 1998 on research and 

program development. 
• Curriculum and research are being developed, copies to be given to staff. 
• Conference to be held February 7-9, 1999. 

Assignment: JSH to prepare budget for Conference on Rabbinic Education. 

IV. In-Depth Opportunities 

A. Workplan and Budget discussion 

V. Updates 

A. Staff Meeting Notes 
• Shorter, bulleted format needed. 
• To be for internal office use. 

B. NJPS Monograph 
• To be co-published CJF/Mandel. 
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• Data to be collected in 2000. 
• Writer needed with background in research data analysis - possibly send note 

to professors group for their suggestions. 

VII. Parking Lot 

• Friday closing - to next agenda 
• October board meeting 

Assignment: K.J to send letter to board regarding October board meeting cancellation. 
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NO. 

1. 

2. 

3 . 

4. 

5. 

6. 

7. 

8. 

9. 

10. 

CONFIDENTIAL 

STAFF MEETING ASSIGNMENTS 
October 1, 1998 

DESCRIPTJON ASSIGNED 
TO 

KAB, NR to develop mailing list of 100 most KAB, NR 
important CIJE contacts. 

KJ to discuss foundation changes with support KJ 
staff. 

KAB to give copies to staff of letter to Jim KAB 
Schwartz regarding NJPS. 

JSR to prepare budget for Conference on Rabbinic JSH 
Education. 

KJ to send letter to board regarding October board KJ 
meeting cancellation. 

KAB to discuss outside grant for High School KAB 
Leaders with DNP. 

KJ to follow up on reimbursement from HaSba'ar. KJ 

KAB to speak to Jim Schwartz about NJPS KAB 
monograph. 

KJ to make sure new phone lists are distributed. KJ 

All staff to respond to NR regarding publications All staff 
for clippings coverage. 
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DATE DATE DUE 
ASSJGNED 

10/1/98 

10/1/98 
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10/1/98 
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8/31/98 
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CONFIDENTIAL 

STAFF MEETING MINUTES 

DATE OF MEETING: 

DATE l\.IlNUTES ISSUED: 

PARTICIPANTS: 

CC: 

I. Minutes 

October 21, 1998 

December 3, 1998 

Karen Barth, Gail Dorph, Jessica Holstein 
(minutes), Barry Holtz, Elie Holzer, Karen 
Jacobson, Nessa Rapoport, Leah Strigler 

William Crow, Sarah Feinberg, Adam Gamoran, 
Ellen Goldring, Cippi Harte, Dan Pekarsky, 
Susan Stodolsky, Furman Thomas 

• October 1 minutes and assignments were reviewed, corrected and accepted. 

II. Assistant Director's Report 

A. Organization Name Change 

• Signage - "Mandel Foundation" has been added to our door sign, and will be 
added shortly to the building directory and the sign by 18th floor elevator. 

• Legal issues 
• We are operating as "Mandel Foundation." 
• CIJE to exist as a 501 C3 for next few months - Acknowledgement letters 

for grants received in this period must be on CUE letterhead. 

• Accounting issues 
• KJ, Bernie Mayers, Bob Dietz, Estelle Alberg-Kapland (Mandel 

Foundation in Israel) met via teleconference regarding synchronizing 
financial reports for Foundation. 

• Estelle will be here November 23-25 for discussions on systems for 
bookkeeping and payables, and to share with us their guidelines for 
internal controls. 
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B. Support Staff Hiring 
• Temp- Clara was interviewed prior to hiring, and will work with LM, DNP 

and NR. 
• GZD Assistant - We are in the process of hiring an assistant to work with 

GZD, BWH, EH and LZS. 
• CW - working with DNP. 

C. Tecbo.ology 
• 56K line is down, and Uunet and Bell Atlantic are looking into the problem. 
• Website 

Assignment: NR to discuss website with Annette Hochstein. 

D. Timesbeets 
Assignment: KAB, Bernie Mayers to develop new categories for time allocation sheets 

and distribute to staff. 
Assignment: All staff to estimate time allocation year-to-date. 

ill. Executive Director's Report 

A. Conference on Rabbinic Education 
• Draft program is being developed. 
• Planning meeting with heads of rabbinical schools to be held on October 29. 

B. Mandel Consulting Group 
• Planning process is moving ahead with a market research project on the 

demand for consulting in the Jewish world. 

C. HUC 
• Consulting project is going very well. 

D. Temple Israel, Palm Beach 
• Rabbi Shapiro has asked us for help in developing a new educational program. 

E. Baltimore Lay Leadership Project 
• Lee Hendler is interested in moving ahead with this project. 

IV. Updates 

A. Publications 
• Staff is encouraged to take publications with them to any conferences or large 

meetings they attend. 

B. Clippings Coverage 
• When distributing articles, staff should please indicate who is distributing the 

article. 
Assignment: All staff to submit revisions to draft list of publications to be covered. 
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C. Jerusalem Fellows/Melton Senior Educators Recruiting 
• Jerusalem Fellows and Melton Senior Educators have overlap of faculty and 

recruitment pools. 
• Jerusalem Fellows to share 50% of LZS's time with Melton Senior Educators. 
• Jerusalem Fellows to bill Melton for costs. 
• LZS will also recruit for Mandel/Melton Doctoral Fellowships at Hebrew 

University. 
• LZD to meet with central organizations about recruiting. 

D. Friday Closing Time 
• Proposal to change Friday closing time to 2 pm at Rosh Hashanah time rather 

than when clocks change to Daylight Savings. 

V. In-Depth Discussions 

• Workplan discussion 

VI. Parking Lot 

• Meeting times 
• Sector letter(s) 
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NO. 

I. 

2. 

3. 

4. 

5. 

6. 

CONFIDENTIAL 

STAFF MEETING 
Assignments October 21, 1998 

DESCRJPTJON ASSlGNED 
TO 

KAB, Bernie Mayers to develop new categories KAB, 
for time allocation sheets and distribute to staff. Bernie 

All staff to estimate time allocation year-to-date. AU staff 

All staff to submit revisions to draft list of All staff 
publications to be covered. 

KAB, NR to develop mailing list cf 100 most K.AB, NR 
important CIJE contacts. 

KAB to give copies to staff of letter to Jim KAB 
Schwartz regarding NJPS. 

JSH to prepare budget for Conference on Rabbinic JSH 
Education. 
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DATE DATE DUE 
ASSIGNED 
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CONFIDENTIAL 

STAFF MEETING MINUTES 

DATE OF MEETING: 

DATE MINUTES ISSUED: 

PARTICIPANTS: 

CC: 

I. Assistant Director's Report 

A. Accounting 

October 29, 1998 

December 3, 1998 

Karen Barth, Gail Dorph, Cippi Harte, Jessica 
Holstein (minutes), Barry Holtz, Elie Holzer, 
Karen Jacobson, Nessa Rapoport 

William Crow, Sarah Feinberg, Adam Gamoran, 
Ellen Goldring, Dan Pekarsky, Susan Stodolsky, 
Leah StrigJer 

• Bernie is putting together projected spending for the remainer of 1998 by the 
end of the day today. 

Assignment: All staff to submit estimated costs for the rest of 1998 to Bernie by 12 
noon, today, October 29. 

B. Consultants 

• All salary and payment commitments must be discussed with KJ first. 

C. Copying 

• All large copying jobs to Alpina must be pre-approved by KJ. 
• Photocopier will be fixed by the end of the day today, October 29. 

D. Publications 

• Articles distributed should be copied to support staff for their information. 

E. Phone Logs 

• International calls, teleconferences and long distance calls over 20 minutes 
should be logged with project codes and given to FDT. 
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F. Time Allocation 

• Time allocation categories for remainder of 1998 were discussed. 
• KJ to report to staff all information on time allocation already submitted and 

recorded. 
Assignment: All staff to submit time allocations by Monday, November 2 . 

G. Flex-spending/Vacation 

• Flex-spending and vacation reports to be distributed. 
• Staff is reminded to use remaining flex-spending and vacation by end of 1998. 

IT. Updates 

A. Study Group Schedule 

• Schedule planned through end of June 1999, Thursdays 9:30-11 :00 am. 
• Next meeting November 4, 9:30-11 :00 am. 
• Group includes GZD, EG, PCH, BWH, EH, NR, DNP. 
• Proposal to hold staff meetings on Thursdays, 11 :00 am-1 :00 pm, following the 

study group. 

III. In-Depth Discussions 

A. Workplan 

• 1999 draft workplan proposal was discussed, and suggested revisions were made. 
• List of appendices to be added: 

• Professors and their institutional affiliations 
• TEI participants and their positions and communities 
• National data sets 
• TEI Evaluation summary 

Assignment: GZD to email SS to have Renee Wohl write one-page, bulleted summary 
of TEI Evaluation. 

B. Baltimore Lay Leaders 

• K.AB has the budget for the program. 
Assignment: BWH to draft proposal for Baltimore Lay Leaders program. 
Assignment: NR to give BWH materials from Milwaukee for Baltimore Lay Leadership 
program. 
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C. Professors 

• Next retreat proposed for January on the west coast or in Florida. 
• Suggestion to possibly coordinate with Seymour Fox' s and Annette Hochstein's 

visit to US. 
Assignment: BWH to call professors on the west coast and email other professors 
regarding possible January retreat and to poll regarding having retreat over Shabbat. 

• Questions for future discussion: 
• How to recruit new members to group? 
• What else ( other than retreats) to do with professors? 

IV. Scheduling/Calendar 

• November 21 , 2-4 pm Staff Meeting 
• December 9, 10 am-4:30 pm Mandel Consulting Group planning meeting 
• January 17-20 TEI 
• January 31-February 1 Continuity Conference 
• February 7-9 Conference on Rabbinic Education 
• March 7-9 TEA 

V. Parking Lot 

• Name change -+ in-depth opportunity on next agenda 
• Friday closing-+ next agenda 
• Visa card to code expenses -+ next agenda 
• Flex-spending-+ next agenda 
• Vacation -+ next agenda 
• Staff meeting transition -+ next agenda 
• Education Study Group -+ next agenda 
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NO. 

I. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

CONFIDENTIAL 

STAFF MEETING 
Assignments October 29, J 998 

DESCRIPTION ASSIGNED 
TO 

All staff to submit estimated costs for the rest of All staff 
1998 to Bernie by 12 noon, today, October 29. 

ALI staff to submit time allocations by Monday, All staff 
November 2. 

GZD to email SS to have Renee Wohl write one- GZD 
page, bulleted summary ofTEI Evaluation. 

BWH to draft proposal for Baltimore Lay Leaders BWH 
program. 

NR to give BWH materials from Milwaukee for NR 
Baltimore Lay Leadership program. 

BWH to call professors on the west coast and BWH 
email other professors regarding possible January 
retreat and to poll regarding having retreat over 
Shabbat. 

All staff to estimate time allocation year-to-date. All staff 

KAB to give copies to staff of Jetter to Jim KAB 
Schwartz regarding NJPS. 

JSH to prepare budget for Conference on Rabbinic JSH 
Education. 
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CONFIDENTIAL 

STAFF MEETING MINUTES 

DATE OF MEETING: 

DATE MINUTES ISSUED: 

PARTICIPANTS: 

CC: 

I. Israel Trip 

November 3, 1998 

December 3, 1998 

Karen Barth, Gail Dorph, Cippi Harte 
(minutes), Elie Holzer, Karen Jacobson, Nessa 
Rapoport, Leab Strigler 

William Crow, Sarah Feinberg, Adam Gamoran, 
Ellen Goldring, Jessica Holstein, Barry Holtz, 
Dan Pekarsky, Susan Stodolsky, Furman 
Thomas 

• MLM is speaking at the GA, Tuesday morning, November 17 
• GZD, PCH will be at the World Conference of Jewish Communal Service and the 

GA. 
Assignment: PCH to set up meeting with D ina Roemer regarding videoconferencing for 
Israel and North America. 

II. Mandel Foundation Board Meeting 

• KAB described her presentation to the Mandel Foundation board and asked for 
staff input: 
• Consulting group including: 

• Conference on Rabbinic Education 
• Data gathering and interviews for consulting group 
• Synagogue Change Research 

• TEI 
• Professors 
• Goals and vision 

m. Lilly Foundation/NCSY 

• Lilly Foundation has provided a grant to NCSY. 
• Report of the project related to youth at risk to be presented in New York on 

November 11. EH to attend. 
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Assignment: EH to ask BWH if he is available to attend NCSY conference on 
November 11. 

IV. Workplan & Budget 

• Workplan issues to be reviewed at next staff meeting. 
• KAB will distribute list of projects with staff assignments for next year. 

Assignment: All staff to review List of projects and staff assignments on workplan for 
next year and submit any problems to KAB. 

• 1999 budget was developed for the workplan. 

V. Support Staff 

• RcJes and responsibilities for support staff were discussed. 
• KJ will meet with support staff to brief them. 

VI. Researchers 

• PB and SG to attend a staff meeting to report on the process of their projects. 

VU. Scheduling 

• December 7 - Indicator meeting (KAB, AG, EG) - CJF Continuity Conference to 
be on the agenda 

• Study Group - list of dates was distributed. 

VIIl. Parking Lot 

• Israel trip debrief-+ December 2 agenda 
• Professors -+ Future agenda 
• Baltimore Lay Leaders -+ future agenda 
• NJPS Monograph -+ future agenda 
• Education Study Group -+ future agenda 
• Workplan issues-+ next agenda 
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NO. 

l. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

IC. 

11. 

CONFIDENTIAL 

STAFF MEETING 
Assignments November 3, 1998 

DESCRIPTION ASSlGNED 
TO 

PCH to set up meeting with Dina Roemer PCH 
regarding videoconferencing for Israel and North 
America. 

EH to ask BWH ifhe is available to attend NCSY EH 
conference on November I 1. 

All staff to review list of projects and staff AU staff 
assignments on workplan for next year and submit 
any problems to KAB. 

AU staff to submit estimated costs for the rest of All staff 
1998 to Bemie by 12 noon, today, October 29. 

All staff to submit time allocations by Monday, AH staff 
November 2. 

GZD to email SS to have Renee Wohl write one- GZD 
page, bulleted summary of TEI Evaluation. 

NR to g ive BWH materials from Milwaukee for NR 
Baltimore Lay Leadership program. 

B WH to call professors on the west coast and BWH 
email other professors regarding possible January 
retreat and to poll regarding having retreat over 
Shabbat 

All staff to estimate time allocation year-to-date. All staff 

KAB to give copies to staff of letter to Jim KAB 
Schwartz regarding NJPS. 

JSH to prepare budget for Conference on Rabbinic JSH 
Education. 
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10/29/98 11 /2/98 

10/29/98 ASAP 

10/29/98 

10/29/98 

10/21/98 10/23/98 

10/1/98 

10/1/98 
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From The Jewish Week August 21, 1998 
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NOTES FROM CIJE SYNAGOGUE CHANGE RESEARCH 
TELECONFERENCE 

Friday, October 23, 1998 
Time: 10- 11 a.m . 

Notes taken by Carla Sterling 

Participants 
Lisa Malik - meeting facilitator 
Pearl Beck 
Bill Firestone 
Adam Gamoran 
EJlen Gold.ring 
Simone Schweber 
Susan Stodolsky 

PAGE 02 

Lisa announced that since the first draft of the proposal ""as written on March 3 l st
, there 

has been a lot of input on the study and the team is ready to move ahead to Phase Three. 
Phases One and Two were completed and the team is now editing the map. 

TO FOLLOW-UP. Lisa made a request for additional researchers for the project, who 
would be required to work approximately two days per week between December and 
April. 

MAIN ISSUE TO FINALIZE: SITE SELECTION 
Reference was made to page three of the 3/31/98 Research Proposal relating to Site 
Selection . 
Question: Have the researchers observed first-hand what is going on in each site? There 
is a concern that people will want to put the best information forward. 

Lisa's Respon e: Interviews were done with leaders of the change projects. The team 
hasn't yet gone mto synagogues. The team needs to speak with rabbis, presidents, 
lay leaders, etc ~ including some indjviduals in the ' loyal opposition · . 

Question: Wbat is the suacegy being used? 

Lisa's Response: The following steps were cited: Step One: Proposal was written; Step 
Two: Feedback was gathered. 

10123/98 Synagogue Change Research Teleconference 
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Some Views on Stud1;ng Successful Change in Urban Hieb Schools: 
1. It is important to look at examples of successful as well as unsuccessful sites. 
2. Weakness of JUSt studying successful sites· They may provide a model of how to 

get there, but they don ' t reveal the many problems involved in getting there. 

Question: What aboul selecting successful synagogues on the basis of an independ.ent 
vs. a dependent variable? 

Respomes: 
1. Use a "depeodent variable" (success) with variation in the sample (i.e. some 
successful and some unsuccessful synagogues). 
Concern: It's still a descnptive study. not a statistical deductive study. 

2. Perhaps stte selection should be guided by the categories of the map that were 
created in Phase One. For example, one could look at the different ''Points of Entry" of 
synagogue change projects. [For example· programming, planning process, and 
people/(leadership development, hiring & training of new staff. etc.)]. Alternatively, one 
could pick some synagogues in change projects that are more driven by content and 
others in projects that are more process-oriented. 

Political Issue: Leaders of umbrella change projects may not be willing to give the 
names of unsuccessful synagogues. 

Suegestioo: Look at cases of different types of change projects. When you pick sites on 
the basis of some typology, there will be variability in the outcome (success). This 
approach v.ill only work when one has some theory of what a good change process is. 
The burden of this cype of approach is to conceptualize a theory about what change 
brings on a particular rype of success; then pick sites of places that are doing tha1. 

I 0'23i98 Synagogue Change Research Teleconference 2 
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Question: Are we defining success without the specific goals of the instirunons 
involved? 
Responses: l. One of our research questions is "what arc the different definitions of 

success?" 
2. One of our definitions of success is " fidelity to institurion>s and 

change project ' s own definitions of success" (a la Larry Cuban). 

Current Typology Based on Pearl' s suggestion, there could be several grids. For e.g.: 
1. One grid could look at Points of Entry; (e.g. prograrnmingt planning process, and 

people/(leadership development, hiring & training of new staff, etc.)]. 
2. A second grid could look at Areas of Focus of synagogue change projects, (e.g. 

education, prayer services, healing, ambience, leadership, outreach, etc.) 
~ Many change projects are focused on education, few deal with prayer, 
social action 1s not really a focus. Thls typology may not be as clear-cut as the 
first typology. 

3. A third grid could look at Sponsorjng Agencies - national. regional, etc. 
Comment: sponsoring agency may not be as useful for site selection purposes as 
the other two grids. 

OuestiQn: What happened to the original typology on the grid sent to the participants in 
the August 4 Leadership Teem Meeting? (holistic change in synagogues, holistic change 
in schools, and targeted programming in synagogues or schools.) 

Response: For some synagogue change projects classified as "targeted programming·•, 
wnbrella change project leaders claimed that their projects were holistic. Some projects 
provide grants to synagogues, so while some synagogues may seem very targeted, the 
umbrella projects may be holistic. This is a politically dangerous typology to use. 

Sueeestion: Develop a typology whose categories don't overlap too much. 

Issue: Should we select sites based on "Successful" vs. "Unsuccessful"? 

Suggestions: There must be variations of success in the sample. However, we shouldn' t 
select sites based on .. successful" vs. "unsuccessful·'. (for reasons of politics, bias, etc.). 
The most important thing to va:ry on is the type of change project. If we \'a.ry on 
change projecL we will undoubtedly end up with variations on the success outcome. We 
should end up with some successful and some unsuccessful synagogues. 

10123)98 Synagogue Change Research Teleconference 3 
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We could do something !ike a "greedy search algorithm" for site selection: Go through 
each level of sampling (one variable at a time); then do purposeful additions and 
subtractions with secondary and tertiary variables. Start by drawing a sample on the most 
critical variables. The most important thing to vary on is the type of change projec4 (e.g. 
"Points of Entry" or a revised version of"Areas of Focus"). Other variables which 
should enter into the site selection strategy are "size" and "movement'' of synagogues. 
The variable ''geography' ' is not as important. This can be placed lower down on the list. 
One should not study synagogues j ust starting change projects this year. 

Our Definitions of Success: Issue: Perhaps we should include "pervasiveness" as one 
of our internal definitions of success - i.e., are any of these projects pervasive throughout 
schools or synagogues? Is this a function of size? Depending on budget constraints, we 
might consider sending an institutional survey to congregants to get a measure of 
pervasiveness. 

lssue: Selecting Sites based on lode pendent Variables? 

While it makes sense to select sites based on independent variables (and see how 
different sites with different levels of the independent variable vary on the dependent 
variable "success"), this strategy is impractical for this study since there are so many 
independent variables to consider. 

ISSUES RELATED TO RESEARCH QUESTION #FOUR (Factors linked to 
Success)--Should we focus on a few hunches identified in Phase One (map) or should we 
have more of an open-ended approach? 

Proposed Strategy: 
1. Keep in mind that this is not a survey in inten,iew format. Use a case study 

approach. 
2. Sort through the four pages of hunches from Phase One and develop a list of a 

few key hunches. We could potentially focus on bunches which might be most 
enlightenjng and/or focus on areas of disagreement. 

3. Develop a "site visit gujde'' with a checklist to ensure that researchers ~et 
information on each item identified. 

4. The site vi sit guide' s checklist should include topics to be covered during the 
intervie .. v and observation. ("Before you leave, make sure you' ve covered these 
topics"). 

10/23/98 Synagogue Change Research Teleconference 4 
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DECISIONS REACHED 

I. Don't select all "successful" synagogues. 
Reasons: 
• need "unsuccessful'' as well as "successful" synagogues in order to understand which 

factors are linked to "success" 
• may not have any cases of "success" yet (because it may be too early in the change 

process) 

2. Don' t use ·'successful" as a primary site selection criterion. 
Reasons: 
• political issue involved in asking umbreJla change project leaders to identify 

.. unsuccessful" synagogues 
• potential bias in aslong umbrella change project leaders to identify "successful" and 

"unsuccessful" synagogues ( due to blurring of lines between definitions of success 
and factors linked co success) 

3. Use "points of entry'' or other typology of synagogue change projects as the 
primary criterion for site selection. "Size" and "movement" can be secondary 
criteria (similar to "greedy search algorithm"). 

4. Use a case study approach, not a survey in interview format. 
5. Use a site visit guide with a checklist to focus on a few key factors, but go into the 

field research with an open mind. 
6. Focus more on ·'What's the s tory of thjs synagogue?" 

Focus less on " What are your opinions and hunches?" 
7. Use an embedded analysis. At each case, analyze the particular dynamics of the 

case, then do cross-case analysis using qualitative analysis tools such as Miles and 
Huberman's matrices. 

l 0/23/98 Synagogue Change Research Teleconference 5 



I have a few comments on the "Synagogue Change" report of 12/30/98, which I thought I'd pass 
along. 

Before distributing this document, I would take out all the references to the «original purpose" of 
the study, what part was "cancelled," etc. This document can stand on its own; references to 
what might have been are gratuitous. Instead, one can state the purpose ofthis report as (a) to 
provide information on ongoing activity and (b) to lay groundwork for possible research in the 
future. 

The introduction views the synagogue change movement as a response to the continuity crisis. I 
wondered ifthere is any evidence of a direct connection between continuity issues and synagogue 
change. I found this an interesting thought because it is not clear that individual synagogues, or 
synagogues as a group, are threatened by the continuity crisis. Obviously some synagogues are in 
decline, but that's always true as a reflection of population shifts. 

On p.2, we learn that the mapping is "not comprehensive," but I wondered how near or far the 
mapping is from comprehensiveness. Surely it includes all the major national experiements? 

It was interesting to learn that 25 synagogues fall on two or more lists. Extrapolating from 
research on school reform, I'd speculate that involvement in multiple reform efforts leads to a lot 
of enthusiasm but little real change. 

There are 259 synagogues participating in the 15 projects for which synagogue data are available. 
I wondered what proportion of all synagogues (or all Conservative and Reform synagogues) that 
IS. 

For a large number of the projects, map grid 4 indicates that the "focus varies by synagogue." I 
wondered if that means the project itself has no real focus. Are they more process than content? 
Generally, the report could say more about what the initiatives are about. 

Hope these are helpful, 

Adam 
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OVERVIEW: Map of Svnagogue Change Initiatives 
Dr. Lisa S. Malik, Ph.D. 
(Mandel Foundation) 

U/30/98 

Background/ Introduction 
Contemporary American Jewish communal leaders have often expressed the concern that the Jewish 

people are in very real danger of extinction, despite the fact that Jews no longer face the same persecution that 
their ancestors did. The leadership of the American Jewish community was particularly alarmed by the 52% 
intermarriage rate that became widely publicized with the publication of the 1990 National Jewish Population 
Survey. This astrooomical]y high intermarriage rate reflects the reality that Jews are incredibly wet] accepted 
and have an easy time assimilating into American Jewish society. While this high rate of intermarriage reflects 
an extraordinary success story for American Jews, it has given Jewish communal leaders more than a little 
cause for concern about the future of American Judaism. 

Following the publication of the 1990 NJPS, Jewish organizations around the country shifted their 
focus to a broad-based communal objective that they referred to as "Jewish continuity" . Federations, central 
Jewish education agencies, private foundations, and other Jewish organizations sought to come up with 
solutions that would ensure that Judaism and the Jewish people would "continu_e" in America- that Judaism and 
the Jewish people would not become extinct. Acknowledging the fact that it would be unlikely (and perhaps 
even undesirable) to reverse intermarriage rates, Jewish communal organizations instead focused their attention 
on raising the probability of positive Jewish identification and affiliation (Rusk.ay, 1995). 

"Jewish continuity commissions" were established in Federations around the country and other Jewish 
organizations, in addition to Federations, came up with initiatives that aimed to ensure "Jewish continuity" by 
designing and implementing strategies for enhancing positive Jewish identification. John Ruskay, the first 
director of UJA-Federation of NY's Cont inuity Commission, wrote and spoke about "institutional 
transformation" and about "creating compelling communities, inspired and inspiring communities that can 
sear the sou]" (Ruskay, 1996). 

Over the past five years, it has been truly remarkable to witness the Jewish communal responses to the 
"continuity crisis". One manifestation of this communal response has been the "synagogue change" 
movement. "Synagogue change" is a phrase that was virtually unheard of 10 years ago. Today, it is a phrase 
that is so commonly used that one cannot help but encounter this term in Jewish policy circles. Throughout the 
country, many synagogues have embarked on efforts to improve, strengthen, or transform themselves through 
initiatives that many refer to as "synagogue change projects" or "synagogue change initiatives". Many of these 
"synagogue change" efforts such as Synagogue 2000 and ECE (the Experiment for Congregational Education) 
have been spearheaded by umbrella organizations, and other "synagogue change" efforts have been initiated 
and implemented by individual synagogues. With a grant from the Nathan Cummings Foundation, th.e Mandel 
Foundation (the organization formerly known as CUE, Council for Initiatives in Jewish Education) embarked 
on a national study of these synagogue change projects in 1998. This document presents a summary of the first 
phase of this study. 

Research Questions 
The primary research question that we were seeking to answer in this phase of the study was: What is 

happening in the arena of "svnagogue change"? In other words, what does a "map" of the landscape of 
"synagogue change" look like? This "mapping" phase was originally intended to serve as a prelude to 
fieldwork in synagogues, during which we were hoping to address the following additional research questions: 

• What are the various definitions and criteria of success for the various synagogue change initiatives? 
• What have been the perceived outcomes of synagogue change initiatives in synagogues (in terms of 
process implementation and impact)? 
• What factors are associated with successful synagoe;ue change? 

Originally, the purpose of the "mapping" phase was to enable us to develop a typology of synagogue 
change injtiatives and a conceptual framework for the synagogue-level phase of the study. The 
recommendation to conduct this "mapping" phase before doing fieldwork in synagogues emerged from 
discussions of the Synagogue Change Research Project Leadership Team, the Synagogue Change Research 
Advisory Committee, and CIJE staff and consultants. However, because of the reorganization of the Mandel 
Foundation, the synagogue change research project was discontinued in the fall of 1998 and the synagogue
level fieldwork phase of the study was canceled; thus, some of the study's original research questions were not 
addressed. 

In the "mapping" phase of our study, we aimed to identify and describe most of the major synagogue 
change projects that are currently being implemented across the country, focusing on planned change 
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initiatives whose leaders considered their projects to fit under the broad heading of a "synagogue change 
project" and whose main objective is institutional change. We attempted to discover as many change 
initiatives as possible in the time frame 1 by getting referrals from change project leaders and other l,eaders in 
regional and national Jewish agencies. Because the "map" was only intended to be a 'prelude' to the synagogue
level research, it was not meant to be comprehensive. 

Research Methodology 
Our primary sources of data for the "map" were written documents describing the various synagogue 

change initiatives and interviews with change project leaders at the 'umbrella' level (i.e. rather than synagogue 
professionals and lay leaders at the synagogue level, whom we had planned to interview in the next phase of 
this study). In preparation for the next phase of the study, we also sought to understand how leaders of 
synagogue change projects: at the 'umbrella project' level define success for each change initiative, what they 
perceive to be the outcomes of these initiatives to date, and what factors they believe to be associated with 
successful synagogue change. While the main objective of the interviews in Phase I of this study was to gather 
descriptive information about existing synagogue change initiatives, we also asked interview subjects to 
articulate their "bunches" about factors linked to "successful synagogue change". These "hunches" were 
intended to inform the synagogue-level phase of our research study by enabling us to develop a "site visit 
guide" to focus our interviews and obsetvations in synagogues. However, as noted above, the synagogue-level 
phase of the study was discontinued as part of the restructuring of the Mandel Foundation. 

Summarv of Research Findings 
When we first began the mapping phase of the Synagogue Change Research Project, we had no idea of 

how many synagogue change initiatives we would discover. While we knew that the idea of "synagogue 
change" was popular, we did not anticipate the extent to which the synagogue change phenomenon had swept 
the country. In our research, we discovered over a dozen initiatives that were "synagogue change projects" 
even by a stringent definition of the tenn2. When we expanded our definition to incJude projects that did not 
necessarily consider themselves to be "synagogue change projects" but which did aim to improve, strengthen, 
or transform synagogue life in some way (and, thus, seemed like "synagogue change projects" to some 
educated outside observers), we were able to identify the following 20 initiatives: 

• Boston's Change Initiatives 
(Sh'arim, Me'ah, and Youth Educator Initiative) 

• Campaign Shabbat 
• Carlebacb Synagogue: expansion initiative 
• Cooperating Schools Network (CSN) 
• Designated Schools Program (DSP) 
• Experiment in Congregational Education (ECE) 
• Friday Night Alive 
• Grants Program oftbe UJA-Federation Continuity Commission of NY 
• Initiative in Congregational Education 
• Koret Synagogue Initiative (KSI) 
• LA Council on Jewish Life: Synagogue Funding Program 
• Mashkon: Blueprint to Transform Congregational Education 
• McKinsey/UJA-Federation of NY Strategic Planning Workshops for Synagogues 
• National Jewish Outreach Program initiatives 
• Orthodox Caucus: LEAD Rabbinic Fellowship Program 
• Partners for Synagogue Change (PSC) 
• Synagogue 2000 
• Synagogue Initiative Program (SIP) 
• Synagogue Leadership Initiative 
• Whizin Institute for Jewish Family Life 

1 There was a Leadership Team meeting scheduled for the summer of 1998 and we intended to start our fieldwork in synagogues in the 
fall of 1998. Thus, we aimed to complete the ''mapping" phase of the study by July of 1998. 
2 Our stringent definition of a "synagogue change project" originally incorporated the following criteria: a) leaders of the change 
initiative at the 'umbrella' level consider their initiative to be a "synagogue change project" and b) the primary objective of the initiative 
is "institutional change" (as opposed to leadership development, impact on individuals, or impact on commurnities). 
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In the appendix to this summary document, we have included one-page descriptions of these 20 synagogue 
change initiatives. In addition to these 20 change projects which include more than one synagogue under their 
'umbrella', we also identified several individual synagogues that have embarked on their own self-initiated 
planned change projects without the assistance or sponsorship of an 'umbrella' organization, including Beth Am 
Israel (Penn. Valley, PA), Cbizuk Amuno (Baltimore, MD), Ramat Orab (New York, NY), and Temple Shalom 
(New Milford, CT). The appendix includes summaries of two of these self-initiated projects (Beth Am Israel 
and Chizuk Amuno). 

The rest of this document provides an overview of the 20 umbrella synagogue change initiatives we 
have studied. Summary statistics included in this overview only pertain to the 15 initiatives for which we have 
quantitative data about the participating synagogues (synagogue-level data)3. 

# of Synagogues Involved in Synagogue Change Initiatives: The 15 umbrella change projects for which we 
have synagogue-level data range in scope from 2-50 synagogues each4• On average, each change initiative has 
17 synagogues under its 'umbrella'. After accounting for duplicates and triplicates (i.e. 22 synagogues that 
have participated in two synagogue change initiatives and 3 synagogues that have participated in three change 
initiatives), there are a total of259 synagogues that have been involved in these 15 change projects from ]991-
1998. Please refer to Map Grid # I in the appendix for a chart of the number of synagogues in each change 
project. 

Sponsoring Agencies of Synagogue Change Projects: Synagogue change initiatives are sponsored and 
coordinated by various different types of organizations, including national and regional organizations. While 
the Synagogue 2000 initiative is coordinated by an independent transdenominarional national organization 
(jointly staffed by academics and project associates at the University of Judaism and Hebrew Union College), 
other national change initiatives (such as the Cooperating Schools Network, the Experiment in Congregational 
Education, and the Orthodox Caucus' LEAD Rabbinic Fellowship Program) are sponsored by denominational 
movements, movement-affiliated colleges, or other movement-affiliated organizations. Regional sponsors of 
synagogue change initiatives include central education agencies, federations, federation continuity 
commissions, movement-affiliated regional organizations, private foundations (such as the Koret Foundation 
in San Francisco) and corporations (such as McKinsey Consulting Company in New York). Please refer to 
Map Grid #2 in the appendix for a depiction of the various sponsoring agencies of all 19 change initiatives. 
Most of the synagogue change projects ar,e sponsored by regional agencies, rather than by national 
organizations5; all of these regional change initiatives are 'umbrella' projects for synagogues within a defined 
geographical area. Federations (or federation continuity commissions) and central education agencies are the 
most common types of regional organizations that sponsor synagogue change initiatives. 

Geographical Representation of Synagogues Involved in Syna.gogue Change Projects: Communities that 
currently sponsor regional synagogue change initiatives include Bergen and North Hudson Counties (New 
Jersey), Boston, Hartford, New York, Philadelphia, San Francisco, and Washington, DC 6_ If we look at the 
synagogues that are part of the national change initiatives as well as the regional change initiatives, every area 
of the country is represented by at least a few synagogues that are involved in umbrella change projects. The 
strongest representation of synagogues 7 involved in regional and national synagogue ,change projects and the 
strongest representation of regional synagogue change projects8 is on the East Coast. Most synagogue 

3 We have synagogue-level data for the following 15 synagogue change projects: Boston's change initiatives, Cooperating Schools 
Network, Designated School Program, ECE, Friday Night Alive (first cadre). Grants Program of the UJA-Federation Continuity 
Commission of NY, Koret Synagogue Initiative, LA Council on Jewish Life's Synagogue Grant Program, Mashkon, McKinsey/UJA
Federation ofNY's Strategic Planning Workshops for Synagogues, Orthodox Caucus LEAD Rabbinic Fellowship Program, Partners for 
Synagogue Change, Synagogue 2000 (first cadre), Synagogue Irutiative Program, and the Synagogue Leadership Initiative. 
4 Although we do know that Campaign Shabbat has over 50 synagogues under its umbrella (69, as of December, 1998), we did not 
include this initiative in our analysis because we could not get a complete list of participating synagogues and synagogue-level data 
before the publication deadline for this repon. Thus, if we bad added these synagogues to our total, we would not have been able to de
dupe with accuracy. Furthermore, because we could not get the list of participating synagogues for Campaign Shabbat before the 
publication deadline, we could not analyze the geographical and size breakdowns for this initiative. 
5 60% of the 20 synagogue change initiatives are regional and 40% involve synagogues from more than one geographical region. 
6 In addition to Mashkon and the Initiative in Congregational Education, Greater Washington also embarked on a collaborative regional 
synagogue change initiative with Synagogue 2000 in 1998/ 1999. 
7 Of the 259 synagogues involved in the 15 synagogue change projects for which we have synagogue-level data, 67% are located on the 
East Coast, 25% are on the West Coast, 5% are in the Mid-West.. 2% are in the South, and 1% are located outside the U.S. (Refer to 
Spreadsheet # I in the Appendix). 
8 Of the 15 synagogue change p-rojeccs for which we have synagogue-level data (Spreadsheet #2 in the Appendix), 60% are regional 
initiatives on the East Coast and 13% are regional initiatives on the West CoasL There are no regional synagogue change initiatives in 
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initiatives are regional, rather than involving synagogues from multiple geographical regions9. Please refer to 
Spreadsheet #1 in the appendix for the number of synagogues in each change project distributed by 
geographical location. Refer to Spreadsheets #2 and #3 in the appendix for the distribution of synagogue 
change initiatives by geographical location. 

Movement Affiliations of Synagogues Involved in Svnagogue Change Projects: Synagogue change 
initiatives involve synagogues from all of the denominations, with strongest representation among 
Conservative and Reform congregations 1°. All of the movements (through the movement itself or through 
movement-affiliated organizations) sponsor national or regional synagogue change initiatives11 . However, only 
the Reform-affiliated Experiment in Congregational Education (ECE) and Partners for Synagogue Change 
(PSC) are 'synagogue change initiatives' according to our stringent definition of the term (because of their 
focus on institutional change and their self-perceptions as synagogue change initiatives). Most synagogue 
change projects are trans-denominational, rather than movement-specific12. Please refer to Map Grid #3 in the 
appendix for a mapping of the movement affiliations of synagogues involved in each change project. 

Topics/Areas of Focus of Svnagogue Change Projects: The 20 synagogue change projects cover various 
different topics or "areas of focus" including education, prayer services, and organizational/systemic issues. 
Please refer to Map Grid #4 in the appendix to see how the change initiatives map on the dimension of 
"topics/areas of focus". Looking at the map grid, note that "education" is the most popular area of emphasis 
for synagogue change initiatives. Some educational initiatives focus specifically on Jewish Family Education, 
including Boston's Sh'arim, the Cooperating Schools Network, and the Whizin Institute. With several change 
initiatives, the area of focus varies by synagogue; in these initiatives 13, the 'umbrella' project leaders enable the 
leaders at the synagogue level to focus on an area that best meets the synagogue's objectives and that best fits 
the synagogue's context14• 

Points of E ntrv of Svnae;o!!lle Change Initiatives: When the synagogue is viewed as an organizational 
system (see "Dynamic Model of Synagogue Change" in the appendix), one can conceive of a synagogue's 
ongoing operations and a synagogue's implementation of change processes in tenns of the interactions between 
various components of the organizational system: leadership, strategies, funding, and programming. As 
illustrated in the diagram, these four constructs interact with each other within the context of the synagogue's 
organizational culture and vision, and aU of these constructs work together to (ideally) have an impact on the 
synagogue's membership. Different synagogue change initiatives seem to have different "points of entry" into 
the synagogue system, with each initiative attempting to enter the synagogue system through one or more of 

the Mid-West or South. If we look at all 20 synagogue change projects (Spreadsheet #3 in the Append.ix), 50% arc regional initiatives 
on the East Coast and 10% are regional initiatives on the West Coast. There arc no regional synagogue change initiatives in the Mid
West or South, unless we consider Detroit's JEFF (Jewish Education For Families) to be a synagogue change initiative and add it to our 
list of 20. 
9 60% of the 20 synagogue change initiatives are regional and 40% involve synagogues from more than one geographical region (Refer 
to Spreadsheet #3 in the Appendix). 
lO Conservative synagogues represent 35%, Refonn synagogues represent 33%, Orthodox synagogues represent 17%, Reconstructionist 
synagogues represent I I%. and unaffiliated synagoS?es represent ~% of the synagogues involved in the 15 change projects for which we 
have synagogue-level data Refer to Spreadsheet# I m the Appendix. 
11 Refer to Spreadsheets #2 and #3 in the Appendix. 
12 Of the 15 synagogue change projects for which we have synagogue-level data (Spreadsheet #2 in the Appendix), 73% are trans
denominational initiatives and 27% are movement-specific (13% of the initiatives are Reform, 7% are Orthodox, and 7% are 
Reconstructionist). If we look at all 20 synagogue change projects (Spreadsheet #3 in the Appendix), 65% are trans-denominational 
initiatives and 35% are movement-specific (16% of the initiatives are Orthodox, 5% are Conservative, 10% are Reform, aJJd 5% are 
Reconstructionist). 
Among the 20 change projects. there are 3 national change initiatives for Orthodox synagogues {the Carlebach Synagogue's expansion 
initiative, the National Jewish Outreach Program's initiative to place ouueach directors in Orthodox synagogues, and the Orthodox 
Caucus' LEAD Rabbinic Fellowship Program), one national change initiative for Conservative synagogues (the Rabbinical Assembly 
and United Synagogue's Campaign Shabbat). one national change initiative for Reform synagogues (HUC-LA's Experiment in 
Congregational Educat.ion). one regional change initiative for Reform synagogues in the New York region (UAHC/GNYCRS's Partners 
for Synagogue Change). and one ruational change initiative for Reconstructionist synagogues (JRF's Cooperating Schools Network). 
13 including the Grants Program of the UJA-Federation of NY's Continuity Commission, the Koret Synagogue Initiative. the LA 
Council on Jewish Life's Synagogue Grant Program. McKinsey/UJA-Federation ofNY's Strategic Planning Workshops for Synagogues, 
the Orthodox Caucus' LEAD Rabbinic Fellowship Program. and Synagogue 2000. 
14 ln addition, for some synagogue change initiatives that have one area of focus, there are different areas of concentration within the 
area of focus. For example. while CSN, the lnitiative in Congregational Education, and Mashkon all focus on "education", the 
participating synagogues each focus on different areas within education. Mashkon, for example, offers the following options for each 
participating synagogue: 1) To Create A Context of Meaning, 2) Sh'lom Kitah, 3) Jewish Teen Institute, 4) Jewish Family Education, 
and 5) Teachers Center Web Site. 
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these four organizational constructs or "points of entry": Jeadership15, strategiesl6, funding17, and 
programming18. We can use these four "points of entry" as another way of mapping the 20 synagogue change 
initiatives. While many synagogue change initiatives have m ultiple ''points of entry" (Map Grid #SA in the 
appendix), most of these initiatives have one "point of entry" that is more dominant or primary, as indicated in 
Map Grid #SB. 

Change initiatives that focus on "leadership" as their primary point of entry are ECE, the Orthodox Caucus' 
LEAD Rabbinic Fellowship Program, Partners for Synagogue Change, Synagogue 2000, and the Synagogue 
Leadership Initiative. Change initiatives that focus on "strategies" as their primary point of entry are the 
Designated School Program, McKinsey/UJA-Federation of NY's Strategic Planning Workshops for 
Synagogues, and the Synagogue Initiative Program. Change initiatives that focus on "funding" as their primary 
point of entry are Boston's Sh'arim (Jewish Family Educator) initiative, the Grants Program of the UJA
Federation of NY's Continuity Commission, the Initiative in Congregational Education, the Koret Synagogue 
Initiative, the LA Council on Jewish Life's Synagogue Grant Program, Mashkon, and the National Jewish 
Outreach Program's Outreach Directors in Orthodox Synagogues. Change initiatives that focus on 
"programming" as their primary point of entry are Boston's change initiatives, Campaign Shabbat, the 
Carlebach Synagogue's expansion initiative, the Cooperating Schools Network, Friday Night Alive, the 
National Jewish Outreach Program's Shabbat Across America, and the Whizin Institute. 

Svnagogues Involved in More Than One Svnagogue Change Initiative: It is interesting to note that there 
were 25 synagogues involved in more than one synagogue change initiative in 1991-199819_ Being involved 
in more than one change project may reflect a certain change readiness and/or an organizational culture that 
values innovation and experimentation. While some leaders of the umbrella change initiatives indicated that 
synagogues involved in multiple change projects were "exemplary" in some way, other change project leaders 
indicated that some synagogue leaders are just "change junkies" and their synagogues are not necessarily more 
"successful" or "better" than synagogues that are involved in j ust one change initiative. 

15 Change initiatives that enter the synagogue system through "leadership" attempt to train a cadre of leaders to change the synagogue's 
organizational culture. 
16 C hange initiatives that enter the synagogue system through "stra!egies" emphasize strategic planning and planning processes. 
17 Change initiatives that enter the synagogue system through "funding" provide financial resources for planning, programming, staff. 
etc. 
18 Change initiatives that enter the synagogue system through "programming" train people to do specific types of programs (such as 
Jewish Family Education programs) or provide specific types of programs (such as interactive prayer services). 
19 From 1991-1998 (not including synagogues in some new initiatives beginning in 1998/1999, such as the Initiative in Congregational 
Education and Synagogue 2000's regional initiative in Greater Washington), the following 25 synagogues were involved in more than 
one initiative: 
• Adat Shalom-Rockville. MD (CSN + Mashkon) 
• Adath Jeshurun-Elkins Park, PA (Designated Schools Program+ Friday Night Alive) 
• Beth Hillel-Wynnewood. PA (Designated Schools Program+ Friday Night Alive) 
• Beth Zion-Beth Israel-Philadelphia, PA (Designated Schools Program+ Friday Night Alive) 
• Congregation Beth Am-Los Altos Hills, CA (ECE + Koret Synagogue Initiative) 
• Congregation Beth David-Saratoga, CA (Koret Synagogue Initiative + Sy nagogue 2000) 
• Congregation Beth Simchat Torah (Grants Program of NY + McKinsey) 
• Congregation B'nai Jeshurun-New York, NY (McKinsey + Grants Program of NY) 
• Congregation Mishkan Torah-Greenbelt, MD (CSN + Mashkon) 
• Congregation Ner Tamid-Rancho Palos Verdes. CA (LA Council Synagogue Funding Program+ Synagogue 2000) 
• Congregation Oseh Shalom-Laurel, MD (CSN + Mashkon) 
• Huntington Jewish Center-Huntington, NY (Grants Program of NY + Synagogue 2000) 
• Kehillat Israel-Pacific Palisades, CA (CSN + LA Council Synagogue Funding Program) 
• Leo Baeck Temple-Los Angeles, CA (ECE + LA Council Synagogue Funding Program) 
• Lincoln Square-New York, NY (Grants Program of NY + McKinsey + Orthodox Caucus) 
• Mishkan Shal,om-Chestnut Hill, PA (CSN & Designated School Program) 
• Reconstructionist Synagogue of the North Shore (CSN + Grants Program of NY) 
• Temple Beth Israel-Port Washington, NY (Grants P rogram of NY + McKinsey) 
• Temple Beth Shalom-Ros lyn, NY (Grants Program ofNY + McKinsey) 
• Temple Isaiah-Los Angeles, CA (LA Council Synagogue Funding Program + Synagogue 2000) 
• Temple Micah-Washingt0n, DC (Mashkon + Synagogue 2000) 
• Temple Shalom-Newton, MA (Boston's 3 change initiatives + ECE) 
• iown & Village-New York, NY (McKinsey, Grants Program of NY + Synagogue 2000) 
• West End Synagogue-New York, NY (CSN + Grants Program ofNY + McKinsey) 
• Westchester Reform Temple-Scarsdale, NY (ECE + Grants Program of NY) 
Nore that 22 synagogues were involved in two initiatives and 3 synagogues were involved in three initiatives (Lincoln Square, Town & 
Village, and West End Synagogue). 
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Differences Between Svnagogue Change Initiatives 
As the map grids and spreadsheets in the appendix illustrate, different synagogue change projects focus 

on different content areas (e.g. education, prayer, organizational dynamics and systemic issues, synagogue 
ambiance, etc.) and they have different points of entry into the organizational system and the change process 
(e.g. leadership, strategies, programming, and funding). In other words, different synagogue change initiatives 
utilize different levers for change and espouse different philosophies about the change process. While most20 
of the initiatives deal with the synagogue as a whole, some of the initiatives focus on the synagogue school as 
the organizational entity that is the focus of the change process (e.g. Cooperating Schools Network, Designated 
School Program, the Initiative in Congregational Education, Mashkon, and the Synagogue Initiative Program). 

While many change initiatives utilize consultants, different initiatives use different consulting models. 
Some projects, such as the Experiment for Congregational Education (ECE) and Partners for Synagogue 
Change (PSC), utilize a "dedicated consultant" model, assigning one outside consultant or advisor21 to each 
participating synagogue. During its first year, Synagogue 2000 also utilized a "dedicated consultant" model, 
assigning one "liaison" to each synagogue; these "liaisons" consulted to the synagogues on a very part-time 
(and sometimes sporadic) basis while maintaining other full-time professional positions. However, 
Synagogue 2000 changed its consulting model in its second year by hiring two "change-agent advisors" who 
work at the umbrella change project level as full-time professional staff for Synagogue 2000. Most of the 
change initiatives that do provide consulting support to synagogues only have one consultant for all of the 
participating synagogues; this one consultant is usually the coordinator and 'umbrella change project leader' as 
well (e.g. Cooperating Schools Network, Designated School Program, Orthodox Caucus' LEAD Rabbinic 
Fellowship Program, Synagogue Initiative Program). While some change initiatives facilitate ongoing change
process meetings with each synagogue, other change initiatives provide consulting advice to synagogues on an 
as-needed per-request basis. 

Although many synagogue change projects' leaders use similar tenninology and "organizational 
change process jargon", the terms they use do not always refer to the same things. For example, different 
change project leaders use the terms "team" and "vision" very differently. While some people use the term 
"team" to refer to collaborative efforts between different agencies and movement-affiliated organizations in the 
community (e.g. Boston's change initiatives), other people use the term "team" to refer to collaborative efforts 
between lay leaders and professionals within each synagogue (e.g. ECE and PSC). While some people use the 
term "vision., to refer to the synagogue's mission statement (e.g. McKinsey), others use the term "vision" to 
refer to the umbrella project's guiding philosophy (e.g. Synagogue 2000), and others use the term "vision" to 
refer to one single lens or "value of spiritual peoplehood" that guides the educational curriculum (e.g. 
Cooperating Schools Network). 

When the synagogue change project leaders22 were asked to share their hunches regarding factors 
linked to success, they expressed very different opinions about the role of the rabbi in the change process; 
while some interview subjects claimed that the rabbi's active involvement in the change process is unnecessary, 
others claimed that the rabbi's active support and advocacy of the change initiative is crucial to its success. 
The interview subjects also expressed very different conceptions about the 'ideal' leadership type that is most 
conducive to successful synagogue change processes; while some initiatives' coordinators felt that synagogues 
with dynamic and "charismatic" leaders (rabbis and other professional and lay leaders in the synagogue) were 
more likely to be successful, other change projects' coordinators felt that synagogues with "democratic" leaders 
who embodied a philosophy of "shared leadership" were more likely to be successful in their change 
initiatives. 

Commonalities Across Svnagogue Change Initiatives 
Despite these differences, the various synagogue change projects do have much in common. Most 

initiatives provide some overall 'umbrella vision' and process guidelines while also providing opportunities for 
each participating synagogue to ind ividualize and adapt the vision and process to their context. In addition, 
most change initiatives aim to have an impact on individuals and the local community, as well as on the 
synagogue as an institution. 

Many initiatives involve collaborat ions between multiple organizations, aside from the synagogue and 
the sponsoring agency of the change project. For example, the Boston Commission on Jewish Continuity's 
change initiatives involve collaborations between the Federation, Boston Hebrew College, the Bureau of 

20 12 of the synagogue change ini.tiatives deal with me synagogue as a whole, 4 of the initiatives focus on the synagogue school. and 4 
of the initiatives deal with both the synagogue and the school. Refer to Map Grid #SA in the appendix. 
21 Each ECE advisor spends 20 days per year assisting his/her synagogue's ECE leadership team and task force. 
22 from the 14 umbrella synagogue change projects and the 2 individual synagogues involved in self-initiated planned change projects 
for which we conducted in-depth interviews and for which we have more detailed write-ups 
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Jewish Education, the Synagogue Council of Massachusetts, the regional youth movements, and other Jewish 
communal organizations. 

While the details of the change process vary from one project to the next, there were some steps that 
were incorporated into most of the initiatives' envisioned change processes, such as needs assessment, 
visioning, and program implementation. In addition, many change initiatives' process guidelines utilize similar 
terminology and 'buzz words', such as "community conversations", "visioning", "teamwork", and "low-hanging 
fruit". 

Another similarity between change projects is that for many umbrella change project leaders, certain 
"means" of ithe change process are also considered "ends" in and of themselves. For example, many initiatives 
encourage or even require lay/professional teamwork as part of the change process.; while lay/professional 
teamwork or collaboration is often assumed to be linked to the successful implementation of synagogue change 
initiatives, iit is also considered to be a positive end in and of itself. Similarly, many of projects' leaders 
consider the change process itself to be an indicator of "success"; in other words, being involved in a change 
process itself is often considered to be an "ends" as well as a "means to an end". 

One commonality across synagogue change initiatives that was particularly impressive was the extent 
to which the umbrella project leaders referred to each others' initiatives. Many of the newer change projects' 
leaders consulted with leaders of projects that have been in existence for awhile to get advice and suggestions 
about the change process. Even seasoned change project leaders seemed to get input from others about 
synagogue change. Cross-fertilization of ideas between initiatives seems to be de rigeur among professionals 
involved in synagogue change. 

Summary of "Hunches" 
The leaders of the synagogue change initiatives who were interviewed in Phase I of this study eagerly 

shared theili "hunches" about factors linked to successful synagogue change. There was more general 
agreement on the characteristics of the synagogues than on the characteristics of the change process that are 
most conducive to successful synagogue change. The most frequently cited characteristics of synagogues that 
were presumed to be linked to success were the following: 

• leadership traits and characteristics (including professional staff with outstanding capabilities, a rabbi 
who is re flective and willing to take risks, and committed lay leaders with expertise in areas that are useful 
to the change process) 
• widespread professional and lay leadership support for the change initiative23 

• an organizational culture and mindset that supports change 
• resources (financial and personnel) 
• positive lay/professional relations 

The most frequently cited characteristics of the change process that were presumed to be linked to 
success were the fo llowing: 

• teamwork: opportunities for lay leaders and professional to work together as a team 
• consultation: an ongoing consulting structure with high1y skilled outside consultants 
• vision: a clear purpose and guiding principles for the initiative 
• Jewish content: infused with Jewish ideas and subject matter 
• adaptability: allowing for adaptation of the initiative to each synagogue's particular context 

While the synagogue change initiative leaders did agree on many of their "hunches" and assumptions 
about factors linked to successful synagogue change, there were some areas of disagreement as well. In 
particular, the 'umbrella' project leaders disagreed on the following issues: 

• What is the 'ideal rabbinical leadership-type' that is most conducive to successful synagogue change 
initiatives? Is it better to have a rabbi who exhibits a dynamic and charismatic leadership style or one who 
exhibits a democratic, "shared leadership" style? 
• To what extent does the synagogue's vision need to be clearly articulated in order for synagogue change 
initiatives to be most successful? 

23 In my own research about the institutionalization of Jewish Family Education in synagogues. I found that it was more important to 
have the suppon oflay people and professionals with high informal status in the synagogue's informal organizational networks than the 
support of people in positions of formal authority (such as board memlbers or committee chairpeople) (Malik. 1997). 
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• What are the organizational characteristics that are most conducive to successful synagogue change? Is it 
necessary for synagogues to be 'business-like' or is it preferable for synagogues not to be 'corporate'? 
• What is the ideal scope of the change process? Is it preferable for the initiative to focus on the institution 
as a whole or to focus on one aspect of the synagogue (or school) at a time? 
• Is it necessary for 'change managers' to be 'on-site' at synagogues for the initiative to be successful? 
• What is the ideal consulting model that should be used by the change agent:? Is a "dedicated consultant" 
model preferable to other models? 
• How important is it for the change process to incorporate "inspirational" experiences for its participants 
(in the form of retreats, participatory prayer services, text-study, etc.)? 

With all of these 'areas of disagreement', the overall concerns are: What is most conducive to 
successful synagogue change? Even if a factor is conducive to success, is it necessarv? We had planned to 
focus on some of these 'areas of disagreement' in the synagogue-level phase of this study. Perhaps other 
researchers will pick up where we left off and address some of these very critical issues. 

Suggestions for Future Research 
Since the original intention of this, study was to conduct fieldwork following the "mapping" phase, we 

clearly advocate a synagogue-level follow-up to this study. The following is a suggested research design for 
such a fo llow-up study, based on several teleconferences, a meeting of the Synagogue Change Research 
Leadership Team, and input from the Research Advisory Committee. 

Defining synagogues as the unit of analysis, we propose a multiple case-study design (Yin, 1989), 
incorporating qualitative methods such as interviews and focus groups. Such a study should aim to describe 
the various definitions of success used within synagogues, the ways in which actual implementation of the 
change process in synagogues matches up to the envisioned process, and the ways in which the change project 
has had an impact on individual synagogues and congregants. Ultimately, researchers should attempt to 
identify those characteristics of synagogues and of change processes that are linked to successful synagogue 
change, based on the change projects' and synagogues' own definitions of "success". We suggest focusing on a 
few factors that are potentially linked to success, such as those 'areas of disagreement' that were identified by 
interviewing the umbrella-project leaders in the "mapping" phase of the study (see previous section on 
"hunches"). While the "mapping" phase of the study provided breadth to our understanding of synagogue 
change initiatives, a synagogue-level phase should attempt to contribute depth to our understanding. By 
focusing on fewer synagogues in more depth, we would be able to provide a rich accounting of the specifics of 
the change process. 

After much discussion, we decided that site-selection should not be guided by the strategies of "ideal
bellwether-case selection" or "extreme-case selection" (Goetz & LeCompte, 1984; Merriam, 1998). Some of 
the reasons for rejecting the idea of selecting all "successful" synagogues include the fact that you need 
"unsuccessful" as well as "successful" synagogues in order to understand which factors are linked to success 
and that there may not be any cases of "success" yet (since some synagogues may be at too early a stage in the 
change process). One of the reasons for rejecting the idea of even using "success" as a primary site-selection 
criterion is the potential bias involved in asking umbrella change project leaders to identify "successful" and 
"unsuccessful" synagogues (due to the blurring of lines between definitions of success and factors rinked to 
success). Another reason for rejecting the idea is the political issue involved in asking umbrella change project 
leaders to identify "unsuccessful" synagogues. In addition, there is a conceptual difficulty in using "success" 
as a site-selection criterion since "success" is a contested tenn; there are multiple notions and definitions of 
success even within one synagogue. 

Rather than using "success" as a site-selection criterion, we recommend using one of the typologies of 
synagogue change initiatives from the "mapping" phase as the primary basis for site-selection. lo selecting 
synagogues for case studies, researchers should start at the level of the synagogue change project. In 
particular, we recommend using the "points-of-entry of synagogue change projects" typology outlined in Map 
Grids #SA and #SB (in the appendix): 

I) Leadership: training a cadre of leaders to change the synagogue's organizational culture 
2) Strategies: emphasis on strategic planning and planning process 
3) Funding: providing financiaJ resources for planning, programming, staff, etc. 
4) Programming: training people to do specific types of programs (such as Jewish Family Education 
programs) or providing specific types of programs (such as interactive prayer services) 

Within each of these categories, researchers should select at least one synagogue change initiative. For 
example, one could select Synagogue 2000 and/or ECE as initiatives whose primary focus is "leadership", the 
McKinsey Project as an initiative whose primary focus in "strategies", the Koret Synagogue Initiative as an 
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initiative whose primary focus is "funding", and the Cooperating Schools Network as an initiative whose 
primary focus is "programming". Within each of these change initiatives, we recommend selecting at least 2 
synagogues. In the overall 'batch' of 8-10 synagogues selected, we should attempt to select synagogues of 
different sjjzes, movement affiliations, and geographical regions to ensure diversity on some key 
characteristics. These selections could be made from the pool of "vatikim" synagogues that have been 
participating in each of the selected synagogue change initiatives for at least a few years, using an algorithm 
like the "greedy search algorithm" (Wyner, 1998). Before finalizing the list of selected sites, researchers 
should get a sense from the umbrella change project leaders about their perceptions of the levels of "success" 
of the synagogues that were selected using the greedy search algorithm ( on the variables "size", "movement" 
and "geographical region"); this is just to ensure that the researchers have not mistakenly selected all 
"successful" or all "unsuccessful" synagogues (at least according to the definitions of the umbrella change 
project leaders). It is hoped that the cases selected will be of varying levels of "success". Because this is a 
multiple case-study design, the logic is one of "replication logic" rather than " statistical sampling logic". The 
cases should produce contrary results for theoretical reasons, in line with the logic of "theoretical replication" 
(Yin, 1989). 

In the field, the primary sources of data should be observations and interviews at each of the selected 
synagogues. Key informants include the rabbi, educator/principal, cantor, executive director and other 
synagogue staff, board members and other Jay leaders, any outside liaisons or consultants involved in the 
change process, lay leaders involved in the change process, and other congregants. For the interviews, rather 
than using a "survey in interview format", researchers should use a "site-visit guide". This guide should feature 
a checklist that focuses on a few key factors (such as those derived from the "mapping" phase of the study), but 
the interviewers should go into the field with an open mind. Observations should include informal "cruises" 
(Dwyer, Lee, Barnett, Filby, & Rowan, 1985) of the synagogue and synagogue school, as well as observations 
of board meetings and meetings that are specifically related to the change process. We recommend analyzing 
the data using an iterative process of data reduction, data display, and conclusion-drawing and verification. It 
should be an embedded analysis, in which each case is analyzed for its particular dynamics and then followed 
up by a cross-case analysis using qualitative analysis tools such as matrices (Miles & Huberman, 1994). 

For More Information 
More detailed descriptions of most of the synagogue change initiatives24 listed in this report are avai !able in a 
longer publication that is available at the Mandel Foundation ("Synagogue Change In America: A Map of 
Synagogue Change Projects Around the Country (Long Versiont). You can order this publication by calling 
the Mandel Foundation at (212) 532-2360. Included in the " Long Version" are the names and phone numbers 
of key contact people for each synagogue change initiative. 

24 There are more detailed 'map summary write-ups' of the following 14 umbrella synagogue change projects: Boston's Change 
Initiatives (Sh'arim, Me'ah, and Youth Educator lnitiative), the Cooperating Schools Network (CSN), the Designated Schools Program 
(DSP), the Experiment in Congregational Education (ECE), Friday Night Alive. the Grants Program of the UJA-Federation Continuity 
Commission of NY, the Koret Synagogue Initiative (KSI), McKinsey/UJA-Federation of NY Strategic Planning Workshops for 
Synagogues, Orthodox Caucus: LEAD Rabbinic Fellowship Program, Panners for Synagogue Change (PSC), Synagogue 2000, 
Synagogue Initiative Program (SlP), Synagogue Leadership Initiative, and the Whizin Institute. There are also detailed 'map summary 
write-ups' for each of the following individual synagogues that embarked on their own planned change initiatives: Beth Am Israel and 
Chizuk Amuno. 
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APPENDIX 



MAPGRID#l 

NUMBER OF SYNAGOG UES IN EACH CHANGE PROJECT 

Vers ion 1/7/99 

N \ \II OI C'II \ '\!,I l'HO II< I NI \1111 II OI S\ '\ \(,0<,I I, 

Boslon Chnngc lnilinlivcs: Sh'arim, Me'ah, 
and YEI 28 (~ IJ Sh'nrim + 22 IMe'nh + 12 VEI - duplicates) 
Campaign Shabbat \ntomplctc dnta 
Carlcbach Synagogue: expansion initintive incomplete dnta 
Coo11cra1ing Schools Network (CSN) 2 1 
Designated Schools Program (DSP) 7 
Experiment in Congrcgnlional Ed11cot1on 
(ECE) 14 
l·ndny Night Ahve 6 In nrsl cadre(+ 12 planned for98/99) 

22 (+ J clc11omi11ational synagogue project grnnls + I collnbornlive 
Grnnls Program - NY UJA Fed l11ler-sy11ngoguc grnnt) 
Initiative in Congrcgationol Education inlli11tive Just beginning in I 998/1999 
(Grenier Washington) 
Koret Synagogue Initiative (KSI) 8 

LA Council on Jewish Life Synagogue Grnnt 50 synagogue grnnt rcci11ienls 1991-1997 (t1ot including grnnts for 
Program collaborative Initiatives) 
Mashkon: Blueprint to Transfonn 
Congregntionnl Education 25 
(Grenter Washington) 
McKinsey/UJA Fed. (NY) 25 
Nn1ional Jewish Outreach Program: Outreach 
Directors in Or1hoclox Synagogues incomplete tlnln 

Orthodox Cnucus LEAD Rabbinic Fellowship 
Progrnm 15 

Par1ncrs for Synngogue Change (PSC) 4 

Synagogue 2000 16 in first cadre(+ 6 plRnncd in Washington, DC for 98/99) 

Synagogue Initiative Program (SIP) 2 
Synngogue Leadership Initiative (SLI) 44 Al kick-off event 

Whizin lnslilute for Jewish Family Life incomplete data 
To-tnl II (for 15 projccCs for which we have 259 (= 287-dnplicatcs & triplicates) 
synagogue data) 

II 



MAPGRJD#2 

SPONSORING AGENCIES OF SYNAGOGUE CHANGE PROJECTS 

Version 1/7/99 

l\l>I\ IUI .\I. 
NATIONAL ORGANIZATION REGIONAL ORGANIZATION S\ :\.\(;O(;I I•: 

Movement, 
Movement-Affilintcd Ccnlrnl [:ducntion Federation or Continuity Movement, Other 

Independent College or other Org. Agency Commission Foundnlion Movement-Affiliated 
Organization 

0 Synagogue 0 Cnmpnign 0 DSP 0 Prlclay Night Alive 0 Korct (KSI) 0 Partners f'or □ McKinscy/ □ (Beth /\ 111 
2000 Shabbal (Philadclphin) (Philadelphia) (Sf. Bay Synagogue UJA (NY) Israel) 

D Whizin (Conscrv.) 0 Masl1ko11 0 Grants Program-UJA- Arca) Change - (PSC) 0 (Chizuk 
0 Carlebach (Wnshington) Federation (NY) [NY] Amuno) 

Synagogue 0 Synagogue 0 Initiative in □ Others ..... . 
expansion lnitin1ive Congregational 
initiative Progrnm (Sil') Education (Washington) 

0 CSN (Rccon.) (I-fart ford, CT) 0 LA Council on Jewish 
□ GCG (Reform) Life Synagogue Grant 
□ National Jewish Program 

Outreach □ McKinsey/UJA (NY) 
Program 0 Me'ah, Sh'arim nnd YEI 

□ Orthodox (Boston) 
Cnucus LE/\D 0 Synagogue Leadership 
Rabbinic 
f:cllowship 

Initiative (SLI) (NJ) 

Program 
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MAP GRID#3 

MOVEMENT AFFILIATION OF SYNAGOGUES INVOLVED IN EACH CHANGE PROJECT 

Version 1/7/99 

Olt 11 IOIJOX ( O\St-:lt\ ,\ 11\ E IU.Hllt\l HU O\S I It!< I IO:'\IS I' I It ,,s,n::--;cn11,A I ro;-.;,,1. 

Boston Change Initiatives X X X 
Campaign Shabbat X 
Carlebach Synagogue: expansion initiative X 
Cooperating Schools Network (CSN) X 
Desi_gnatcd Schools Program (DSP) X X X X 
Experiment in Congrcgacional Educauon 
(EGE) X 
Friday Night Alive X X X X 
Grants Program - NY UJA Fed. X X X X X 
Initiative in Congregational Education X X X X 
(Greater Washington) 
LA Council on Jewis11 Life Synagogue X X X X X 
Grant Program 
Mnshkon: Blueprint to Transform 

I 

X X X X 
Congregational Education 
(Greater Washington) 
McKmscy/UJA Fed. (NY) X X X X X 
National Jewish Outrcnclh Program: X 
Outreach Directors in Orthodox 
Synagogues 
OrthocJox Caucus LEAD Rabbinic 
Fellowship Program X 
Partners for Synagogue Ct1ange (PSC) X 
Synagogue 2000 X X X 
Synagogue Initiative Program (SIP) X X X 
Synagogue Leadership l1111tmt1ve {SLI) X X X X X 
Whizin X X X X 

13 



MAPGRID#4 

"TOPICS/AREAS OF FOCUS" OF SYNAGOGUE CHANGE PROJECTS 

Version 1/11/99 

Boston Change lnitintivcs 
Campaign Shabbat 
Corlebach Synngogue expnnsion initiative 
Coopcrnting Schools Network (CSN) 
ll>esignnted Schools rrogrnm (DSP) 
Experiment in Congrcgntionnl Eclucnlion 
(ECE) 
Frldny Night Alive 
Grants Program - NV UJA Feel 
Initiative in Congrccntionnl Education 
(Grenier Washington) 
Korct Syrmgogue Initiative (KSI) 
LA Co1111C1I on Jewls I Lire Synngogue 
Grunt Program 
Mnshkon: DlueprinC to Trnnsform 
Congregational Education 
(Greater Wnshlngton) 
l\<kKinsey/U.fA r ed. (NY) 
Nat onnl Jewish Outrcnch Program: 
Ou1rcnch Directors In Or1hodox 
Synagogues 
Orthodox Caucus LEAD llnbblnlc 
1'1ellowshlp Program 
Partners for Synagogue Change (PSC) 
Synngogue 2000 
·ynagogue Initiative Program ( IP) 

Synagogue Leadership Initiative ( I) 
Whizin 

l'niycr Organizational Other Focus varies 
Etl11c:1lio11 Services lfc:iling Ambiance Sodal Action Dynamics .._\ii by synagogue 

Systemic Issues 
X 
X X 

X 
X X 
X X 

X 
X 

X 
X X 

X 
X 

X X 

X 
X 

X 

X 
Not Vet X X X Not Vet X 

X X 
X 
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MAPGRID #SA 

"POINTS OF ENTRY" FOR SYNAGOGUE CHANGE PROJECTS 

Version 1/7/99 ~: lrnlnl111! a Str,1h'oi1.·1-: Pl.rn11i11J:! l'tnrr,~ ~: prmitlilll! ~ trai11inl! people to iln 

c:utrc nrlra,ll•rs to ,·halll!C fi11n11l'inl , ,.,o,ir,·,•s for S(ll'l'ilk tJ 1n·s nl (ll"lll!nllllS or (lrtl\'itllng 

the Of"I!, rull11rc pl111111it11!, progrn111111i11g, spl'rilir tJ prs or prni:1 ams 
,,arr. l'lc. 

S}'.n11gogue School S}'.n11goguc School S}'.nngogue School S}'.nngngue School 

Oosloil Chirngc lnitintivcs: Sh'nrirn, X X 
Mc'nh, YEI X X Sh'nrlm Sh'arlm X X 
Campnign Shnbbnl X 
Carlcb11ch Synngog11c: expansion X 
inillntive 
Coopcrnrlng Schools Network X 
{CSN) 
Dcsignntctl School Program (DSP) X 

Experiment in Congrcgntionnl 
Education (ECE) X X X X 
Frid11y Night Alive X 
G rnnts Prog. - NY U,JA Federation X 
l nilintivc in Congrcgntionnl X 
Education (Gre11ter W11shington) 
Koret Synagogue lnilinllve (KSI) X X 
IL/\ Council on Jewish Life 
Synagogue Grant Program X 
Mnshkon: Blucprin1t to Trnnsform 
Co11grcg11tional Edu,cation X X 
(Greater Washington) 
McKinsey/UJA Fed. (NY) X 

Nntlonal Jewish Outrench Program: X X 
Outreach Directors In Orthodox 
Synngogucs nnd Sha bbnt Across 
Americn 
Orthodox Ca ucus LEAD Rabbinic 
Fellowship Program X 
PRrlners for Synagogue Change 
(PSC) X 
Synngogue 2000 X X 
Syn. lnllintivc Program (SIP) X X 
Syn. Lcndcr~hlp Initiative (SLI) X 
Whlzin X X X X 
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MAP GRID #SB 

PRIMARY "POINTS OF ENTRY" FOR SYNAGOGUE CHANGE PROJECTS 

Version 1/7/99 

PRJMARY "POJNT 
OF ENTRY" 

SECONDARY 
"POINT OF ENTRY" 

~ prmldilll! ~: traininl! 
~: 11 nininl! n linandal n·smirrrs for Jll'OJll(• to do spccilir t) prs of 
r:11ln· nl"h-:11k1, lo d11111J!c ~ l'lnmlinl! planninf.!, prof.!r:1111111i11g, prnJ!r:1111s or prm itlinl! 
thr l>rf.!. cull nrr 1'1 nn·ss slal f, rtr. sprri Ii r ti prs of proi:ra III s 
□ ECEl 
□ Orthodox Caucus 

LEAD 
D PSC 
0 Synagogue 2000 
0 Synagogue Leadership 

lnltillllvc 
(SLI) 

Boston Change 
rnitiatives: Sh'ari111, 
Me'ah,& YEI 

0 Mashkon (Washington) 
0 Whizin 

□ Designated School 
Program (DSP) 

□ McKinsey/UJA 
□ SIP 

ECE 

16 

□ Boston: Sh'arim 
0 Grants Program of NY 

UJA-l'edcrntion 
0 Initiative in 

Congregational 
Education (Washington) 

□ Korct Synagogue 
Initiative (KSI) 

D LA Council on Jewish 
Life Synagogue 
Grant Progrnm 

D Mnshl<on (Washington) 
□ Natio1111I Jewish 

Outreach Program: 
Oulrench Directors in 
Orthodox Synagogues 

D Boston Change 
Initiatives: Sh'arim, 
Mc'ah, & Vcl 

□ Campaign Shabbat 
D Carlebach Synagogue: 

expansion initiative 
D Cooperating Schools 

Network (CSN) 
D Friday Night Alive 
D National Jewish 

Outreach Progrmn: 
Shnbbat Across 
America 

0 Whizin 

Korct Synagogue 
Initiative (KSI) 

D Synagogue 2000 
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I I ___ , _ • _ L __ 
Ch•J1.1:...!?i~bullon of Svn•~ue Ch•noo lm!r.itlvu bv Geootaphlcal Location and Movement (fOl_rl 20 ln;H>tl7) 

GEOGRAPHICAL LOCATION I MOVEMlNT 

SYNAGOGUE CHANGE PROJECT East /West /Mld-Wesl South hnttrn atlona1 Trans-~lonal 0.thodox Conservative Reform Reconsructionist Unaffiliated Trans-Oenomlnattonal 

I I I 
Chart 3: Distribution of Svna"-Ue Chanoe lniti,atfves bv GeOQraohlcal locatloo and MO'tement (fOf all 20 initlat'Wes) 

GEOGRAPHlCJ\L L • A Tl()N MOVEMENT 
SYNAGOGUE CHANGE PROJECT E,st West Mid-WesL South fntNMllonal Trans•t'lJllonal Orthodox Conservative Ref04'm ReconsructlonJrt Unaffllla1od Trans-0enorn~atk>tlal 

Bost.on's chanae lnltlatlve•s t00.0096 0.00K 0.00" O.OO'K O.OOK O.OOK O.OO'K 44.00K 48.00'K O.OO'K 8.~ tOO.OO'K 

Cam="'n Shabbn no data no data no cbta nod.au nodl'la 100.00'K O.OOK 100.00'K O.OOK 0.00'K o.~ O.OOK 

Ca,leb1c.h Svnantv1ue: etcan.sion no data no data no d,to no data nodna 100.00K 100.00K O.OO'K O.OOK O.OO'K O.OO'K- 0,00'K 

C,.,,,.1atlng Schools Network 42.86K 19.0SK ZJ-,81K 9.S2K 4.76K 100.00K O.OOK O.O'O'K O.OOK 100.00K O.OOK O.OOK 

Oesklnated Schools P!Mram 100.00'6 0.001' 0.00" 0.00¾ 0.0~ 0.00" O.OO'K 57.14K 28.57K 14.29K O.OOK, 100.00K 

ECE Z8.S7K Z8.S7K 28.57K 14.29K 0.00'6 100.00K O.OO'K 0.00t4 100.00K O.OOK O.OOK 0.001' 

Fridav Nlahl Alive-first cadte 100.00K O.OOK O.OOK C).OQK 0.00'6 O.OO'K O.OOK 83.33K 0.001' 16.67K O.OOK, 100.00K 

Grants Prontam~NY Fed 100.00K O.OOK MOK O.OOK O.OOK 0.001' Z2.73K 36.369' 1J.6◄K 13.64K 13.64K, 100.001' 

Initiative In Coonreaatronal Education 100.0096 O.OO'K 0.001' 0.001' 0,001' O.OOK no d1ta nodal• nodal■ no dat a no data 100.00~ 

Koret Synanoaue Initiative O.OOK 100.00K C).001' O.OOK O.OOK O.OOK 0.001' 37.SOK 6Z.SOK O.OO'K o.oo,i 100.00K 

lA Counca Jewf•h Ufo Svn. Granl5 O.OOK 100.00'K 0.001' 0.00K 0.0016 0.001' 22.00H 30,009' 36.00K 6.00K 6.00K 100.00K 

Mashkon 100,009' O.OOK 0.001' 0.OO'K O.OOK li:00,. OOOK 48.009' JZ.001' 12.00K 8.0011, 100.00K 

McKln~v/UJA 100.00K O.OOK O.OOK 0.0011, 0.001' O.OOK 20.00K ◄ 4.009' 16,001' 12.00% 8.00K 100.001' 

National Jewish Outreach P1ooram oo data no data nod>ta noa.11 no data 100.00K 100.001' 0.009' 0.001' O.o<N 0.0011, O.OOK 

Orthodo• Ca1.1cus 100.009' 6.671' IJ..331' 0.001' 13.JJK 100.00K 100.001' 0.009' 0.OOK 0.001' o.oo,i. 0.001' 

Pa11nus for SvnamVTiut Chanae 56.ZSK O.OOK O.OO'K - 0.00~ 0.001' 0.00K O.OOK 0.009' 100.00K O.OO'K O.OOllo O.OOK 

Ssna=ut 2000-flrsl c•d•• 100.0QK ZS.OOH 18.75K 0.00K o.ooi 100,00'K 0OOK 50,009' 50.00K O.OOK O.OOllo 100.00'K 

Svnaooaue lnltiative P,ooram 100.00K 0.001' C),001' 0.OOK 0001' O.OOK 0.OOK 50.00t4 SO.OOH 0.0<»\ 0.0011, 100.001' 

Synanoaue Leadershln ln/ti1llv11 O.OOK O.OOK O.OO'K O.OO!i 0.0014 -- 0.00K 2 1.9S1' 51.22K 21.9S1' 2.44K 2.◄◄llo IOQ~ 
Whlzln Institute no data no data nocbtl nodala no dali 100.00K no data no data nodat1 no data no data 100.001' 

K of chanae profeclS 
w11t1 !!'l'nioooue1 all In o~• c11e0

- 50.0QK 10.00K O.OOK O.OOK 0.001' 40.00K 15.00K S.OOK 10.001' 5.001' O.OOllo 65.001' 
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DYNAMIC MODEL OF SYNAGOGUE CHANGE 
based on Synagogue Change Leadership Team Meeting 8/4/98 (revised: 10/98) 

Organizational Culture 

Vision 
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Title of Synagogue Change Project: Beth Arn Israel: The Design Project-Designing an Education System for 
Inter-Generational Neshamot 

Sponsoring Agency: individual synagogue: Beth Am Israel-Penn Valley, PA (Conservative) 

Funding Sources: Grant from the Jewish Federation of Greater Philadelphia's Continuity Commission 

Summary of Change Initiative: 
In the summer of 1993, Rabbi Marc Margolius challenged Cyd Weissman (the educational director) to either 
create a better "failed model" of supplementary education or to create a new model altogether. The model that 
Cyd and Rabbi Margolius developed was partially inspired by the book,. A Congregation of Learners (Aron, Lee, 
and Rossel) and by Jonathan Woocher's article on Jewish identity which expressed the idea that identity is formed 
by being within a community of practice and value. The Design Project's vision is of a "community of 
engagement" . Originally, the vision was of a "community of learners" (a term borrowed from ECE, the 
Experiment in Congregational Education); the language of the change project was changed because some 
congregants felt belittled by the tenn, in light of the synagogue's history of commitment to Torah, Avodah and 
Gemilut Chassadim. The vision is that all members will be engaged by the synagogue's challenge to take seriously 
their Jewish involvement and communal responsibilities. The synagogue expects and enjoys a remarkably high 
level of congregant involvement in all aspects of synagogue life, from delivering meals to the homeless to 
delivering divrei Torah. In striving to become a "community of engagement", Beth Am Israel blends respect for 
tradition with openness to innovative fonns of Jewish expression. It provides an alternative model for 
supplementary school education that actively aims to get families engaged in Jewish living and learning. 

Objectives of The Design Project at Beth Am Israel include: to get people engaged in Jewish living and learning 
through "personal meaning-making", to facilitate congregants' viewing Shabbat as the center of that engagement, 
to create a "community of practice" as a context for the school and the synagogue's other educational :activities, to 
design an alternative educational model that will sustain and deepen congregants' Jewish identity, to strengthen 
community and identity so that congregants view Jewish tradition as a source of strength and comfort and as "a 
way and a place" to celebrate life and to live out "the rhythm of life" in a meaningful way, and to build a religious, 
moral, learning, and socially responsible community which asks for and expects the engagement of its members. 
Specific operational goals of The Design Project include: to increase synagogue attendance at Shabbat morning 
services, religious festivals, and synagogue classes by 50%; to increase involvement in other synagogue activities 
by 15%; to increase family practice (e.g. Shabbat rituals, independent study, increased interest in Jewish social 
groups, increased integration of Torah principles into family and social discourse) by 45%; to increase adult 
participation by 50% (e.g. participation in Shabbat rituals and activities); and to improve the "Jewish self-image" 
of children and adults by 10% (i.e. defining one's self-image primarily through a Jewish frame of reference, 
making a more conscious use of a Jewish cultural and religious framework for decision-making and problem 
solving). 

After articulating their vision and expectations, the synagogue professionals in partnership with the education 
committee implemented a host of new educational programs in 1994. The core educational program occurs on 
Shabbat and is, in fact, interwoven with the Shabbat morning service. Children in first grade and up have the 
option to participate in the Beil Midrash in lieu of Bet Sefer. Beil Midrash was not intended to be a traditional 
Hebrew School model. It is the synagogue professionals' expectation that the Beil Midrash is a place where adults 
go on journeys with their children. Furthermore, the Design Project envisions the synagogue as a community. Beil 
Midrash students come to the synagogue for classes on Thursday afternoons; they also come with their families on 
Shabbat morning and break away into their own classes during the Shabbat service. Additional Beit Midrash 
programming includes Shabbat lunches, continued study in the Shabbat Academy (9- ]0 a.m.), services (11 a.m.-
12:30 p.m.),, minyanim with children (11 am.-12 p.m.), story reading and help in the classroom (10 am.-1 1 a .m .). 
Students are expected to continue this study through the 12th grade. The rabbi and education director deliberately 
changed the language of the BAI community because of their belief that language impacts people's atti,tudes. Since 
"Hebrew School" conjures up a negative image for most people, Shabbat educational programming is called Beil 
Midrash and SW1day educational programming is called Beit Se/er. 
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Title of Synagogue Change Project: Boston's Commission on Jewish Continuity: Sh'arim, Me'ah, and the 
Youth Educator Initiative (YEI) 

Sponsoring Agencv: Boston's Conunission on Jewish Continuity (COJC): a joint project of Combined Jewish 
Philanthropies (federation) and its agencies (including the Bureau of Jewish Education), the Union of American 
Hebrew Congregations, the United Synagogue of Conservative Judaism, the Council of Orthodox Synagogues, 
and the Synagogue Council of Massachusetts. 

Funding Sources: Sh'arim: COJC; Me'ah: grants from CJP Donor-Advised Funds and the Righteous Persons 
Foundation; YEI: COJC grants made available through Combined Jewish Philanthropies Endowment funds. 

Summary of Change Initiative: Boston's Commission on Jewish Continuity, which was formed in I 989, 
sponsors and coordinates three educational initiatives: Sh'arim, Me'ah, and the Youth Educator Initiative (YEI). 
Together, all 3 initiatives aim to ensure a strong future for the Boston Jewish community by fostering positive 
change in Jewish institutions and individuals through the route of Jewish education. There are 28 Conservative 
and Reform synagogues participating in one or more of these initiatives. While Sh'arim and Me'ah's participating 
sites include other Jewish organizations in addition to synagogues, YEf s sites are all synagogues. 

•Sh'arim provides funding to 13 synagogues (and 3 other institutions) to enable them to hire part-time or full
time professional Jewish family educators. For the first three years of each institution's grant, Sh'arim funds 
50% of the family educator's salary; in the fourth year and beyond, Sh'arim matches 25-40% of the institution's 
contributions to the family educator's salary. In addition to ·funding salaries, Sh'arim also provides two years of 
training at Boston Hebrew College for each family educator and facilitates ongoing networking opportunities for 
Boston's family educators via the BJE's Family Educator Network. Through its funding and leadership 
development strategies, Sh'arim aims to transform institutions (primarily synagogues) by enabling them to hire 
professionally trained family educators; it also aims to transform Jewish families and to build the profession of 
Jewish family education. Implementation of Sh'arim began in 1993. 

•Me'ah, a cooperative venture between Boston Hebrew College and the COJC, is an intensive high-quality 
program ofJewish study which provides 100 hours ofleaming over the course of two years to each participating 
adult. Me 'ah furnishes adults with a framework for ongoing study of Jewish texts, philosophy, and history, 
based on the belief that Jewish learning can have an impact on individuals, institutions (including synagogues) 
and the community. There are currently 17 Me'ah sites, representing 28 institutions (including 22 synagogues). 
Me'ah aims to change the culture of the Boston Jewish community by increasing the status of Jewish education 
and the personal meaning of Jewish learning for leaders in Jewish institutions (including synagogues) throughout 
the Boston area. Its objectives include increasing Jewish literacy of Jewish adults, building a community of 
active Jewish learners in the Boston area, and transforming Jewish institutions {including synagogues) by 
involving Me'ah participants and graduates as role models and leaders among their membership. 
Implementation of Me'ah began in 1994. 

•The Youth Educator Initiative (YEI) consists of professional development for youth educators, consultation to 
youth educators , community team events for people who work with teenagers, and funding to synagogues for the 
improvement: of youth programming, organizational development in the area of youth education, and professional 
development for youth educators. With guidance from the BJE and the Synagogue Council of Massachusetts, 
teams of lay and professional leaders at each of the 12 YEI synagogues work together to develop and implement a 
comprehensive vision of the ideal youth community for that synagogue that integrates formal studies, youth group 
activities, Jewish camping, and the Israel experience. YEI's objectives include enhancing the profession of youth 
educator and the field of Jewish youth work, upgrading the Judaic content of programs for teens and pre~teens, 
enhancing the Boston Jewish community's impact on its youth, transforming synagogues into places where there is 
integration between formal and informal educational opportunities for teens and pre~teens, and developing and 
strengthening the institutional structures that design, oversee and implement Jewish youth programs. YEI was 
initially piloted in 1994; it became a'fully developed initiative in 1996. 
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Title of Svnagogue Change Project: Campaign Shabbat 

Sponsoring Agency: Committee for Commitment and Observance (Rabbinical Assembly and United Synagogue) 

Funding Sources: Rabbinical Assembly and United Synagogue 

Summary of Change Initiative: 
Campaign Shabbat was initiated by the Committee for Commitment and Observance, a collaborative effort of the 
Rabbinical Assembly and the United Synagogue of Conservative Judaism. The overall objective of Campaign 
Shabbat is to challenge synagogue congregants to explore Shabbat and to give them the tools to learn about 
Shabbat and its observance. Some of the slogans that have been used for Campaign Shabbat include "Shabbat: 
Experience the Joy" and "Shabbat: A Rest for the Day of Your Life". It is an inreach program for synagogue 
members that is premised on the assumption that congregants are not "stupid"; they are just "ignorant" about some 
of the aspects of Shabbat observance and are embarrassed to say "Teach Me". Campaign. Shabbat requires 
participating synagogues to offer educational activities such as tutoring and training and to provide support groups 
for congregants who are learning how to be more observant. In addition, Campaign Shabbat provides 
opportunities for synagogue members to network with each other via e-mail. There are currently 69 Conservative 
synagogues throughout the United States and Canada participating in Campaign Shabbat. Joseph Mendelsohn, a 
rabbinical student at the Jewish Theological Seminary and the spiritual leader of Beth El Synagogue (Waterbwy, 
CT), is the coordinator of the program. 
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Title of Synagogue Change Project: Carlebach Synagogue: expansion initiative 

S ponsoring Agencv: Carlebach Synagogue-New York, NY 

Fundine Sources: some funding from Covenant Foundation; applying for grant from Cwnmings Foundation 

S ummary of Change Initiative: 
The objective of the Carlebach Synagogue's expansion initiative is to enable other synagogues around the country 
to implement the "Carlebach approach" to prayer services The initiative is a response to the fact that "people come 
to sbul for every reason except to pray" (i.e. people who do come to synagogue typically come for the sermon or 
the food); it is a response to the conviction that "prayer is not working" for most Jews today. The "Carlebach 
approach" to prayer incorporates two aspects: 

•music ("feeling the melodies of the prayers", "making the prayers more alive and accessible") 
•interrupting the singing to explain the meaning of the prayers (commentary beyond simple translation) 

Carlebach-type services are rooted in traditional Chassidic prayers, yet they also incorporate some modem tools 
such as music and "spontaneity". These services are based on a model of one person inspiring others who, in tum. 
cause others to be inspired. The inclusion of running commentary on the services is an adaptation of the 
interpretive process that is already applied to Chumashfforah study. 

Rabbi Sam Entrator, the rabbi of New York's Carlebach Synagogue was an assistant rabbi to Rabbi Shlomo 
Carlebach when he was still alive and traveled with him "on the road". Now, Rabbi Entrator travels about once 
every other month to different synagogues (primarily Orthodox) to expose them to the "Carlebach approach" to 
prayer. Rabbi Entrator is hoping to get a grant to enhance the work he is currently doing; be aims to enable people 
in other synago_gues to develop the "Carlebach model" on their own without having to rely solely on 
"performances" by "outsiders". With the Covenant Foundation grant, Rabbi Entrator is working with synagogues 
that already have adopted a "Carlebach approach" and is helping them refine their approach (e.g. the Happy 
Minyan in Los Angeles, the Aquarian Minyan in Berkeley). With additional funding, he hopes to make Carlebach
type prayer services more accessible to other synagogues. 
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Title of Synagogue Change P!l"'oiect: Chizuk Amuno Strategic Mission Statement Process & Campaign 

S ponsoring Agency: individual synagogue: Chizuk Amuno Congregation-Baltimore, MD 

Funding Sources: no outside funding; synagogue has extensive internal fundraising efforts. (including a full-time 
development director and a full-time lay committee chair) 

Summarv of Change Initiative: In May, 1994, synagogue professionals and lay leaders decided to develop a 
mission statement ("defining who we are") and a "case" ("defining where we want to go") which would become 
an integral part of the congregation's 125th anniversary fundraising campaign. The case, in particular, would 
enable fund- raisers to inform potential donors about the planned uses of the money raised by the campaign. 
Objectives of the mission statement process and the campaign included the following: 

• to embark on a campaign to raise endowment funds for new programming, personnel, and other 
recommended organizational changes and capital funds for physical plant improvements in honor of the 
synagogue's I 25th anniversary 
• to articulate the synagogue's mission statement and "define ourselves" at a critical milestone in the 
congregation's history (125th anniversary) 
• to implement programs and make organizational changes that reflect the synagogue's mission 
• to continue growing the membership of the synagogue, even after achieving full enrollment in all of the 
synagogue's schools (religious school, high school, day school, adult education academy, early childhood 
education program) 

The process of developing the mission statement was facilitated by an outside consultant, Dr. Sheldon Dorph. 
The process involved a 32-member committee which represented every constituency in the synagogue: 
professional staff, board members, and representatives of all the committees and schools (early childhood, day 
school, religious school, adult education), and several older members who could provide "institutional memory". 
The 4-month process included il:be following components: extensive meetings of the committee, a retreat, and 
focus groups that attracted 200 congregants. Because of the sense of urgency of the campaign, the mission 
statement process was executed in a very expeditious manner. lfthe need for the campaign's case had not been 
so pressing, the change process might have included additional focus groups and the development of a long
range plan preceding the development of the case. The mission committee wrote its own mission statements in 
September, 1994. In September/October 1994, focus groups were conducted with congregants and additional 
data was collected. A preliminary mission statement was drafted in October; a final mission statement and report 
was released in November, 1994. Emerging from the process was the unanimous recognition that education was 
the driving force of Chizuk Amuno; this sentiment was expressed by everyone who participated in the mission 
statement process. The following institutional objectives emerged from the mission statement process: 

• to create as many contexts as possible for Torah study in the synagogue 
• to affirm Torah study as the historic and continuing organizing principle and centerpiece of all synagogue 
initiatives 
• to implement our vision of our synagogue as "the education synagogue" 
• to elevate congregants' awareness of the synagogue's educational focus and to conscio usly build synagogue 
programs around this educational focus 

The "case" was successfully developed over the 6 months following the articulation of the mission statement (in 
11/194), and has been used for fundraising purposes since 1995. Heightened awareness of and reinforcement of 
the mission statement has been accomplished by the publication and dissemination of appealing printed materials 
that convey that the synagogue is successful and clear about its goals. In addition, an engraved limestone 
representation of the mission statement now serves as the centerpiece in the main thoroughfare of the synagogue. 
So far; the campaign has been extremely successful, with a dramatic increase over voluntary participation in 
previous campaigns. The success of the campaign has been attributed to many factors including high standards 
("You never achieve. You just up the ante."), and the active participation and support of a well-respected rabbi, 
an extremely capable lay committee chair who worked full-time on the campaign, and a full-time development 
director who came on staff by the beginning of the campaign. 
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Tide of Synagogue Change Proiect: Cooperating Schools Network 

Sponsoring Agencv: Jewish Reconstructiorust Federation (JRF) 

Funding Sources: JRF and grants from the Covenant Foundation and the Bronfman Foundation. (In addition, 
some individual congregations' projects have been funded by grants from foundations and local federations such as 
the New Jersey Metrowest Federation). 

Summarv of Change Initiative: 
The Cooperating Schools Network (CSN) provides opportunities for Reconstructionist congregations to develop 
expertise in a particular "value of sprritual peoplehood" and to become models of educational innovation for other 
Reconstructionist congregations. CSN envisions the synagogue as an intergenerational learning community with 
integrated education for children, adults, and families. 

Specific goals of the CSN include: 
1) to change synagogue members' conceptions of Jewish education so that they (we) see it as a process of 
"education" and not just "schooling" 
2) to provide symbolic legitimation to children's learning by drawing parents into the educational system 
3) to help teachers work with families as well as children 
4) to create a desire among adults for further J ewish learning 
5) to empower families to engage independently in sustaining old Jewish traditions and creating new ones 
6) to create "ripples" in the school community that will enrich the learning and celebration of the entire 
congregation 
7) to develop or renew the resources for educational leadership within the congregation 
8) to create Jewish bonds between the families participating in the project 
9) to change the perception of who is a Jewish educator (e.g. parents are teachers too) 
10) to develop a deeper appreciation for the Reconstructionist approach to sustaining Jewish values and 
tradition 

Each of the 21 participating congregations focuses on one or more of the following "values of spiritual 
peoplehood'' : kedusha/ spirituality. hidur mitzvah/Jewisb arts. ti/am olaml moral education, Hebrew language, 
Tzionut/Ziorusm & Israel, and hokhma/ Jewish thought and wisdom. The selected "value" serves as a "spiritual 
compass" for the congregation and as a thematic area of educational emphasis for the synagogue's 
intergenerational educational activities. The components of the C SN change process include an annual conference 
with members of all participating congregations' CSN committees, phone conversations with Dr. Jeffrey Schein 
( the national education drrector of the Jewish Reconstructionist Federation and the coordinator of CSN), an initial 
site visit by Dr. Schein during which he meets with the synagogue's CSN committee to get a visioning. process 
underway {that focuses on one of the 'values of spiritual peoplehood'), two visioning exercises for each 
synagogue's CSN committee to do on its own, a meeting between Dr. Schein and each CSN committee to discuss 
the next steps, and the CSN committee's development of new cwriculum materials and/or the implementation of 
existing curriculum materials. The implementation of CSN in its first cadre of synagogues began in 1993 ( although 
one of the participating congregations, B'nai Keshet, received a grant to began a CSN-like program as early as 
1990). 
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Tide of Svnagogue Change Proiect: Designated School Program (DSP) 

Sponsoring Agency: Auerbach Central Agency for Jewish Education (ACAJE)-Philadelphia, PA 

Funding Sources: Jewish Federation of Greater Philadelphia 

Summary of Change Initiative: 
The Designated School Program (DSP) aims to create better synagogue schools (i.e. with evidence of more 
effective learning) by encomaging synagogue schools to adopt a "systems approach" to organizations. The DSP's 
ultimate goal is educational change in the synagogue. Underlying the "systems approach" is the the01y that each 
component of the synagogue contributes towards the synagogue's overall educational mission. 

Synagogues participating in the DSP can opt to participate in an intensive 3-year change process that includes the 
following components: 

1) adopting a systems orientation with an emphasis on partnership and role-modeling the collaborative effort 
2) creating a steering committee that is comprised of alJ of the synagogue's professional staff members (rabbi, 
cantor, executive director, educator) and representatives of different constituencies in the synagogue 
The steering committee writes job descriptions and develops the school's vision and mission statement. 
3) empowering the school committee to be a process-oriented, goal-setting, decision-making body 

DSP congregations can opt to participate in the 3-year intensive consulting intervention or they can opt to 
participate in pieces of the program (e.g. restructuring the school committee in a way that is consistent with 
systems theory or adopting a systems-based approach to teacher training). All participating DSP synagogues are 
guided through the change process by a consultant at the Auerbach Central Agency for Jewish Education, Dr. Jane 
Tausig. Ther,e are currently 7 synagogues in Greater Philadelphia that are participating in the Designated School 
Program. Three of these congregations began the DSP change process in 1994 and completed it in 1997, one of 
these congregations completed the process in 1998, and three synagogues are currently in their first or second 
years of implementation of the change process. 
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Tide of Synagogue Change Proiect: Experiment in Congregational Education (ECE) 

Sponsoring Agencv: HUC-JIR's Rhea Hirsch School of Education in cooperation with the UAHC Commission 
on Jewish Education 

Funding Sources: Grants from the Mandel Associated Foundations, the Nathan Cummings Foundation, the 
Covenant Foundation, and the Gimprich Family Foundation 

Summary of Change Initiative: 
The Experiment in Congregational Education (ECE) is an initiative that seeks to transform synagogues into 
"congregations of learners" (i.e. synagogue communities where Jewish education is central and where Jewish 
learning takes place in a deep way throughout the congregation) and "learning congregations" (i.e. communities 
characterized by ongoing self-reflection, shared leadership between professional and lay leaders, and continuous 
deliberations aimed at problem-solving and self-improvement). It aims to change the synagogue's cultw-e and 
organizational structure in order to make Jewish learning central to the life of the synagogue. The following 
components form the common pattern which guide the activities of all participating ECE synagogues: 

1) an educational task force of 20-30 professional lay leaders that meets 6-8 times per year over a period of 2-
3 years 
2) a leadership team of 5-10 people that guides the work of the task force 
3) an ECE advisor who spends 20 days per year assisting the leadership team and task force of each synagogue 
4) study retreats (kallot) for all of the leadership teams from each of the participating congregations (five times 
during the first three years of the project) 
5) ongoing evaluation by ECE staff researchers 

At each participating congregation, the ECE task force engages in "readiness assessment", a visioning process, 
team-building, implementation and analysis of "community conversations.", planning and implementation of early 
innovations, reflection on "best practices", and planning and implementation of major initiatives. While the road 
map of the ECE change process looks the same for all participating congregations, the journey looks different for 
each synagogue; ECE provides the template of steps each synagogue has to take, but the "how" and the 
"outcomes" are expected to look different at each site. Each of ECE's 9 advisors works with one or more of the 
participating synagogues to help the synagogue task forces implement the change process in their sites and to 
trouble-shoot as needed. Dr. Isa Aron, the coordinator of ECE, is one of the advisors. 

Planning for the ECE initiative was precipitated by Sara Lee's educational consulting work with Congregation Beth 
Am (in Los Altos Hills, CA) and her understanding that in order to effect true changes in supplementary school 
education, synagogues needed to be changed in systemic and holistic ways. The kick-off event for ECE was a 
conference in Malibu in 1993 entitled, "Reconceptualizing Congregational Education". Papers presented at this 
conference and other commissioned works were published in I 995 in Aron, Lee, and Rossel's ibook, A 
Congregation of Learners: Transforming the Synaeogue into a Leamine Community. 

There are currently 14 Reform congregations around the country that are ECE participants. In addition to the 2 
'proto' synagogues that were "part of ECE before there was an ECE" (Congregation Beth Am and Leo Baeck 
Temple), there were 5 vatikim in ECE's first cadre that began to participate i:n ECE in 1993. In 1997, 7 chadashim 
synagogues constituting ECE's second cadre began their implementation ofithe ECE change process. 
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Tide of Synagogue Change Proiect: Friday Night Alive 

Sponsoring Agency: Jewish Continuity Initiative of the Jewish Federation of Greater Philadelphia and CMS 
Companies (CMS Foundation) 

Funding Sources: Grant from the Jewish Continuity Initiative of the Jewish Federation of Greater Philadelphia 
and private donation from CMS Companies (CMS Foundation) 

Summarv of Change Initiative: 
In 1997/199&, Friday Night Alive featured participatory innovative Friday night Shabbat services at 6 synagogues 
in the Greater Philadelphia area. Toe objectives of Friday N ight Alive include: to enrich Jewish synagogue life in 
Greater Philadelphia by conducting Friday night "song and spirit" services that are similar to those at B'nai 
Jeshurun on Manhattan's Upper West Side, to expose people to the possibilities of what Jewish services have to 
offer and to the possibility that they can be exciting, and to inspire rabbis and congregations to explore more 
innovative and participatory ways of spiritually enhancing their prayer services. It is the ultimate goal of Friday 
Night Alive to inspire synagogues to conduct their own participatory services, not just to host Friday Night Alive 
services once a year or to become "Friday Night Alive synagogues". In 1997/ 1998, some of the Friday Night 
Alive services were led by B'nai Jeshurun staff (Cantor-Keyboardist Ari Priven and Rabbi Yael Ridberg) and some 
of the Friday Night Alive services were led by Shabbat Unplugged, a group of rabbinically-trained musicians who 
are students or graduates of the Reconstructionist Rabbinical College of Wyncote, PA. The Friday Night Alive 
services are characterized by participatory sing-along melodies interspersed with traditional nusach, instrumental 
music, singing rabbis in lieu of a cantor as shaliach tzibur, dancing in the aisles, and the 11se of the siddur "Service 
of the Heart". This siddur was specially designed for Friday Night Alive by Joe Lewis and Ellen Bernstein; it 
includes modem English translations and commentaries, conveni,ent Hebrew phrasing, transliterations, instructions 
(e.g. when to stand, sit, and bow), and "Singlish" (singable English rhymed translations of the prayers). While the 
6 synagogues that participated in Friday Night Alive in 1997/1998 were all Conservative (or 
Conservative/Reconstructionist), 6 of the participating synagogues in 1998/ 1999 are Reform and 6 are 
Conservative. 

29 



Title ofS_ynagogue Change Project: Grants Program of the Jewish Continuity Commission of the UJA
Federation of Jewish Philanthropies of N ew York, Inc. 

Sponsoring Agencv: Jewish Continuity Commission of UJA-Federation of New York 

Funding Sources: UJA-Federation Continuity Commission, which receives funds from the UJA-Federation of 
New York's annual campaign. In 1998/1999, $3.5 million was allocated to the Continuity Commission from the 
Federation's $120 million annual campaign. 

Summary of Change Initiative: 
The Continuity Commission was established in July, 1993, in direct response to the recommendations of UJA
Federation. of New York's Strategic Plan. The Strategic Plan recommended that a Continuity Commission be 
formed to perform several functions related to Jewish continuity, including the implementation of a grants 
program that would "stimulate competitions in excellence" in all types of Jewish communal. institutions (e.g. 
synagogues, JCC's, Hillels, and schools). According to John Ruskay, the first director of the Continuity 
Commission and the current Chief Financial Officer of the Federation, one of the overall objectives on the 
Continuity Commission is to provide solutions to the Jewish community's "continuity crisis" by ex-panding the 
focus beyond Jewish education as the single solution to the crisis and by working towards the creation of ''inspired 
and inspiring" communities. 

The objectives of the Continuity Commission's Grants Program include: "institutional transformation" and 
"institutional strengthening" (to strengthen or transform synagogues and other Jewish institutions into more 
compelling and dynamic communities of Jewish living and learning), to catalyze change in Jewish institutions 
(including, but not limited to synagogues), to generate institutional growth at the grassroots level, to provide 
resources to Jewish institutions in the New York Jewish community with an emphasis on Jewish education and 
identity development, to get Jewish institutions to think strategically about how they want to look in the future, to 
have a positive impact on the attitudes and behaviors of individuals in Jewish institutions, and to catalyze change 
in the UJA-Federation of New York and the New York Jewish community. According to Dr. Alisa Rubin 
Kursban, the current director of the Continuity Commission, the Gran.ts Program funds institution-wide initiatives 
as opposed to programs. It is premised on the belief that institutions best know how to transform themselves into 
compelling and inspiring Jewish communities. Thus, the Commission does not provide a specific template of 
change; each institution is required to undergo a serious strategic planning process which takes into account its 
unique institutional profile. Each institution's lay and professio.nal leaders are required to develop and buy into 
their own vision of change and to identify their own creative and bold initiatives. However the C ommission 
conducts public briefings every year regarding both the content and process of change, providing institutions with 
guidelines and concrete suggestions for their initiatives. Beginning in July, 1998, the Request for Proposals 
(RFP) invited applicants to define their initiative by one of the following "content-based goals or strategies of 
change": "Toward a Spiritual Community", "Toward an Inclusive Community", "Toward a Leaming Community", 
"Toward Renewing Israel's Role in the Life of the Community", ''Toward Enriching Jewish Culture in a 
Community", or "Toward a Social Action Oriented Community". For the first four years of the Grants Program 
(1994/1995-1997/ 1998), the Continuity Commission awarded three-year grants for large-scale institutional grant 
initiatives (with slightly lower figures for target-population grant initiatives) according to the following formula: 
Year One-100% funding (up to $60,000 per initiative), Year Two-80% funding (up to $48t000 per initiative), 
Year Three-SO% funding (up to $30,000 per initiative). For initiatives beginning in 19 98/1999, the Commission 
awarded four-year grants according to the following new formula: Year One-80% fimding (up to $48,000 per 
initiative), Year Two-100% funding (up to $60,000 per initiative), Year Three-60% funding (up to $36,000 per 
initiative, Year Four-40% funding (up to $24,000 per initiative). 
Since the Grants Program began in 1994, 26 synagogue initiatives received grants from the Continuity 
Commission: 22 individual synagogues, 3 grants to denominational movements, and 1 community initiative that 
is a collaboration of 7 synagogues in Brownstone Brooklyn. The number of synagogue initiatives receiving new 
grants since 1994 has ranged from 2-7 per year. The following are some examples of synagogue initiatives that 
have received funding in recent years: experiential adult Jewish education for the unaffijjated, healing prayer 
services, intergenerational Jewish education for unaffiliated Jewish gays and lesbians, and community-building for 
new members and single adults. 
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Title of Synagogue Change Project: Initiative in Congregational Education 

Sponsoring Agency: UJA Federation of Greater Washington and Board of Jewish Education (BIB) of Greater 
Washington (including donations from lay leaders/ philanthropists) 

Funding Sources: UJA-Federation of Greater Washington 

Summary of Change Initiative: 
The Initiative in Congregational Education marks the beginning of a "comprehensive partnership" between UJA
Federation, the Board of Jewish Education, and synagogues in the Greater Washington area. It was introduced to 
Jewish education professionals and lay leaders at a kick-off event in the fall of 1998. The goals of the initiative 
include: 

•to provide funding to congregational schools to enable the devel,opment of programs that meet agreed-upon 
criteria 
•to provide resources that will help students and families view religious school as a place to learn to live and 
practice Jewish values (rather than as a "drop-off' Hebrew school) 
•to gather and analyze data related to congregational schools for the purpose of sharing "best practices" and 
identifying areas of mutual concern 
•to help synagogues strengthen their ability to be vibrant centers of Jewish life for congregants (by 
strengthening their schools) 
•to strcengthen the synagogue/BJE/UJA-Federation partnership and to foster a spirit of mutual trust around 
these institutions' shared educational vision 
•to encourage and enable the Greater Washington Jewish community to work together on issues relating to 
synagogue schools and Jewish education 

Beginning in 1999, each participating synagogue school will be receiving a grant of $1,000-$4,000 based on the 
mnnber of students in the school The grant process is non-competitive~ all congregations that apply for grants are 
eligible to receive money. The following are the list of grant categories for the Initiative in Congregational 
Education: 

•Jewish family life education 
•teacher training and teacher recruitment 
•curriculum specialists (in such areas as music, art, drama, Hebrew language, tefi/lah, social studies, and 
special needs) 
•teen programs 
•programmatic bridges between formal and non-form.a] education (through such modes as Jewish camping, 
retreats, or other modes of experiential education) 
• purchase of educational materials (to support new programs) 
•civics/social action/tzedakah curriculum 
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Tide of Synagogue Change Project: Koret Synagogue Initiative (KSI) 

Sponsoring Agencv: Koret Foundation 

F unding Sources: Koret Foundation, with matching funds from participating synagogues 

Summarv of Change Initiative: 
The Koret Synagogue Initiative (KSI) provides funding for participating synagogues to hire program directors ( or 
assistant rabbis with programming responsibilities) who develop and implement programs aimed at building the 
Jewish identity and commitment of targeted segments of the synagogue population (such as young adults, women, 
families, non-members, etc.). Program directors aim to enhance synagogue life and promote synagogue change 
through the implementation of outreach and inreach programs. KSrs immediate objective is to "test the 
hypothesis" that the addition of a program director (or assistant rabbi with programming responsibilities) would 
enable each of the participating synagogue to do a much better job of strengthening its members' and non
members' Jewish identity and commitment, "thereby demonstrating that synagogues can play a critical role in the 
revitalization of Jewish life in America". KSI's short-term goals include: to build capacity in synagogues thr,ough 
the addition of a program director ( or assistant rabbi) on staff, to provide a vehicle for institutional transformation, 
to make structural changes in the synagogue as an institution by changing the culture of the synagogue and its 
leadership, and to enable synagogues to reach their potential for positively affecting members' and non-members' 
Jewish identity by virtue of its three key roles: community-building, religious life, and education. KS l's long-term 
goals include: to enable the synagogue to become an agent of change for the San Francisco Jewish community at 
large, to enable the synagogue to assume its place with other Jewish organizations in promoting Jewish continuity 
and strengthening Jewish identity, and to serve as a national model so that funders can see how even a relatively 
small amount of money can make a big difference in how synagogues function. 

Koret's vision is "more of a process vision", premised on the assumption that synagogues will do a better job of 
enhancing congregants' Jewish identity if they have increased personnel capacity (the addition of a program 
director position on staff). Koret does not dictate the kind of programming that each synagogue should 
implement, although most participating synagogues have some type of lay advisory committee which oversees the 
work of the program director. Beginning in 1998/ 1999, the .KS1 will expand its activities to include management 
consultation, training, and technical assistance to synagogues which will be provided by staff at the Koret 
Foundation. 

The Koret Foundation initiated KSI in 1994. Prior to 1994, Koret functioned mainly as a foundation that reviewed 
grant proposals and funded various projects in Jewish institutions and other non-profit organizations. The KSI is 
part of Koret's new approach to become more proactive in such areas as Jewish identity and synagogue life. Since 
its inception in 1994, KSI has funded 8 synagogues in the San Francisco Bay Area (3 Conservative and 5 Reform) . 
The first round of KSI began in 1994, with 4 synagogues each receiving $45,000 per year (for three years) for the 
pmgram director's salary and a programming and publicity budget. 1n years 1-3, each synagogue was expected to 
provide matching funds in the amount of $15,000 per year. 1n years 4-6, Koret continues to provide funding to the 
synagogues but at a decreasing rate. In year 7, the entire budget for the program director, programs, and publicity 
is supposed to be funded by the synagogue. For the second and third round of participating KSI synagogues 
(beginning in 1997), Koret provided $22,000 per year per synagogue (for the first three ye:ars) for a half-ti.me 
program director's salary and a programming and publicity budget; each synagogue is expected to provide 
matching funds in the amount of$12,000 per year. 
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Title of Synagogue Change Project: LA Council on Jewish Life: Synagogue Funding Program 

Sponsoring Agencv: Council on Jewish Life of The Jewish Federation of Greater Los Angeles 

Funding Sources: Jewish Community Foundation 

Som.man: of Cban.ge Initiative! 
Founded in 1974, the Council on Jewish Life is under the auspices of the Jewish Federation of Greater Los 
Angeles' Planning and Allocations Department. The Council's activities include: convening community 
discussions on emerging issues of interest to the Jewish community, recommending new policies and programs, 
and enabling synagogues and other Jewish institutions in Greater Los Angeles to implement these new policies and 
programs. These activities aim to strengthen the Los Angeles community's commitment to Jewish continuity. 

Th,e Synagogue f unding Program, which began in 1981, administers grants from the Jewish Community 
Foundation to synagogues in Greater Los Angeles. Approximately two thirds of the $100,000 provided by the 
Jewish Community Foundation each year is allocated to first-year programs and one third is allocated to second
year programs. The overall goal of the Synagogue Funding Program is to serve the Jews of Los Angeles by 
building a partnership between the Federation and the religious comm1mity. Through the Synagogue Funding 
Program, the Council on Jewish Life is able to stimulate programs, provide seed money, and encourage 
collaboration among institutions. The criteria for programs funded by the Council's Synagogue Funding Program 
hav e evolved over time. The Council seeks and support programs that are new and innovative, can be replicated in 
other settings, stimulate collaborations between synagogues and other agencies, promote closer 
synagogue/Federation relations, and foster a deeper connection to Judaism and Jewish living . In the 1980's, the 
Council primarily provided seed funding to programs that were new and innovative. Now, the Council seeks 
programs that involve inter-institutional collaborations and that focus on deepening individuals' Jewish 
commitments. It primarily funds programs that address the needs of "under-served" members of the Jewish 
community (e.g. former Soviet Jews) or that promote Jewish continuity (e.g. Jewish Family Education and teen 
programming) 

Since its inception in 1981, the Synagogue Funding Program has provided funding to hundreds of synagogue 
programs. Between 1991-1997, 50 synagogues received grants through the Synagogue Funding Program (not 
including grants for collaborative initiatives). Orthodox, Conservative. Reform, Reconstructionist, and 
unaffiliated synagogues have all been recipients of grants. While there is no set minimum or maximum grant 
award per program, 1997 grants ranged from $2,500 to $10,000 per synagogue per program per year. Similarly, 
there is no set n1UII1ber of synagogues that can be offered grants in any given year; in recent years, 12-35 
synagogues have received grants each year. Most programs that meet the criteria receive grants. 

Toe following are some examples of programs funded by the Council on Jewish Life's Synagogue Funding 
Program: a family education program targeted to unaffiliated mixed~faith couples and their children at a Reform 
synagogue, a bi-monthly support group for gays and lesbians at a Conservative synagogue, a "Torah through 
Drama" program for senior citizens at a Cbassidic shul, a support group for parents who have children with 
Attention Deficit Hyperactive Disorder (ADD-ADHD) at a Conservative synagogue, and a one-day seminar of 
lectures and workshops on "the mitzvah of mourning" at a Reconstructionist synagogue. 

While staff at the Council on Jewish Life admit that the Synagogue Funding Program primarily deals with "smaller 
scale changes", they believe that these programs do make a difference in synagogues and in the lives of program 
participants. Furthennore, they note that the Council on Jewish Life has been involved in mobilizing some larger 
scale community-wide changes with such programs as the Israel Experience for teenagers. 
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Tide of Svnagogoe Change Proiect: Mashkon: Blueprint to Transform Congregational Education 

Sponsoring Agencv: Board of Jewish Education (BJE) of Greater Washington and the UJA-Federation of 
Greater Washington 

Funding Sources: Jewish philanthropists with children in Jewish supplementary schools in the Greater 
Washington area (the Bermans and Gelmans), in partnership with the BJE and the UJA-Federation of Greater 
Washington 

Summary of Change Initiative: 
In 1996/1997, a small group of concerned Jewish parents in the Greater Washington area (including some 
philanthropists) began to examine the r,easons behind the problems of congregational school education. They 
turned to the Board of Jewish Education and the UJA-Federation of Greater Washington and asked: 

• What are the essential tools needed to transform the educational landscape of the congregational school 
system? 
•Can we make a significant difference in the spiritual lives of thousands of Jewish children? 
•What if the resources were available to effect such transformatio11s in children's lives and in synagogues? 

lo response to these challenges, the BJE began to forge a new partnership with UJA-Federation, congregational 
schools, rabbis, educators. and communal agencies. The first step was to create a plan or "blueprint" that provides 
an overall model to transform congregational Jewish education. Mashkon is designed to equip teachers with the 
skills and knowledge they need to oring elements of wonder, faith, and the search for meaning into their religious 
school classrooms. The effort began with the implementation of five pilot programs extracted from the larger 
blueprint. These carefully designed pilots represent a cross--section of programs that address some of the key 
concerns of Jewish parents in the Greater Washington Jewish community. Each of the following pilots was tested, 
evaluated, and modified in the first year ( 199711998): 

1) "To Create A Context of Meaning: A Cwriculum and Teaching Training Module": 
an initial training unit on God challenges teachers to confront the difficult issues in their own lives concerning 
faith and meaning and enables them to transmit religious concepts in a meaningful way in the classroom 
2) "Jewish Teen Institute": 
a WeXiDer-Heritage-style program for teens consisting of highly stimulating, interdisciplinaty mini-courses 
integrated into the school's ongoing programs 
3) "Sh'lom Kilah" 
an on-the-job teacher training program to provide the techniques needed to integrate students with learning 
difficulties successfully into the regular classroom 
4) "Beyond Arts and Crafts: A Jewish Family Life Education Curriculum for Yowig Children": 
an engaging, age--appropriate Jewish Family Education curriculum to help early childhood students and parents 
understand and experience the richness of Jewish holidays 
5) "Teachers' Center Web Site": 
an electronic resource center with the best print, video, audio, and software materials available for educators in 
formal and informal Jewish educational settings 

Additional pilot initiatives that began to be implemented in 1998/1999 are the Morasha: Florence Melton Mini
School for Teachers and the Bet Midrash bi-monthly study sessions and end-of-year retreat for principals. Each 
of the pilot initiatives addresses an aspect of Mashkon's larger vision: to incorporate into the synagogue religious 
school's curriculum age-appropriate programs that specifically deal with "Judaism's understanding and response to 
the mysteries of life and the deepest concerns of the human soul". Since its inception in 1997, there have been 25 
synagogues (Conservative, Refonn, Reconstructionist, and unaffiliated synagogues from throughout the Greater 
Washington area) involved in one or more of Mashkon's five institutional pilot initiatives. Rather than 
transforming congregational education via a centralized large-scale initiative, Mashkon seeks to transform Jewish 
education in synagogues by transforming one classroom at a time. 
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Title ofSynagope Change Proiect: McKinsey/UJA-Federation Strategic Planning Workshops for Synagogues 

Sponsoring Agencv: McKinsey & Company consulting firm and UJA-Federa:tion of Jewish Philanthropies of 
New York 

Funding Sources: McKinsey consultants donate their time on a pro-bono basis. 

Summary of Change Initiative: 
Toe McKinsey Project's immediate short-term objective is to overcome barriers to change within synagogues by 
making synagogue leadership aware of the need for change, creating adequate administrative infrastructure for 
change, ensuring economic support for new initiatives, and gaining consensus among clergy, lay leaders, and other 
congregants. McK.insey's longer-term objectives include: to re-establish the synagogue as a vibrant center of 
Jewish living and learning and to ensure ongoing Jewish continuity and Jewish community. The McK.insey project 
provides a ''value-neutral" process for enabling synagogues to achieve their own site-specific visions rather than 
utilizing a "cookbook approach" or imposing a specific change agenda The process is modeled after McKinsey's 
strategic planning process for its other rclients. Based on learning from its consulting work with clients in the 
business world, McKinsey's strategic planning process incorporates the following elements: working in teams, 
learning by doing, skilled facilitation, focusing on vision and objectives, and maintaining high energy throughout 
the process. Approximately once per month over the course of a year, participating synagogue teams ( consisting 
of the rabbi, administrator, and 3-4 lay leaders) attend 9 workshops with Mc.Kinsey consultants and other 
participating synagogue teams. Each meeting starts out with a 20-30 minute session for all of the teams together, 
during which the topic for the evening is introduced. Then, the participants go into break-out sessions for 
approximately an hour, during which each individual synagogue team meets with its assigned McKinsey 
facilitator. The last segment of the meeting is another 20-30 minute session for the whole group, to give the 
different synagogue teams an opportunity to "cross-pollinate" and share ideas. The main program sessions are 
each devoted to one of the following topics: 

I ) Setting a mission: developing a mission statement and guiding principles 
2) Understanding the "market": situation analysis and synthesis 
3) Laying out a strategy 

a) Drafting a vision 
b) Developing a strategy 
c) Designing strategic initiatives 

4) Deciding bow to fimd the strategy: budgeting and fund-raising 
5) Action planning 
6) Reporting back to the other synagogue teams 

Between each session that is facilitated by McKinsey consultants, each synagogue team is expected to meet on its 
own and to do some on-site work related to the previous program session's topic. 

This project was initiated in 1993 by McKinsey consultants after some discussions with the UJA-Federation of 
New York's Continuity Commission. In the first year of the implementation of this project, ten McKinsey 
consultants volunteered their time to this pro-bono project, The first group of 11 synagogues (2 of which dropped 
out) participated in strategic planning workshops during the calendar year 1994. Toe next group of 7 synagogues 
(1 of which dropped out) participated in workshops during the academic year 1996/1997. The third group of 7 
synagogues participated during the academic year 1997/1998. The 21 synagogues that have participated in the 
McK.insey Strategic Planning Workshops represent all the denominations: Orthodox, Conservative, Reform, 
Reconstructionist, and unaffiliated synagogues in the New York metropolitan area 
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Tide of Svnag~e Change Proiect National Jewish Outreach Program initiatives 

Sponsoring Agen~y: National Je'Wish Outreach Program (NJOP)-New York, NY 

Funding Sources: donations to the National Jewish Outreach Program 

Summary of Change Initiative: 
The overall objective of the National Jewish Outreach Program (NJOP) is to transform synagogues into outreach 
organizations. Working with individuals across the denominations, but primarily through Orthodox synagogues, 
NJOP implements the following initiatives (some of which may be considered synagogue change initiatives): 

l ) Crash Course in Hebrew Reading: to empower synagogue members who are "dormant" to learn Hebrew. NJOP 
screens and hires teachers, as well as providing teaching specifications, handbooks, and an instructional videotape. 
This program has reached 105,000 individuals in 2,100 synagogues around the country. 

2) "Shabbat Across America"/ "Tum Friday Night Into Shabbat": to enable synagogues (primarily Orthodox) 
around the county to implement interactive Friday night programs (services and dinner) during which participants 
can interrupt the service or meal to ask questions. While synagogues implement the Friday night programs on their 
own, NJOP provides specifications, handbooks, and an instructional videotape. This program has reached 70 
congregations around the country. 

3) Beginners/Learners Services: to enable synagogues (primarily Orthodox) around the country to implement a 
traditional Shabbat service that is geared to beginners, in which participants do the dvar Torah (in lieu of a rabbi's 
sermon) and in which participants can interrupt the service to ask questions. These services are an opportunity for 
synagogues to "mainstream" people. NJOP provides specifications, handbooks, and an instructional videotape. 

4) Outreach Directors in Orthodox Synagogues: to place full-time outreach directors in Orthodox synagogues. So 
far, NJOP has placed 4 full-time outreach directors and 1 part-time outreach director in Orthodox synagogues 
around the country; California, Florida, New Jersey fWest Orange), and New Yor.k (Long Island and Brooklyn). 
NJOP provides a matching grant of$25,000 for each full-time outreach. director. 
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Title of Synagogue Change Project: Orthodox Caucus L.E.A.D. (Leadership Education And Development) 
Rabbinic Fellowship Program 

Sponsoring Agencv: Orthodox Caucus, in collaboration with the Rabbinical Council of America (RCA) and the 
Rabbi Isaac Elchanan Theological Seminary at Yeshiva University 

Frmding Sources: UJA-Federation of New York's Jewish Continuity Commission (3-year grant from 1996-
1999), Gindi Fund for the Enhancement of the Professional Rabbinate, and financial support from the project's 3 
co-sponsors (Orthodox Caucus, Rabbinical Council of America (RCA), & the Rabbi Isaac Elcbanan Theological 
Seminary at Yeshiva University) 

Summary of Change Initiative: 
The objectives of the L.E.A.D. Rabbinic Fellowship Program include: to develop "leadership" and "vilsion" 
among younger Orthodox rabbis through project-based training, to develop a core of rabbinic leaders who can 
serve as mentors to other rabbis, and to have an impact on national Orthodox organizations (i.e. to change policy 
in the Orthodox movement by bringing some younger rabbis into leadership positions in Orth.odox organizations). 
Operational objectives of the Rabbinic Fellowship Program include: to provide formal in-service training to rabbis 
based on well-known leadership development models in business and the military, to implement projects in the 
synagogue and in the local Jewish community which would serve as a training "laboratory" for the participating 
rabbis, and to create a professional esprit between and among the participating rabbis (so that rabbis feel less 
alienated which, in tum, will transform synagogues because rabbis will network with each other about projects, 
programs, and sermons). 

The 15 Rabbinic Fellows who participate in this program attend 4 major training sessions over the course of 2 
years (one session per semester). Topics covered in these training sessions include: conflict management, TQM 
(Total Quality Management), strategic planning, change management, negotiation skills, relationship management, 
and communication skills. The training sessions give Rabbinic Fellows the opportunity to meet with executives 
from Jewish communal organizations, business executives., and senior rabbis. All Rabbinic Fellows are required 
to undertake two local projects, one within their synagogues and one outside of their home congregations in 
collaboration with local Jewish community organizations (e.g. local. JCCs, Federations, or campus groups). 
These projects are supposed to effect change in the synagogue and in the local Jewish community. Some 
examples of projects include: educational programs on domestic abuse and the establishment of an abuse hotline, 
Jewish educational programs accessible to the learning disabled, and educational programs targeted to FSU 
(former Soviet Union) immigrants. 

Dr. David Schnall, who is part of the leadership of the Orthodox Caucus and is the Herbert Schiff Professor of 
Management and Administration at the Wurzweiler School of Social Work at Yeshiva University, consults with 
each Rabbinic Fellow on an as-needed basis. A variety of other specialists work with the Rabbinic Fellows at each 
of the professional development training sessions. Dr. Schnall conceived of the program in September, 1995 and 
applied for a grant from the UJA-Federation of New York's Continuity Commission in 1996. The 15 rabbis who 
are currently Fellows in the program represent 15 Orthodox synagogues around the country and in Canada They 
have each committed to participate in this program for two full years, from January, 1997 to January, 1999. 
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Tide of Synagogue Change Proiect: Partners for Synagogue Change (PSC) 

Sponsoring Agencv: UAHC (Union of American Hebrew Congregations) Department of Adult Jewish Growth; 
Greater New York Council of Reform Synagogues (GNYCRS) 

Fonding Sources: Pilot program funded by a grant from the UJA-Federation of New York's Continuity 
Commission; Consulting fees of part-time facilitators funded by UAHC; UAHC plans to fund PSC through its 
operating budget after the grant nms out in 1999. 

Sum.marv of Change Initiative: 
The objectives of PSC include: to build partnerships and relationships among synagogue leaders, to develop 
leadership skills among synagogue professionals and lay leaders, to transform the temple leadership's. job 
description and experience from a "corporate" model to one that embodies the values of Judaism and the religious 
values and purposes of their synagogues, and to improve synagogue leadership as a lever for creating large-scale 
synagogue change. PSC's vision of synagogue life is a new model of synagogue board service that incorporates 
values-based decision-making, team-based leadership, and personal growth. It envisions a synagogue governance 
structure that embodies the vision of a synagogue as a nurturing covenantal community which is rooted in Jewish 
values; it envisions board experiences for lay leaders and professional that are more spiritual and less "corporate". 

PSC engages synagogue leadership teams in three years of systematic training, supervision, and inspiration to 
broaden leaders' Jewish literacy, Jewish "citizenship" (lifestyle and role-modeling), spiritual awareness, individual 
goal-setting and management abilities. The PSC training program includes the following elements: observation 
and feedback at synagogues, study guided by an integrated curriculum, retreats, an ongoing facilitating/consulting 
process, "celebration", and evaluation. Each participating synagogue is required to assemble a team of 6-8 people, 
including the rabbi, the president, and present and future lay leaders. Generally, each team consists of 2 
professionals and 4-6 lay leaders. Each synagogue team meets once per month with an assigned facilitator from 
UAHC/GNYCRS; the facilitators have expertise in areas such as organizational behavior, social work, education, 
and communications The specific content of monthly team meetings varies from synagogue to synagogue. 
Although the Experiment in Congregational Education (ECE) is not formally connected to PSC, two of the 
facilitators have been involved in ECE; thus, all PSC synagogues are engaged in ECE activities such as "visioning" 
and "community conversations". All meetings incorporate Jewish text study. While the original intention was to 
have two retreats per year for all participating synagogue teams, the current process has been revised to reduce the 
nwnber of retreats because of the divergent needs of the synagogues involved. In addition to meeting monthly 
with the synagogue teams, all of the facilitators also meet once per month with Richard Abrams (Director of PSC 
at UAHC), Rabbi Peter Schaktman (Director of GNYCRS), and Rabbi Julie Spitzer (Assistant Director of 
GNYCRS). Four Reform synagogues in the New York metropolitan area have been participating in the PSC pilot 
since its kick-off retreat in 1997. 
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Title of Synagogue Change Proiect: Synagogue 2000: A Trans-Denominational Project for the Synagogue of 
the 21st Century 

Sponsoring Agencv: Synagogue 2000 is an independent organization; Principal Investigators' offices are housed 
at the University of Judaism (Los Angeles) and Hebrew Union College-Jewish Institute of Religion (New York) 

Funding Sources: Grants from the Nathan Cummings Foundation, Steven Spielberg's Righteous Persons 
Foundation, and the Shirley and! Arthw- Wbizin Trust 

Summary of Change Initiative: According to Rabbi Lany Hoffman and Dr. Ron Wolfson, the individuals who 
initiated Synagogue 2000, the objectives of Synagogue 2000 include: to re-energize and "respirituali.ze" the 
American synagogue, to transform the synagogue from a place that caters primarily to children to a p[ace of 
Jewish spiritual growth for adults of all ages, to change the synagogue from a place of "old-world ethnic appeal" to 
a place that has a "spiritual message" for all who seek meaning, to make synagogues into "spiritual centers" where 
people can pursue their Jewish journeys and find God's presence, to make synagogues more religious and less 
institutional, and to make synagogue life more meaningful and relevant to American Jews. Synagogue 2000 
envisions the synagogue of the 2 1st century to be the spiritual center of members' lives, where an impersonal 
synagogue is changed into a place of wannth and welcome, where the way in which synagogues "do their 
business" is changed from hierarchical and bureaucratic to personally enriching, and where prayer services are 
"compelling and compassionate". In its attempt to "re-spiritualize" all aspects of synagogue life, Synagogue 2000 
targets the following areas: !)Prayer, 2)Healing, 3)Good Deeds/Social Justice, 4)Study/Leaming, S)lnstitutional 
Change, and 6)Ambiance/ Synagogue Design/ Sanctuary Space. These 6 key themes form the acronym PISGAH: 
Prayer, Institutional Change, Study, Good deeds, Ambiance, and Healing. 'While the overall objective of 
Synagogue 2000 is to "respiritualize" synagogues, the specific definition of what it means to "respiritualize" and 
the strategies of how to "respiritualize" are determined by each synagogue within the broad context of the 
definition of "Jewish spirituality" provided by Synagogue 2000. Ultimately, each synagogue should work on all 6 
points of the PISGAH, but each synagogue started out its change process by focusing on either "prayer" or 
"healing"; all synagogues are also working on "ambiance". 

The "theory~in~use" for Synagogue 2000's change process is that within each synagogue, a "core group" of 5-7 
people will radiate its enthusiasm. energy, and knowledge to a larger "change team" of 20-30 people (consisting of 
clergy, lay leaders, 'movers and shakers' and 'peripheral' congregants) who will, in tum, inspire the same 
enthusiasm throughout the synagogue infrastructure and to members and potential members of the synagogue. 
Then, it is hoped that the process will be reproduced at the city, regional, and national level. Each participating 
synagogue's "core group" of 5-7 people attends an annual retreat in Ojai, CA. Retreats incorporate a team 
approach and "experiential learning characterized by intellectual seriousness and emotional intensity". At the first 
retreat for Synagogue 2000's 16 pilot synagogues (December, 1996), the core groups were given a set of 
curriculum materials ("itinerary") on one area of emphasis ("track") -either "Prayer" or "Healing". Each "itinerary" 
or cmriculum binder included instructional materials with agendas, process techniques, text-based study materials, 
resources, and suggested ways of conducting meetings throughout the year. After the 1996 retreat, each 
synagogue's "core group" met approximately once per month with the rest of its synagogue "change team" using 
the "Prayer" or "Healing" curriculum itinerary as a guideline for each meeting. In addition, each synagogue's 
"change team" had to implement "low-hangmg fruit" projects- concrete and manageable projects that contributed 
towards the synagogue's ultimate goal of respiritualizing the synagogue through the route of prayer or healing. The 
theme of the second retreat for the 16 pilot synagogues (December, 1997) was "Respiritualizing the Infrastructure 
of the Synagogue". At the retreat, each synagogue's "core group" was given a new set of curriculum materials 
("'itinerary") for the following year's "change team" meetings. The "itinerary" for 1998 included a choice of four 
possible routes for respiritualizing the synagogue: 1 )Marketing, 2)Membership Process, 3)Jewish Journey Groups, 
and 4) Track-Deepening (continuing to focus on the "prayer" or "healing" track from the previous year. During 
Year 1 (1996/1997), each of the 16 synagogue teams was assigned a liaison from Synagogue 2000's liaison team; 
most of these liaisons had other full-time jobs and just provided advice to congregations on an as-needed basis. In 
Year 2 (1997/1998), Adina Hamik and Ellen Franklin were hired as full-time project associates; they each have 
ongoing, regular contact with the 16 pilot synagogue teams. 
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Title of Synagogue Change Project: Synagogue Initiative Program (SIP) 

Sponsoring Agency: Commission on Jewish Education (CJE) of the Jiewish Federation of Greater Hartford 

Funding Sources: Endowment Foundation of the Jewish Federation of Greater Hartford 
(Note: La'atid, the new synagogue change initiative that is an outgrowth of SIP, is receiving grant support from 
the Jewish Federation of Greater Hartford, the Endowment Foundation of the Jewish Federation of Greater 
Hartford, and the Covenant Foundation) .. 

Summary of Change Initiative: 
The Synagogue Initiative Program (SIP) envisions the synagogue as an inclusive community in which all 
constituenits are engaged in the planning and implementation of the synagogue and supplementary school's vision, 
mission, and programs. Furthermore, it envisions the synagogue as a community that is focused on developing a 
strong sense of Jewish identity in all of its members by providing opportunities for Jewish living and learning for 
people of all ages. SIP's objectives include nurturing "a strong sense of Jewish identity, knowledge, and living" in 
synagogue members of all ages and "re-engineering" synagogues and supplementary schools by creating 
partnerships among a broad base of professionals and lay leaders and engaging all constituents in the planning and 
implementation of the synagogue and supplementary school's vision, mission and programs. SIP also aims to 
make the supplementary school a "pivotal core" of the congregation, to create a synagogue atmosphere that is 
conducive to Jewish educational pursuits at all levels, and to train professional and Jay leadership to be able to 
continue the process of change. An underlying assumption of SIP is that the most successful synagogue schools are 
those that are viewed as central to the concerns and mission of their host synagogues. Consistent with the theory of 
"systems change", the school and synagogue must both regard themselves as integrated parts of a greater whole. 

The SIP process incorporates the following components: 
1) Initiating the Systems Change Process: 

•formation of a SIP committee in each synagogue, consisting of the rabbi, cantor, principal, teachers, and lay 
leaders representing various committees 
•workshops and conferences related to synagogue/school systems change and Torah study 
•survey of the synagogue's structure and needs 
•workshops aimed at developing the synagogue's vision, mission statement, and action plans 
•ongoing planning and collaboration among a broad base of the synagogue's constituents 
•SIP committee meetings with CJE consultants approximately once every other month 
•SIP sub-committee meetings with CJE and outside consultants approximately once per month 
•retreats for 10-15 people from each synagogue approximately twice per year 
-mini-courses on synagogue change and leadership development at Hebrew College 's Hartford Branch 

2) Implementation and Experimentation: 
implementation of the synagogue and school's action plan which incorporates new experimental approaches 
and which reflects the vision and goals of the synagogue and school 

3) Professional and Lay Leadership Development: 
ongoing training and modeling through workshops, retreats, and courses for synagogue lay leaders and 
professionals to enabl,e them to facilitate all aspects of SIP, 

4) Evaluation: 

ongoing formative evaluation process and summative evaluation. coordinated by CJE in collaboration with SIP 
institutions 

SIP is a trans-denominational change initiative for synagogues in the Greater Hartford area Its 2 pilot 
congregations (one Conservative and one Reform) began to participate in the SIP process in 1996/ 1997. Since its 
inception, Sandy Dashefsky has been the coordinator and primary consultant to the SIP congregations. 
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Title of Synagogue Change Proiect: Synagogue Leadership Initiative (SLI) 

Sponsoring Agency: UJA-Federation of Bergen County and North Hudson 

Funding Sources: 
Year I: Taub Foundation 
Year 2: Taub Foundation and the UJA-Federation's Continuity Commission 

Summarv of Change Initiative: 
The Synagogue Leadership Initiative's planning process began in August, 1997 with the following objectives in 
mind: to strengthen synagogues in the Bergen County/North Hudson Jewish community, to develop strategies to 
address challenges confronting synagogues, to engage community leaders in tackling the challenges facing 
synagogues, to crystallize the mission of each participating synagogue, to provide leadership development 
opportunities for professional and lay leaders in synagogues, and to empower synagogues to transform the lives of 
Jewish individuals, Jewish families, and the Jewish community. The Synagogue Leadership Initiative envisions 
synagogues as caring, supportive communities which are centers of spirituality, lifelong learning and community 
(Beil Tefi/lah, Beit Midrash, and Beil Knesset). 

In its planning phase (1997/1998), the Synagogue Leadership Initiative encompassed the following components: 
•leadership consultation meetings which encouraged synagogue leaders to begin a process of self -reflection by 
asking such questions as, "What do I want my synagogue to look like?" 

•a spring symposium (held 3/22/98), which brought together 145 rabbis, congregational presidents, and other 
significant professional and lay leaders representing 39 of the Federation's 50 synagogues to expl,ore the vision 
of the synagogue as an institution that can transform the lives of individual Jews, reach the Jewish family, and 
shape the Jewish community 
The symposium included a keynote address by Rabbi Saul Berman of Y esbiva and Columbia Universities and 
workshops focused on "translating the vision of the synagogue into reality" which highlighted synagogues that 
view themselves as having had suc<:essful change. The Symposium offered workshops on the synagogue as a 
Beit Midrash, as a Beil Tefillah , and as a Beit Knesset . 

•a seminar on synagogue self-assessment (held on 5/26/98) 

A total of 44 synagogues in the region, from across all the denominations (Orthodox, Conservative, Reform, 
Reconstructionist, and llllaffiliated), participated in at least one component of the Synagogue Leadership 
Initiative's pilot phase in 1997/ 1998: leadership consultation meetings, the symposium (3/22/98), and/or the self
assessment seminar (5/26/98). 

Note: Under the leadershiip of Judy Beck, the new director of the Synagogue Leadership Initiative as of spring '98, 
the initiative will be undergoing substantial revisions in 1999. It is likely that the initiative will move away from a 
"frontal approach" to synagogue change and that it will shift its focus beyond "one-shot" conferences and 
symposiums. The Initiative projects the establishment of collaborative programs, consultative services, and 
ongoing workshops. 
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r Title of Synagogue Change Proiect Whiziin Institute for Jewish Family Life 

Sponsorin2, Agency: Whiz.in Institute for the Jewish Future at the University of Judaism-Los Angeles, CA 

Funding Sources: Participants pay for accommodations and for class tuition for the summer institute. The 
Whizin Institute provides small grants to some synagogue teams. Individual synagogues often fund their team 
members. Some local commwrities also provide financial assistance. 

Summary of Change Initiative: 
In 1989, Shirl,ey and Arthur Whizin endowed the Whizin Center for the Jewish Future through a $4 million gift to 
the University of Judaism (Los Angeles, CA). Tue Wbizin Center's mission was to create 3 academic institutes 
within this center that would explore the three areas of the family, the synagogue, and the Jewish community. Tue 
Whizin Institute for Jewish Family Life is the academic institute devoted to exploring the family. Tue Whlzin 
Institute for Jewish Family Life's objectives include: 

•to train synagogue and community leaders in Jewish Family Education techniques 
•to use a team approach to better the quality of Jewish Family Education implementation 
•to send each synagogue team back home with a core group of influential Jewish Family Education supporters 
•to enable Whizin participants to return to their host institutions (including synagogues) with a new way of 
viewing these institutions 

Each summer, leaders of Jewish institutions (including, but not limited to synagogues) are invited to participate in 
a week-long institute at the University of Judaism (Los Angeles, CA) with the notion that they will come to 
Whizin and hear some of the best new approaches to Jewish Family Education and return home inspired. Evezy 
year, Wbizin accepts a maximum of 125 people, giving preference to synagogue teams. An emphasis is placed on 
attending Whizin's summer institute as a team and returning to the home community with that team in place. Tue 
Whizin Institute teaches people the need to think systemically instead of prograrnmatically about Jewish Family 
Education. Whizin does not promote any one specific vision of Jewish Family Education for participating 
institutions. However, the Whizin staff aims to have institutional teams return to their host institutions with the 
understanding that Jewish Family Education is not just an add-on program, but that it is a lever for institutional 
change. 

Wbizin has a think tank, headed up by Dr. Ron Wolfson, which convenes each year to discuss and brainstonn the 
latest Jewish Family Education techniques. Many of these people serve as the faculty for the summer training 
institutes, including Helene Appelman, Joan Kaye, Vicky Ke~ and Susan Shevitz. Adrianne Bank bas studied 
the effect of Whizin on the teams and their communities. Since 1989, the Whizin Institute has trained hundreds of 
professionals and lay leaders from synagogues (and other educational institutions, including JCC's) across all the 
liberal denominations-Conservative, Reform, and Reconstructionist. 
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OVERVIEW: Map of Synagogue Change Initiatives 

Background/ Introduction 

Contemporary American Jewish communal leaders often express the concern that the 

Jewish people are in very real danger of extinction, despite the fact that Jews no longer face the 

same persecution that their ancestors did. The leadership of the American Jewish commW1ity 

was particularly alarmed by the 52% intermarriage rate that became widely publicized with the 

publication of the 1990 National Jewish Population Survey. This astronomically high 

intermarriage rate reflects the reality that Jews are incredibly well accepted and have an easy 

time assimilating into American Jewish society. While this high rate of intermarriage reflects an 

extraordinary success story for American Jews, it has given Jewish communal leaders more than 

a little cause for concern about the future of American Judaism. 

Following the publication of the 1990 NJPS, Jewish organizations around the country 

shifted their focus to a broad-based communal objective that they referred to as "Jewish 

continuity." Federations, central Jewish education agencies, private foundations, and other 

Jewish organizations sought to come up with solutions that would ensure that Judaism and the 

Jewish people would "continue" in America - that Judaism and the Jewish people would not 

become extinct. Acknowledging the fact that it would be unlikely (and perhaps even 

undesirable) to reverse intermarriage rates, Jewish communal organizations instead focused their 

attention on raising the probability of positive Jewish identification and affiliation (Ruskay, 

1995). 

"Jewish continuity commissions" were established in Federations around the country and 

Jewish communal organizations developed initiatives that aimed to ensure "Jewish continuity" 

by designing and implementing strategies for enhancing positive Jewish identification. John 
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Ruskay, the first director of UJA-Federation of NY's Continuity Commission, wrote and spoke 

about "institutional transformation" and about "creating compelling communities, inspired and 

inspiring communities that can sear the soul" (Ruskay, 1996). 

Over the past five years, it has been truly remarkable to witness the Jewish communal 

responses to the "continuity crisis". One manifestation of this communal response has been the 

"synagogue change" movement. "Synagogue change" is a phrase that was virtually unheard of 

10 years ago. Today, it is a phrase that is so commonly used that one cannot help but encounter 

this term in Jewish policy circles. Throughout the country, many synagogues have embarked on 

efforts to improve, strengthen, or transform themselves through initiatives that many refer to as 

"synagogue change projects" or "synagogue change initiatives". Many of these "synagogue 

change" efforts such as Synagogue 2000 and ECE (the Experiment for Congregational 

Education) have been spearheaded by umbrella organizations, and other "synagogue change" 

efforts have been initiated and implemented by individual synagogues. With a grant from the 

Nathan Cummings Foundation, the Mandel Foundation (the organization formerly known as 

CIJE, Council for Initiatives in Jewish Education) embarked on a national study of these 

synagogue change projects in 1998. This document presents a summary of the first phase of this 

study. 

Research Questions 

The primary research question that we were seeking to answer in this phase of the study 

was: What is happening in the arena of "synagogue change?" In other words, what does a "'map" 

of the landscape of "synagogue change" look like? This "mapping" phase was originally 

intended to serve as a prelude to fieldwork in synagogues, d!uring which we were hoping to 

address the following additional research questions: 
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• What are the various definitions and criteria of success for the various synagogue change 
initiatives? 

• What have been the perceived outcomes of synagogue change initiatives in synagogues 
(in terms of process implementation and impact)? 

• What factors are associated with successful synagogue change? 

Origina lly, the purpose of the "mapping" phase was to enable us to develop a typology of 

synagogue change initiatives and a conceptual framework for the synagogue-level phase of the 

study. The recommendation to conduct this "mapping" phase before doing fieldwork in 

synagogues emerged from discussions of the Synagogue Change Research Project Leadership 

Team, the Synagogue Change Research Advisory Committee, and CIJE staff and consultants. 

Due to the reorganization of the Mandel Foundation, the synagogue change research project was 

discontinued in the fall of 1998 and the synagogue-level fieldwork phase of the study was 

canceled; thus, some of the study's original research questions were not addressed. 

In the "mapping" phase of our study, we aimed to identify and describe most of the major 

synagogue change projects that are currently being implemented across the country, focusing on 

planned change initiatives whose leaders considered their projects to fit under the broad heading 

of a "synagogue change project" and whose main objective is institutional change. We attempted 

to discover as many change initiatives as possible in the time frame by getting referrals from 

change project leaders and other leaders in regional and national Jewish agencies. The "map" 

was originally intended! to be the first phase of a larger scale study; it was not meant to be 

comprehensive. 

Research Methodology 

Our primary sources of data for the "map" were written documents describing the various 

synagogue change initiatives and interviews with change project leaders at the 'umbrella' level 
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(i.e. rather than synagogue professionals and lay leaders at the synagogue level, whom we had 

planned to interview in the next phase of this study). We also sought to understand how leaders 

of synagogue change projects at the 'umbrella project' level define success for each change 

initiative, what they perceive to be the outcomes of these initiatives to date, and what factors they 

believe to be associated with successful synagogue change. While the main objective of the 

interviews in Phase I of this study was to gather descriptive information about existing 

synagogue change initiatives, we also asked interview subjects to articulate their "hunches" about 

factors linked to "successful synagogue change". These ''hunches" were originally intended to 

inform the synagogue-level phase of our research study by enabling us to develop a "site visit 

guide" to focus our interviews and observations in synagogues. 

Summary of Research Findings 

When we first began the mapping phase of the Synagogue Change Research Project, we 

had no idea of how many synagogue change initiatives we would discover. While we knew that 

the idea of "synagogue change" was popular, we did not anticipate the extent to which the 

< 

synagogue change phenomenon had swept the country. In our research, we discovered over a 

dozen initiatives that were "synagogue change projects" even by a stringent definition of the 

term 1• When we expanded our definition to include projects that did not necessarily consider 

themselves to be "synagogue change projects" but which did aim to improve, strengthen, or 

transform synagogue life in some way (and, thus, seemed like "synagogue change projects" to 

some educated outside observers), we identified the following 20 initiatives: 

• Boston's Change Initiatives (Sh 'arim, Me 'ah, and Youth Educator Initiative) 

1 Our stringent definition ofa "synagogue change project" originally incorporated the following criteria: a) leaders of the change 
initiative at the 'umbrella' level consider their initiative to be a "synagogue change project" and b) the primary objective of the 
initiative is "institutional change" (as opposed to leadership development, impact on individuals, or impact on communities). 
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• Campaign for Shabbat 
• Carlebach Synagogue: expansion initiative 
• Cooperating Schools Network (CSN) 
• Designated Schools Program (DSP) 
• Experiment in Congregational Education (ECE) 
• Friday Night Alive 
• Grants Program of the UJA-Federation Continuity Commission ofNY 
• Initiative in Congregational Education 
• Koret Synagogue Initiative (KSI) 
• LA Council on Jewish Life: Synagogue Funding Program 
• Mashkon: Blueprint to Transform Congregational Education 
• McKinsey/UJA-Federation of NY Strategic Planning Workshops for Synagogues 
• National Jewish Outreach Program initiatives 
• Orthodox Caucus: LEAD Rabbinic Fellowship Program 
• Partners for Synagogue Change (PSC) 
• Synagogue 2000 
• Synagogue Initiative Program (SIP) 
• Synagogue Leadership Initiative 
• Whizin Institute for Jewish Family Life 

In the appendix to this summary document, we have included one-page descriptions of 

these 20 synagogue change initiatives. In addition to these 20 change projects which include 

more than one synagogue under their 'umbrella', we also identified several individual synagogues 

that have ,embarked on their own self-initiated planned change projects without the assistance or 

sponsorship of an 'umbrella' organization, including Beth Am Israel (Penn Valley, PA), Chizuk 

A.muno (Baltimore, MD), Ramat Orah (New York, NY), and Temple Shalom (New Milford, 

CT). The appendix includes summaries of two of these self-initiated projects (Beth Am Israel 

and Chizuk Amuno). 

The rest of this document provides an overview of the 20 umbrella synagogue change 

initiatives we have studied. Summary statistics included in this overview only pertain to the 15 

8 



initiatives for which we have quantitative data about the participating synagogues (synagogue-

level data)2. 

# of Synagogues Involved in Synag-0gue Change Initiatives: The 15 umbrella change projects 

for which we have synagogue-level data range in scope from 2-50 synagogues each3. On 

average, each change initiative has 17 synagogues under its 'umbrella'. After accounting for 

duplicates and triplicates (i.e. 22 synagogues that have participated in two synagogue change 

initiatives and 3 synagogues that have participated in three change initiatives), there are a total of 

259 synagogues that have been involved in these 15 change projects from 1991-1998. Please 

refer to Map Grid #1 in the appendix for a chart of the number of synagogues in each change 

project. 

Sponsoring Agencies of Synagogue Change Projects: Synagogue change initiatives are 

sponsored and coordinated by different types of organizations, including national and regional 

organizations. While the Synagogue 2000 initiative is coordinated by an independent trans

denominational national organization (jointly staffed by academics and project associates at the 

University of Judaism and Hebrew Union College), other national change initiatives (such as the 

Cooperating Schools Network, the Experiment in Congregational Education, and the Orthodox 

Caucus' LEAD Rabbinic Fellowship Program) are sponsored by denominational movements, 

2 We have synagogue-level data for the following 15 synagogue change projects: Boston's change initiatives, Cooperating 
Schools Network, Designated School Program, ECE, Friday Night Alive (first cadre), Grants Program of the UJA-Federation 
Continuity Commission of NY, Kore! Synagogue Initiative, LA Council on Jewish Life's Synagogue Grant Program, Mashkon, 
McKinsey/UJA-Federation of NY's Strategic Planning Workshops for Synagogues. Orthodox Caucus LEAD Rabbinic 
Fellowship Program, Partners for Synagogue Change, Synagogue 2000 (first cadre), Synagogue Initiative Program, and the 
Synagogue Leadership Initiative. 
3 Although we do know that Campaign for Shabbat has over SO synagogues under its umbrella (69, as of December, 1998), we 
did not include this initiative in our analysis because we could not get a complete list of participating synagogues and synagogue-
level data before the publication deadline for this report. Thus, ifwe had added these synagogues to our total, we would not have 
been able to de-dupe with accuracy. Furthermore, because we could not get the list of participating syn~ogues for Campaign for 
Shabbat before the publication deadline, we couM not analyze the geographical and size breakdowns for this initiative. 
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movement-affiliated colleges, or other movement-affiliated organizations. Regional sponsors of 

synagogue change initiatives include central education agencies, federations, federation 

continuity commissions, movement-affiliated regional organizations, private foundations (such 

as the Koret Foundation in San Francisco) and corporations (such as McKinsey ConsU!lting 

Company in New York). Please refer to Map Grid #2 in the appendix for a depiction of the 

various sponsoring agencies of all 20 change initiatives. Most of the synagogue change projects 

are sponsored by regional agencies, rather than by national organizations4; all of these regional 

change initiatives are 'umbrella' projects for synagogues within a defined geographical area. 

Federations (or federation continuity com.missions) and central education agencies are the most 

common types of regional organizations that sponsor synagogue change initiatives. 

Geographical Representation of Synagogues Involved in Synagogue Change Proiects: 

Communities that currently sponsor regional synagogue change initiatives include Bergen and 

North Hudson Counties (New Jersey), Boston, Hartford, New York, Philadelphia, San Francisco, 

and Washington, DC 5• If we look at the synagogues that are part of the national change 

initiatives as well as the regional change initiatives, every area of the country is represented by at 

least a few synagogues that are involved in umbrella change projects. The strongest 

representation of synagogues6 involved in regional and national synagogue change projects and 

the strongest representation of regional synagogue change projects7 is on the East Coast. Most 

4 60% of the 20 synagogue change initiatives are regional and 40% involve synagogues from more than one geographical region. 
5 In addition to Mashkon and the Initiative in Congregational Education, Greater Washington a.lso embarked on a collaborative 
regional synagogue change initiative with Synagogue 2000 in 1998/1999. 
6 Of the 259 synagogues involved in the 15 synagogue change projects for which we have synagogue-level data, 67% are located 
on the East Coast, 25% are on the West Coast, 5% are in the Mid-West, 2% are in the South, and 1% are located outside the U.S. 
(Refer to Spreadsheet # I in the Appendix). 
7 Of the 15 synagogue change projects for which we have synagogue-level data (Spreadsheet #2 in the Appendix), 60% are 
regional initia!ives on the East Coast and 13% are regional initiatives on the West Coast. There are no regional syn~ogue 
change initiatives in the Mid-West or South. lfwe look at all 20 synagogue change projects (Spreadsheet #3 in the Appendix), 
50% are regional initiatives on the East Coast and 10% are regional initiatives on the West Coast. There are no regional 
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synagogue initiatives are regional, rather than involving synagogues from multiple geographical 

regions8. Please refer to Spreadsheet #1 in the appendix for the number of synagogues in each 

change project distributed by geographical locatEon. Refer to Spreadsheets #2 and #3 in the 

appendix for the distribution of synagogue change initiatives by geographical location. 

Movement Affiliations of Synagogues Involved in Synagogue Change Proiects: Synagogue 

change initiatives involve synagogues from all of the denominations, with strongest 

representation among Conservative and Reform congregations9. All of the movements (through 

the movement itself or through movement-affiliated organizations) sponsor national or regional 

synagogue. change initiativeslO. However, only the Reform-affiliated Experiment in 

Congregational Education (ECE) and Partners for Synagogue Change (PSC) are 'synagogue 

change initiatives' according to our stringent definition of the term (because of their focus on 

institutional change and their self-perceptions as synagogue change initiatives). Most synagogue 

change projects are trans-denominational, rather than movement-specific11 . Please refer to Map 

synagogue change initiatives in the Mid-West or South, unless we consider Detroit's JEFF (Jewish Education For Families) to be 
a synagogue change initiative and add it to our list of 20. 
8 60% of the 20 synagogue change initiatives are regionaJ and 40% involve synagogues from more than one geographical region 
(Refer to Spreadsheet #3 in the appendix). 
9 Conservative synagogues represent 35¾, Reform synagogues represent 33%, Orthodox synagogues represent 17%, 
Reconstructionist synagogues represent I 1%, and unaffiliated synagogues represent 4% of the synagogues involved in the IS 
change projects for which we have synagogue-level data. Refer to Spreadsheet# I in the appendix. 

IO Refer to Spreadsheets #2 and #3 in the appendix .. 
11 Of the 15 synagogue change projects for which we have synagogue-level data (Spreadsheet #2 in the Appendix), 73% are 
trans-denominational initiatives and 27% are mQvement-spccific (13% of the initiatives are Refonn, 7% are Orthodox, and 7% 
are Reconstructionist). If we look at all 20 synagogue change projects (Spreadsheet #3 in the Appendix), 65% are trans
denominational initiatives and 35% are movement-specific (16% of the initiatives are Orthodox, 5% are Conservative, 100/o are 
Reform, and 5% are Reconstructionist). 
Among the 20 change projects, there are 3 national change initiatives for Orthodox synagogues (the Carlebach Synagogue's 
expansion initiative, the National Jewish Outreach Program's initiative to place outreach directors in Orthodox synagogues, and 
the Orthodox Caucus' LEAD Rabbinic Fellowship Program), one national change initiative for Conservative synagogues (the 
Rabbinical Assembly and United Synagogue's Campaign for Shabbat), one national change initiative for Reform synagogues 
(HUC-LA's Experiment in Congregational Education), one regional change initiative for Reform synagogues in the New York 
region (UAHC/GNYCRS's Partners for Synagogue Change), and one national change initiative for Reoonstructionist synagogues 
(JRF's Cooperating Schools Network). 
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Grid #3 in the appendix for a mapping of the movement affiliations of synagogues involved in 

each change project. 

Topics/Areas of Focus of Synagogue Change Projects: The 20 synagogue change projects 

cover various different topics or "areas of focus" including education, prayer services, and 

organizational/systemic issues. Please refer to Map Grid #4 in the appendix to see how the 

change initiatives map on the dimension of "topics/areas of focus". Looking at the map grid, 

note that "education" is the most popular area of emphasis for synagogue change initiatives. 

Some educational initiatives focus specifically on Jewish Family Education, including Boston's 

Sh 'arim, tpe Cooperating Schools Network, and the Whizin Institute. With several change 

initiatives, the area of focus varies by synagogue; in these initiatives12, the 'umbrella' project 

leaders enable the leaders at the synagogue level to focus on an area that best meets the 

synagogue's objectives and that best fits the synagogue's context13. 

Points of Entry of Synagogue Change Initiatives: When the synagogue is viewed as an 

organizational system (see "Dynamic Model of Synagogue Change" in the appendix), one can 

conceive of a synagogue's ongoing operations and a synagogue's implementation of change 

processes in terms of the interactions between various components of the organizational system: 

leadership, strategies, funding, and programming. As illustrated in the diagram, these four 

constructs interact with each other within the context of the synagogue's organizational culture 

and vision, and all of these constructs work together to (ideally) have an impact on the 

12 including the Grants Program of the UJA-Federation ofNY's Continuity Commission, the Koret Synagogue Initiative, the LA 
Council on Jewish Life's Synagogue Grant Program, McKinsey/UJA-Federation of NY's Strategic Planning Workshops for 
Synagogues, the Orthodox Caucus' LEAD Rabbinic Fellowship Program, and Synagogue 2000. 
13 In addition, for some synagogue change initiatives that have one area of focus, there: are different areas of concentration within 
the area of focus. For example, while CSN, the Initiative in Congregational Education, and Mashlwn all focus on "education", the 
participating synagogues each focus on different areas within education. Mashkon, for example, offers the following options for 
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synagogue's membersnip. Different synagogue change initiatives seem to have different "points 

of entry" into the synagogue system, with each initiative attempting to enter the synagogue 

system through one or more of these four organizational constructs or "points of entry": 

leadership I\ strategies•s, funding16, and programming17• We can use these four "points of entry" 

as another way of mapping the 20 synagogue change initiatives. While many synagogue change 

initiatives have multiple "points of entry" (Map Grid #5A in the appendix), most of these 

initiatives have one "point of entry" that is more dominant or primary, as indicated in Map Grid 

#5B. 

Change i!}.itiatives that focus on "leadership" as their primary point of entry are ECE, the 

Orthodox Caucus' LEAD Rabbinic Fellowship Program, Partners for Synagogue Change, 

Synagogue 2000, and the Synagogue Leadership Initiative. Change initiatives that focus on 

"strategies" as their primary point of entry are the Designated School Program, McKinsey/UJA

Federation ofNY's Strategic Planning Workshops for Synagogues, and the Synagogue Initiative 

Program. Change initiatives that focus on "funding" as their primary point of entry are Boston's 

Sh 'arim (Jewish Family Educator) initiative, the Grants Program of the UJA-Federation ofNY's 

Continuity Commission, the Initiative in Congregational Education, the Koret Synagogue 

Initiative~ the LA Council on Jewish Life's Synagogue Grant Program, Mashkon, and the 

National Jewish Outreach Program's Outreach Directors in Orthodox Synagogues. Change 

initiatives that focus on "programming" as their primary point of entry are Boston's change 

each participating synagogue: 1) To Create A Context of Meaning, 2) Sh'lom Kitah, 3) Jewish Teen Institute, 4) Jewish Family 
Education, and 5) Teachers Center Web Site. 
14 Change initiatives that enter the synagogue system through "leadership" attempt to train a cadre of leaders to change the 

synagogue's organizational cul ture. 
15 Change initiatives that enter the synagogue system through "strategies" emphasize strategic planning and planning processes. 

l6 Change foitiatives that enter the synagogue system through "funding" provide financial resources for planning, programming, 
staff, etc. 
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initiatives, Campaign for ShCJbbat, the Carlebach Synagogue's expansion initiative, the 

Cooperating Schools Network, Friday Night Alive, the National Jewish Outreach Program's 

Shabbat Across America, and the Whizin Institute. 

Synagogues lnvolved in More Than One Synagogue Change Initiative: It is interesting to 

note that there were 25 synagogues involved in more than one synagogue change initiative in 

1991 -1 998 18• Being involved in more than one change project may reflect a certain change 

readiness and/or an organizational culture that values innovation and experimentation. While 

some leaders of the umbrella change initiatives indicated that synagogues involved in multiple 

change pr9jects were "exemplary" in some way, other change project leaders indicated that some 

17 Change initiatives that enter the synagogue system through "programming" train people to do specific types of programs (such 
as Jewish Family Education programs) or provide specific types of programs (such as interactive prayer services). 
18 From 1991-1998 (not including synagogues in some new initiatives beginning in 1998/1999, such as the Initiative in 
Congregational Education and Synagogue 2000's regional initiative in Greater Washington), the following 25 synagogues were 
involved in more than one initiative: 
• Adat Sha.lorn-Rockville, MD (CSN + Mashkon) 
• Adath Jeshunm-Elkins Park, PA (Designated Schools Program+ Friday Night Alive) 
• Beth Hillel-Wynnewood, PA (Designated Schools Program+ Friday Night Alive) 
• Beth Zion-Beth Israel-Philadelphia, PA (Designated Schools Program+ Friday Night Alive) 
• Congregation Beth Am-Los Altos Hills, CA (ECE + Koret Synagogue Initiative) 
• Congregation Beth David-Saratoga, CA (Koret Synagogue Initiative+ Synagogue 2000) 
• Congregation Beth Simchat Torah (Grants Program of NY+ McKinscy) 
• Congregali on B'nai Jeshunm-New Y orlc, NY (Mc Kinsey + Grants Program of NY) 
•Congregation Mishkan Torah-Greenbelt, MD (CSN + Maslikon} 
• Congregation Ner Tamid-Rancho Palos Verdes, CA (LA Council Synagogue Funding Program+ Synagogue 2000) 
• Congregation Oseb Shalom-Laurel, MD (CSN + Mashkon) 
• Huntington Jewish Center-Huntington, NY (Grants Program of NY+ Synagogue 2000) 
• Kehillat Israel-Pacific Palisades, CA (CSN + LA Counci.l Synagogue Funding Program) 
• Leo Baeck Temple-Los Angeles, CA (ECE + LA Council Synagogue Funding Program) 
• Lincoln Square-New York, NY (Grants Program ofNY + McKinsey + Orthodox Caucus) 
• Mishkan Shalom-Chestnut Hm, PA (CSN & Designated School Program) 
• Reconstructionist Synagogue of the North Shore (CSN + Grants Program of NY) 
• Temple Beth Israel-Port Washington, NY (Grants Program of NY + McKinsey) 
• Temple Beth Shalom-Roslyn,. NY (Grants Program of NY+ McKinsey) 
• Temple Isaiah-Los Angeles, CA {LA Council Synagogue Funding Program+ Synagogue 2000) 
• Temple Micah-Washington, DC (Mashkon + Synagogue 2000) 
• Temple Shalom-Newton, MA (Boston's 3 change initiatives+ ECE) 
• Town & Village-New York, NY (McKinsey, Grants Program of NY+ Synagogue 2000) 
• West End Synagogue-New York, NY (CSN + Grants Program of NY+ McKinsey) 
• Westchester Reform Temple-Scarsdale, NY (ECE + Grants Program of NY) 
Note that 22 synagogues were involved in two initiatives and 3 synagogues were involved in three initiatives (Lincoln Square, 
Town & Village, and West End Synagogue). 
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synagogue leaders are just "change junkies" and their synag,ogues are not necessarily more 

"successful" or "better" than synagogues that are involved in just one change initiative. 

Differences Between Synagogue Change Initiatives 

As the map grids and spreadsheets in the appendix illustrate, different synagogue change 

projects focus on different content areas (e.g. education, prayer, organizational dynamics and 

systemic issues, synagogue ambiance, etc.) and they have different points of entry into the 

organizational system and the change process (e.g. leadership, strategies, programming, and 

funding). In other words, different synagogue change initiatives utilize different levers for 

change an,d espouse different philosophies about the change process. While most19 of the 

initiatives deal with the synagogue as a whole, some of the initiatives focus on the synagogue 

school as the organizational entity that is the focus of the change process (e.g. Cooperating 

Schools Network, Designated School Program, the Initiative in Congregational Education, and 

Mashkon). 

While many change initiatives utilize consultants, different initiatives use different 

consulting models. Some projects, such as the Experiment for Congregational Education (ECE) 

and Partners for Synagogue Change (PSC), utilize a "dedicated consultant" model, assigning one 

outside consultant or advisor20 to each participating synagogue. J?uring its first year, Synagogue 

2000 also utilized a "dedicated consultant" model, assigning one "liaison" to each synagogue; 

these "liaisons" consulted to the synagogues on a very part-time (and sometimes sporadic) basis 

while maintaining other full-time professional positions. However, Synagogue 2000 changed its 

consulting model in its second year by hiring two "change-agent advisors" who work at the 

19 12 of the synagogue change initiatives deal with the synagogue as a whole, 4 of the initiatives focus on the synagogue school, 

and 4 of the ioitiat1ves deal with both the synagogue and the school. Refer to Map Grid #SA in the appendix. 
20 Each ECE advisor spends 20 days per year assisting his/her _synagogue's ECE leadership team and task force. 
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umbrella change project level as full-time professional staff for Synagogue 2000. Most of the 

change initiatives that do provide consulting support to synagogues only have one consultant for 

all of the participating synagogues; this one consultant is usually the coordinator and 'umbrella 

change project leader' as well (e.g. Cooperating Schools Network, Designated School Program, 

Orthodox Caucus' LEAD Rabbinic Fellowship Program, Synagogue Initiative Program). While 

some change initiatives facilitate ongoing change-process meetings with each synagogue, other 

change initiatives provide consulting advice to synagogues on an as-needed per-request basis. 

Although many synagogue change projects' leaders use similar terminology and 

"organizational change process jargon," the terms they use do not always refer to the same 

things. For example, different change project leaders use the terms "team" and "vision" very 

differently. While some people use the term "team" to refer to collaborative efforts between 

different agencies and movement-affiliate,d organizations in the community (e.g. Boston's change 

initiatives), other people use the tenn "team" to refer to collaborative efforts between lay leaders 

and professionals within each synagogue (e.g. ECE and PSC). While some people use the term 

"vision" to refer to the synagogue's mission statement (e.g. McK.insey), others use the term 

"vision" to refer to the umbrella project's guiding philosophy (e.g. Synagogue 2000), and others 

use the term "vision" to refer to one single lens or "value of spiritual peoplehood" that guides the 

educational curriculum (e.g. Cooperating Schools Network). 

When the synagogue change project leaders21 were asked to share their hunches 

regarding factors linked to success, they expressed very different opinions about the role of the 

rabbi in the change process; while some interview subjects claimed that the rabbi's active 

involvement in the change process is unnecessary, others claimed that the rabbi's active support 

21 from the 14 umbrella synagogue change projects and the 2 individual synagogues involved in self-initiated planned change 
projects for which we conducted in-depth interviews and for which we have more detailed write-ups 
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and advocacy of the change initiative is crucial to its success. The interview subjects also 

expressed very different conceptions about the 'ideal' leadership type that is most conducive to 

successfuJ synagogue change processes; while some initiatives' coordinators felt that synagogues 

with dynamic and "charismatic" leaders (rabbis and other professional and lay leaders in the 

synagogue) were more likely to be successful, other change projects' coordinators felt that 

synagogues with "democratic" leaders who embodied a philosophy of "shared leadership" were 

more likely to be successful in their change initiatives, 

CommGnalities Across Synagogue Change Initiatives 

Despite these differences, the various synagogue change projects do have much in 

common. Most initiatives provide some overall 'umbrella vision' and process guidelines while 

also providing opportunities for each participating synagogue to individualize and adapt the 

vision and process to their context. In addition, most change initiatives aim to have an impact on 

individuals and the local community, as well as on the synagogue as an institution. 

Many initiatives involve collaborations between multiple organizations, aside from the 

synagogue and the sponsoring agency of the change project. For example, the Boston 

Commission on Jewish Continuity's change initiatives involve collaborations between the 

Federation, Boston Hebrew College, the Bureau of Jewish Education, the Synagogue Council of 

Massachusetts, the regional youth movements, and other Jewish communal organizations. 

While the details of the change process vary from one project to the next, there were 

some steps that were incorporated into most of the initiatives' envisioned change processes, such 

as needs assessment, visioning, and program implementation. In addition, many change 

initiatives' process guidelines utilize similar terminology and 'buzz words', such as "community 

conversations", "visioning", "teamwork", and "low-hanging fruit". 
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Another similarity between change projects is that for many umbrella change project 

l~aders, certain "means" of the change process are also considered "ends" in and of themselves. 

For example. many initiatives encourage or even require lay/professional teamwork as part of the 

change process; while lay/professional teamwork or collaboration is often assumed to contribute 

to the successful implementation of synagogue change initiatives, it is also considered to be a 

positive end in and of itself. Similarly, many of projects' leaders consider the change process 

itself to be an indicator of "success"; in other words, being involved in a change process itself is 

often considered to be an "end" as well as a "means to an end". 

One commonality across synagogue change initiatives that was particularly impressive 

was the extent to which the umbrella project leaders referred to each other's initiatives. Many of 

the newer change projects' leaders consulted with leaders of projects that have been in existence 

for awhile to get advice and suggestions about the change process. Even seasoned change 

project leaders seemed to get input from others about synagogue change. Cross-fertilization of 

ideas between initiatives seems to be de rigeur among professionals involved in synagogue 

change. 

Summary of "Hunches" 

The leaders of the synagogue change initiatives who were interviewed in Phase I of this 

study eagerly shared their "hunches" about factors linked to successful synagogue change. There 

was more general agreement on the characteristics of the synagogues than on the characteristics 

of the change process that are most conducive to successful synagogue change. The most 

frequently cited characteristics of synagogues that were presumed to be linked to success were 

the following: 
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• leadership traits and characteristics (including professional staff with outstanding 
capabilities, a rabbi who is reflective and willing to take risks, and committed lay leaders 
with expertise in areas that are useful to the change process) 

• widespread professional and lay leadership support for the change initiative22 

• an organizational culture and mindset that supports change 
• resources (financial and personnel) 
• positive lay/professional relations 

The most frequently cited characteristics of the change process that were presumed to be 

linked to success were the following: 

• teamwork: opportunities for lay leaders and professional to work together as a team 
• consultation: an ongoing consulting structure with highly skilled outside consultants 
• vision: a clear purpose and guiding principles for the initiative 
• Jewish content: infused with Jewish ideas and subject matter 
• ad~ptability: allowing for adaptation of the initiative to each synagogue's particular 

context 

While the synagogue change initiative leaders did agree on many of their "hunches" and 

assumptions about factors linked to successful synagogue change, there were some areas of 

disagreement as well. In particular, the 'umbrella' project leaders disagreed on the following 

issues: 

• What is the 'ideal rabbinical leadership-type' that is most conducive to successful 
synagogue change initiatives? Is it better to have a rabbi who exhibits a dynamic and 
charismatic leadership style or one who exhibits a democratic, "shared leadership" style? 

• To what extent does the synagogue's vision need to be clearly articulated in order for 
synagogue change initiatives to be most successful? 

• What are the organizational characteristics that are most conducive to successful 
synagogue change? Is it necessary for synagogues to be rbusiness-like' or is it preferable 
for synagogues not to be 'corporate'? 

• What is the ideal scope of the change process? Is it preferable for th,e initiative to focus 
on the institution as a whole or to focus on one aspect of the synagogue ( or school ) at a 
time? 

• Is it necessary for 'change managers' to be 'on-site' at synagogues for the initiative to be 
successful? 

22 In my own research about the institutionalization of Jewish Family Education in synagogues, I found that it was more 
imponant to have the suppon of lay people and professionals with !high informal status in the synagogue's informal organiz.ational 
networks than the suppon of people in positions of formal authority (such as board members or committee chairpeople) (Malik, 
1997). 
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• What is the ideal consulting model that should be used by the change agent:? Is a 
"dedicated consultant" model preferable to other models? 

• How important is it for the change process to incorporate "inspirational" experiences for 
its participants ( in the form of retreats, participatory prayer services, text-study, etc.)? 

With all of these areas of disagreement, the overall concerns are: What is most cond!ucive 

to successful synagogue change? Even if a factor is conducive to success, is it necessary? We 

had planned to focus on some of these areas of disagreement in the synagogue-level phase of this 

study. Perhaps other researchers will pick up where we left off and address some of these very 

critical issues. 

Suggestions for Future Research 

The original intention of this study was to conduct fieldwork following the "mapping" 

phase. We clearly advocate a synagogue-level follow-up to this study. The following is a 

suggested! research design for such a follow-up study, based on several teleconferences, a 

meeting of the Synagogue Change Research Leadership Team, and input from the Research 

Advisory Committee. 

Defining synagogues as the unit of analysis, we propose a multiple case-study design 

(Yin, 1989), incorporating qualitative methods such as interviews and focus groups. Such a 

study would aim to describe the various definitions of success used within synagogues, the ways 

in which actual implementation of the change process in synagogues matches up to the 

envisioned process, and the ways in which the change project has had an impact on individual 

synagogues and congregants. Ultimately, researchers should attempt to identify those 

characteristics of synagogues and of change processes that are linked to successful synagogue 

change, based on the change projects' and synagogues' own definitions of "success". We suggest 

focusing on a few factors that are potentially linked to success, such as those areas of 
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disagreement that were identified in interviews with the umbrella-project leaders in the 

"mapping" phase of the study (see previous section on "hunches"). While the "mapping" phase 

of the study provided breadth to our understanding of synagogue change initiatives, a synagogue

level phase would attempt to contribute depth to our understanding. By focusing on fewer 

synagogues in more depth, we would be able to provide a rich accounting of the specifics of the 

change process. 

After much discussion, we decided that site~selection should not be guided by the 

strategies of "ideal-bellwether-case selection" or "extreme-case selection" (Goetz & LeCompte, 

1984; Merriam, 1998). Some of the reasons for rejecting the idea of selecting all "successful" 

synagogues include: 

• you need "unsuccessful" as well as "successful" synagogues in order to understand which 
factors are linked to success; 

• there may not be any cases of "success" yet (since some synagogues may be at too ,early a 
stage in the change process). 

One of the reasons for rejecting the idea of even using "success" as a primary site-selection 

criterion is the potential bias involved in asking umbrella change project leaders to identify 

"successful" and "unsuccessful" synagogues (due to the blurring of lines between definitions of 

success and factors linked to success). Another reason for rejecting the idea is the political issue 

involved in asking umbrella change project leaders to identify "unsuccessful" synagogues. In 

addition, there is a conceptual difficulty in using "success" as a site-selection criterion since 

"success" is a contested term; there are multiple notions and definitions of success even within 

one synagogue. 

Rather than using "success" as a site-selection criterion, we recommend using one of the 

typologies of synagogue change initiatives from the "mapping" phase as the primary basis for 

site-selection. In selecting synagogues for case studies, researchers could start at the level of the 
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synagogue change project. In particular, we recommend using the "points-of-entry of synagogue 

change projects" typology outlined in Map Grids #SA and #SB (in the appendix): 

I ) Leadership: trai111ing a cadre ofleaders to change the synagogue's organizational culture 
2) Strategies: emphasis on strategic planning and planning process 
3) Funding: providing financial resources for planning, programming, staff, etc. 
4) Programming: training people to do specific types of programs (such as Jewish Family 

Education programs) or providing specific types of programs (such as interactive prayer 
services) 

Within each of these categories, researchers should select at least one synagogue change 

initiative. For example, one could select Synagogue 2000 and/or ECE as initiatives whose 

primary focus is "leadership," the McKinsey Project as an initiative whose primary focus in 

"strategies." the Koret Synagogue Initiative as an initiative whose primary focus is "funding," 

and the Cooperating Schools Network as. an initiative whose primary focus is "programming." 

Within ea,ch of these change initiatives, we recommend selecting at least 2 synagogues. In the 

overall 'batch' of 8-10 synagogues selected, we should attempt to select synagogues of different 

sizes, movement affiliations, and geographical regions to ensure diversity on some key 

characteristics. These selections could be made from the pool of "vatikim" synagogues that have 

been participating in each of the selected synagogue change initiatives for at least a few years, 

using an algorithm like the "greedy search algorithm" (Wyner, 1998). Before finalizing the list 

of selected sites, researchers should get a sense from the umbrella change project leaders about 

their perceptions of the levels of "success" of the synagogues that were selected using the greedy 

search algorithm (on the variables "size," "movement" and "geographical region"); this is just to 

ensure that the researchers have not mistakenly selected all "successful" or all "unsuccessful" 

synagogues (at least according to the definitions of the umbrella change project leaders). It is 

hoped that the cases selected will be of varying levels of "success." Because this is a multiple 

case-study design, the logic is one of "replication logic" rather than " statistical sampling logic." 
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The cases should produce contrary results for theoretical reasons, in line with the logic of 

"theoretical repl ication" (Yin. 1989). 

In the field, the primary sources of data should be observations and interviews at each of 

the selected synagogues. Key informants include the rabbi, educator/principal, cantor, exe,cutive 

director and other synagogue staff, board members and other lay leaders, any outside liaisons or 

consultants involved in the change process, lay leaders involved in the change process, and other 

congregants. For the interviews, rather than using a "survey in interview format," researchers 

should use a "site-visit guide." This guide would feature a checklist that focuses on a few key 

factors (such as those derived from the "mapping" phase of the study), but the interviewers 

should go into the field with an open mind. Observations should include informal "cruises" 

(Dwyer, Lee, Barnett, Filby, & Rowan, 1985) of the synagogue and synagogue school, as well as 

observations of board meetings and mee1ings that are specifically related to the change process. 

We recommend analyzing the data using an iterative process of data reduction, data display, and 

conclusion drawing and verification. It should be an embedded analysis, in which each case is 

analyzed for its particular dynamics and then followed up by a cross-case analysis using 

qualitative analysis tools such as matrices (Miles & Huberman, 1994). 

For More Information 

There are more detailed 'map summary write-ups' of the following 14 umbrella 

synagogue change projects: Boston's Change Initiatives (Sh'arim, Me'ah, and Youth Educator 

Initiative), the Cooperating Schools Network (CSN), the Designated Schools Program (DSP), the 

Experiment in Congregational Education (ECE), Friday Night Alive, the Grants Program of the 

UJA-Federation Continuity Commission of NY, the Koret Synagogue Initiative (KSI), 

McKinsey/UJA-Federation of NY Strategic Planning Workshops for Synagogues, Orthodox 
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Caucus: LEAD Rabbinic Fellowship Program, Partners for Synagogue Change (PSC), 

Synagogue 2000, Synagogue Initiative Program (SIP), Synagogue Leadership Initiative, and the 

Whizin Institute. There are also detailed ' map summary More detailed descriptions of most of 

the synagogue change initiatives listed in this report are available. lncluded in the longer version 

are the names and phone numbers of key contact people for each synagogue change initiative. 

Please contact Lisa Malik (lisamalik@compuserve.com) for more information. 
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MAPGRID#l 

NUMBER OF SYNAGOGUES IN EACH CHANGE PROJECT 

;', \\II. 01 CII ,,1;1. PHO.II C I ;',1 \11111! 01 S\, \C,(l(;t Is 

Bos1on Change Initiatives: Sh 'arim, Me 'ah, 
28 (=IJ Sh'arim + 22 Me'al, + 12 YEI - dupli.catcs) and YEI 

Campaign for Shabba1 incomplcie data 
Carlcbach Synagogue: expansion initiative incomplete data 
Cooperating Schools Network (CSN) 21 
Designated Schools Program (DSP) 1 
faperiment in Congregational Education 
(ECE) 14 
Friday N1ghl Alive 6 in first cadre(+ 12 planned for 98/99) 

22 (+ J denominational synagogue project grants + I collaborative 
Grants Program - NY UJA Fed inter-synagogue grant) 
Initiative tn Congregational Education initialivejusl beginning in 1998/1999 
(Greater Washington) 
Kore t Synagogue Initiative (KSI) 8 

LA Council on Jewish Life Synagogue Grant SO synagogue grant recipients 1991-1997 (not Including grants for 
Program collaborative initiatives) 
Mashkon: Bluepnnt to Transfonn 
Congrcgarional Education 2S 
(GreaLcr Washington) 
McKinsey/UJA Fed. (NY) 25 
National Jewish OuLrcach Program: OuLreach 
Directors in Orthodox Synagogues htcompklc dlllll 
Orthodox Caucus LEAD Rabbinic Fellowship 
Program IS 

Partners for Synagogue Change (PSC) 4 
Synagogue 2000 16 in llrsl cadre(+ 6 pla,nned in Washington, DC for 911/99) 

Synagogue Initiative Program (SIP) 2 
Synagogue Leadership lmt1at1ve (SLI) 44 at kick-off event 

Whizin Institute for Jewish Family Life Incomplete data 
Total # (for 15 projects for which we have 259 (• 287-duplicalcs & lriplicales) 
synagogue data) 
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MAPGRID#2 

SPONSORING AGENCIES OF SYNAGOGUE CHANGE PROJECTS 

1:--.:u1v1 Dl li\ l 

NATIONAL ORGANIZATION REGIONAL OIU;ANIZATION SYNMiO(illl: 

Movement, 
Movement-Affiliated Central Education Federation or Continuity Movement, Other 

Independent College or other Org. Agency Commission Foundation Movement-Affiliated 
Organization 

0 Synagogue 0 Campaign for 0 DSP 0 Friday Night Alive □ Koret (KSI) a Partners for □ McKinscy/ □ (Bl'th Am 
2000 Slrabbat (Philadelphia) (Philadelphia) (SF Bay Synagogue UJA (NY) lsral'I) 

0 Whizin (Conserv.) 0 Mashko11 0 Grants Program-UJA- Area) Change - (PSC) 0 (Chlzuk 
0 Carlebach (Washington) Federation (NY) [NY] Amuno) 

Synagogue 0 Synagogue □ Initiative in 0 Others ..... . 
expansion Initiative Congregational 
initiative Program (SIP) Education (Washington) 

0 CSN (Rccon.) (Hartford, CT) □ LA Council on Jewish 
0 ECE (Reform) Life Synagogue Grant 
0 National Jewish Program 

Outreach □ McKinscy/UJA (NY) 
Program □ Me'ah, Sh 'arim and YEI 

0 Orthodox (Boston) 
Caucus LEAD □ Synagogue Leadership 
R!lbbinic Initiative (SLI) (NJ) 
Fellowship 
Program 
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MAP GRID#3 

MOVEMENT AFFILIATION OF SYNAGOGUES INVOLVED IN EACH CHANGE PROJECT 

OH 11101>0\ ('{)\Sl:lt\' \ 11\ t HU OH\I 1u:c·o,s I IU (" 1"10\IS r "I IU\Sl)l:\0\11\ ,·1 10 , .,1. 

Boston Change Initiatives X X X 
Campaign for Shabbat X 
Carlebach Synagogue: expansion initiative X 
Cooperating Schools Network (CSN) X 
Designated Schools Program (DSP) X X X X 
Experiment in Congrcga1ional Education 
(ECE) X 
Friday Night Alive X X X X 
Grants Program - NY UJA Fed. X X X X X 
Initiative in Congregational Education X X X X 
(Greater Washington) 
LA Council on Jewish Lile Synagogue X X X X 
Grant Program 
Ma.rhkon: Blueprint to Transfom1 X X X X 
Congregational Educatio,n 
(Greater Washington) 
McKinscy/UJA Fed. {NY) X X X X X 
National Jewish Outreach Program: X 
OulJ'each Directors in Onhodox 
Synagogues 
Orthodox Caucus LEAD Rabbinic 
Fellowship Program X 
Panncrs for Synagogue Change (PSC) X 
Synagogue 2 0 X X 
Synagogue Initiative Program {SIP) X X X 
Synagogue Leadership Initiative {SLI) X X X X X 
W izin X X X X 
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MAPGRTD #4 

"TOPICS/AREAS OF FOCUS" OF SYNAGOGUE CHANGE PROJECTS 

Boston Change Initiatives 
Campaign for Shab t 
Carlebach Synagogue expansion initiative 
Cooperating Schools Network CSN) 
Designated Schools Program (DSP) 
Expenmcntin Congregational Education 
(ECE) 
Fraday Night Alive 
Grants Program - NY UJA Fed 
lnatiatave in Congregation Education 
(G~aler Wosh1PglO!l) 
Koret Synagogue Ini tiative (KSI) 
LA ouncil on Jewish Life Synagogue Grant 
Program 
Mas 011: Blueprint to Trans orm 
CongrcgationaJ Education 
(Greater Washington) 
McKinsey/UJA Fe • Y) 
National Jewis,h Outreach Program: 
Outreach Directors in Orthodox Synagogues 
Orthodox Caucus LEAD Rabbinic 
Fellowship Program 
Partners for Synagogue Change (PSC) 
Synagogue 2000 
Synagogue ln1t1ative Program (SIP) 
Synagogue Leadership Initiative (SLI) 
Whizin 

l'ra~rl' Or!,!:111i1:1tion:il Othrr Furus rnries 
Education Sen ires I Icahn!,! .\ 111hi11 11cc Soda I Ar t ion D} namics S.: by synaj!oguc 

S) ,tcmk ls, u('s 
X 
X X 

X 
X X 
X X 

X 
X 

X 
X X 

X 
X 

X X 

X 
X 

X 

X 
Not Yet X X X Not Yet X 

X X 
X 

X 
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MAPGRID#SA 

"POINTS OF ENTRY" FOR SYNAGOGUE CHANGE PROJECTS 

~:Cr,1i11111:,:.1 St, ,1k0 i1·,· Pl.urn in:,.: 1'1 on:,, l·111uli11!!: prm i1li11:? ~ lrainini:: l1l'Hpk In ilo 

,.1tlu· ofk,ul,·" tu dl,111:,!l' ti11.111ual I l·,1111rcc, for ,pl·dlk I) Ill'' of pro:.:r :1111, o r 1iro, iil111:.: 
tlll' OIJ.!. lllllllll' pl.11111111~. pl O~I :tlllllllll:!,, ,pcdlir 1, Jll'S or pro:?ralll, 

,1alf, tic. 

Sl'.nag2,gue School Sl'.nagogue Schoo~ -Sl'.nagogu, School - Sl'.nag2,g-ue 
----------
School 

Boslon Change Initiatives: Sir 'arim, I X X 
Me'alr, YEI X X S/J'arim Sl1'arim X X 
Campaign Tor S/rabbat X 
Carlebach Synagogue: expansion X 
initiative 
Cooperating Schools Network (CSN) X 
Designated School Program (DSP) X 

Experiment in Congregational 
Education (ECE) X X X X 
Friday Night Alive X 
Grants Prog. - NY UJA Federation X 
lmllarive in Congregallonal Educauon X 
(Greater Washington) 
Koret Synagogue Initiative (KSI) X X 
LA Council on Jewish Life Synagogue 
Grant Program X 
Mas/Jkon: Blueprint 10 Transform 
Congregational Education X X 
(Greater Washington) 
McKinsey/UJA Fed. (NY) X 
National Jewish Outreach Program: X X 
Outreach Directors in Orthodox 
Synagogues and Shabbat Across 
America 
Orthodox Caucus LEAD Rabbinic 
Fellowship Program X 
Partners ror Synagogue Change (PSC) 

X 
Synagogue 2000 X X 
Syn. lnillative Program (SIP) X X 
Syn. Leadership Initiative (SLI) X 
Whtzin X X X X 
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□ Synagogue 2000 Congregational □ Carlebach Synagogue: 

□ Synagogue Leadership Education (Washington) expansion initiative 
Initiative CJ Kore! Synagogue □ Cooperating Schools 
(SLI) Initiative (KSI) Network (CSN) 

□ LA Council on Jewish □ Friday Night Alive 
Life Synagogue □ National Jewish 
Grant Program Outreach Program: 

0 Mashkon (Washington) Shabbat Across 

□ National Jewish America 
Outreach Program: □ Whizin 
Outreach Directors in 
Orthodox Synagogues 

SECONDARY CJ Boston Change u ECE □ Koret Synagogue 

"POINT OF ENTRY" 
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Chart 1: Number o,f Synagogues in Each Change Project, Distributed by Geographical Location, Movement, & Size (for 15 ehange initiatiVes for which w.e have synagogue-level data) 

GEOGRAPHICAL LOCATION MOVEMENT SIZE 

SYNAGOGUE CHANGE PROJECT East West Mid- South lntemali Orthodox Conser Reform Reconstr Unaffili No Small Medium Large No 
West anal vative uctionist ated Data Data 

TOTALS TOTAL under 500- 800+ TOTALS 
500 800 

Boston's change initiatives 28 0 0 0 0 28 0 11 12 0 2 3 28 4 5 4 15 28 

Cooperating Schools Network 9 4 5 2 1 21 0 0 0 21 0 0 21 19 2 0 0 21 

Designated Schools Program 7 0 0 0 0 7 0 4 2 1 0 0 7 4 2 1 0 7 

ECE 4 4 4 2 0 14 0 0 14 0 0 0 14 2 5 7 0 14 

Friday Night Alive-first cadre 6 0 0 0 0 6 0 5 0 1 0 0 6 4 1 1 0 6 

Grants Program-NY Fed 22 0 0 0 0 22 5 8 3 3 3 0 22 0 0 0 22 22 

Koret Synagogue Initiative 0 8 0 0 0 8 0 3 5 0 0 0 8 0 6 2 0 8 

!LA Council Jewish Life-Syn. Grants 0 50 0 0 0 50 11 115 18 3 3 0 50 0 0 0 50 50 

Mashkon 25 0 0 0 0 25 0 12 8 3 2 0 25 0 0 0 25 25 

McKinsey/UJA 25 0 0 0 0 25 5 11 4 3 2 0 25 12 7 5 1 25 

Orthodox Caucus 10 1 2 0 2 15 15 0 0 0 0 0 15 0 0 0 15 15 

Partners for Synagogue Change 4 0 0 0 0 4 0 0 4 0 0 0 4 0 2 2 0 4 

Synagogue 2000-flrst cadre 9 4 3 0 0 16 0 8 8 0 0 0 16 6 7 3 0 16 

Synagogue Initiative Program 2 0 0 0 0 2 0 1 1 0 0 0 2 1 1 0 0 2 

Synagogue Leadership Initiative 44 0 0 0 0 44 9 21 9 1 1 3 44 26 8 0 10 44 

Total# synagogues (before de- 195 71 14 4 3 287 45 99 88 36 13 6 287 78 46 25 138 287 
duping) 

subtract duplicates & triplicates 22 6 0 0 0 28 2 10 6 8 2 0 28 4 2 3 19 28 

Total# synagogues (after de- 173 65 14 4 3 259 43 89 82 28 11 6 259 74 44 22 119 259 
duping) 

Total o/o (after de-duping) 66.80% 25.10% 5.41% 1.54% 1.16% 17.00% 35.18% 32.41% 11.07% 4.35% 52.86% 31.43% 15.71% 
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Chart 2: % o,f Synagogues in Each Change Project: Distributions by Geographical Location & Movement (for 15 change initiatives for which we have synagogue-levell data) 

GEOGRAPHICAL LOCATION MOVEMENT 

SYNAGOGUE CHANGE PROJIECT East West Mid-West South International Trans- Orthodox Conservative Reform Reconstructionist Unaffiliated Trans-
regional Denominational 

Boston's change initiatives 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 44.00% 48.00% 0.00% 8.00% 100.00% 

Cooperating Schools Network 42.86% 19.05% 23.81% 9.52% 4.76% 100.00% 0.00% 0.00% 0.00% 100.00% 0.00% 0.00% 

Designated Schools Program 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 57.14% 28.57% 14.29% 0.00% 100.00% 

ECE 28.57% 28.57% 28.57% 14.29% 0.00% 100.00% 0.00% 0.00% 100.00 0.00% 0.00% 0.00% 
% 

Friday Night Alive-first cadre 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 83.33% 0.00% 16.67% 0.00% 100.00% 

Grants Program-NY Fed 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 22.73% 36.36% 13.64% 13.64% 13.64% 100.00% 

Koret Synag,ogue Initiative 0.00% 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 37.50% 62.50% 0.00% 0.00% 100.00% 

LA Council Jewish Life-Syn. Grants 0.00% 100.00% 0.00% 0.00% 0.00% 0.00% 22.00% 30.00% 36.00% 6.00% 6.00% 100.00% 

Mashkon 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 48.00% 32.00% 12.00% 8.00% 100.00% 

McKlnsey/UJA 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 20.00% 44.00% 16.00% 12.00% 8.00% 100.00% 

Orthodox Caucus 66.67% 6.67% 13.33% 0.00% 13.33% 100,00% 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

Partners for Synagogue Change 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 100.00 0.00% 0.00% 0.00% 
% 

Synagogue 2000-first cadre 56.25% 25.00% 18.75% 0.00% 0.00% 100.00% 0.00% 50.00% 50.00% 0.00% 0.00% 100.00% 

Synagogue lniliative Program 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 50.00% 50.00% 0.00% 0.00% 100.00% 

Synagogue Leadership Initiative 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 21.95% 51.22% 21.95% 2.44% 2.44% 100.00% 

% of change projects 60.00% 13.33% 0.00% 0.00% 0.00% 26.67% 6.67% 0.00% 13.33% 6.67% 0.00% 73.33% 

with synagogues all in one categol)' 
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Chart 3: Distribution of Synagogue Change Initiatives by Geographical Location and Movement (for all 20 initiatives) 

GEOGRAPHICAL LOCATION MOVEMENT 

SYNAGOGUE CHANGE East West Mid-West South International Trans-regiona I Orthodox Conservative Refomn Reconstructionist Unaffiliated Trans-

PROJECT Denominational . 
Boston's change initiatives 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 44.00% 48.00% 0.00% 8.00% 1100.00% 

Campaign for Shabbat no data no data no data no data no data 100.00% 0.00% 100.00% 0.00% 0.00% 0.00% 0.00% 

Carlebach Synagogue: expansion no data no data no data no data no data 100.00% 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

Cooperating Schools Network 42.86% 19.05% 23.81% 9.52% 4.76% 100.00% 0.00% 0.00% 0.00% 100.00% 0.00% 0.00% 

Designated Schools Program 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 57.14% 28.57% 14.29% 0.00% 100.00% 

ECE 28.57% 28.57% 28.57% 14.29% 0.00% 100.00% 0.00% 0.00% 100.00% 0.00% 0.00% 0.00% 

Friday Night Alive-first cadre 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 83.33% 0.00% 16.67% 0.00% 100,00% 

Grants Program-NY Fed 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 22.73% 36.36% 13.64% 13.64% 13.64% 100.00% 

Initiative in Congregational 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% no data no data no data no data no data 100.00% 

Education 

Koret Synagogue Initiative 0.00% 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 37.50% 62.50% 0.00% 0.00% 100.00% 

LA Council Jewish Life Syn. 0.00% 100.00% 0.00% 0.00% 0.00% 0.00% 22.00% 30.00% 36.00% 6.00% 6.00% 100.00% 

Grants 

Mashkon 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 48.00% 32.00% 12.00% 8.00% 100.00% 

McKinsey/UJA 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 20.00% 44.00% 16.00% 12.00% 8.00% 100.00% 

National Outreach Program no data no data no data no data no data 100.00% 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

Orthodox Caucus 100.00% 6.67% 13.33% 0.00% 13.33% 100.00% 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

Partners for Synagogue Change 56.25% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 100.00% 0.00% 0.00% 0.00% 

Synagogue 2000-first cadre 100.00% 25.00% 18.75% 0.00% 0.00% 100.00% 0.00% 50.00% 50.00% 0.00% 0.00% 100.00% 

Synagogue Initiative Program 100.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 50.00% 50.00% 0.00% 0.00% 100.00% 

Synagogue Leadership Initiative 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 21.95% 51.22% 21 .95% 2.44% 2.44% 100.00% 

Whlzin Institute no data no-data no data no data no data 100.00% no data no data no data no data no data 100.00% 

% of change projects 50.00% 10.00% 0.00% 0.00% 0.00% 40.00% 15.00% 5.00% 10.00% 5.00% 0.00% 65.00% 

with synagogues all in one 
category 
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DYNAMIC MODEL OF SYNAGOGUE CHANGE 
Based on Synagogue Change Leadership Team Meeting 8/4/98 (revised 10/98) 

Organizational Culture 

Vision 

Leadership 

/ 
Strategies 

\ I 
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Title of Synagogue C hange Project: Beth Am Israel; The Design Project-Designing an Education System for 
I nter-Generationa I Neshamot 

S ponsoring Ae,ency: individual synagogue: Beth Am Israel-Penn Valley, PA (Conservative) 

Funding Sour,ces: Grant from the Jewish Federation of Greater Philadelphia's Continuity Commission 

Summary of Change Initiative: 
ln the summer of 1993, Rabbi Marc Margolius challenged Cyd Weissman (the educational director) to either 
create a better "failed model" of supplementary education or to create a new model altogether. The model that 
Cyd and Rabbi Margolius developed was partially inspired by the book, A Congregation of Learners (Aron, Lee, 
and Rossel) and by Jonathan Woocher's article on Jewish identhy which expressed the idea that identity is formed 
by being within a community of pract ice and value. The Design Project's vision is of a "community of 
engagement". Originally, the vision was of a "community of learners" (a term borrowed from ECE, the 
Experiment in Congregational Education); the language of the change project was changed because some 
congregants fe lt belittled by the term, in light of the synagogue's history of commitment to Torah, Avodah and 
Gemilut Chassadim. The vision is that all members will be engaged by the synagogue's challenge to take 
seriously their Jewish involvement and communal responsibilities. The synagogue expects and enjoys a 
remarkably high level of congregant involvement in all aspects of synagogue liife, from delivering meals to the 
homeless to delivering divrei Torah. In striving to become a "community of engagement", Beth Am Israel blends 
respect for trad.ition with openness to innovative forms of Jewish expression. It provides an alternative model for 
supplementary school education that actively aims to get families engaged in Jewish living and learning. 

Objectives of The Design Project at Beth Am Israel include: to get people engaged in Jewish living and learning 
through "personal meaning-making", to facilitate. congregants' viewing Shabbat as the center of that engagement, 
to create a "community of practice" as a context for the school and the synagogue's other educational activities, to 
design an aJternative educational model that will sustain and deepen congregants' Jewish identity, to strengthen 
community and identity so that congregants view Jewish tradition as a source of strength and comfort and as "a 
way and a place" to celebrate life and to live out "the rhythm oflife" in a meaningful way, and to build a religious, 
moral, learning, and socially responsible community which asks for and expects the engagement of its members. 
Specific operational goals of The Design Project include: to increase synagogue attendance at Shabbat morning 
services, religious festivals, and synagogue classes by 50%; to increase involvement in other synagogue activities 
by 15%; to increase family practice (e.g. Shabbat rituals, independent study, increased interest in Jewish social 
groups, increased integration of Torah principles into family and social discourse) by 45%; to increase adult 
participation by 50% (e.g. participation in Shabbat rituals and activities); and to improve the "Jewish self-image" 
of children and adults by 10% (i.e. defining one's self-image primarily through a Jewish frame of reference, 
making a mor,e conscious use of a Jewish cultural and religious framework for decision-making and problem 
solving). 

After articulating their vision and expectations, the synagogue professionals in partnership with the education 
committee implemented a host of new educational programs in 1994. The core educational program occurs on 
S habbat and is, in fact, interwoven with the Shabbat morning service. Children in first grade and up have the 
opt ion to participate in the Beil Midrash in lieu of Bet Se/ er. Beit Midrash was not intended to be a traditional 
Hebrew School model. It is the synagogue professionals' expectation that the Beit Midrash is a place where adults 
go on journeys with their children. Furthermore, the Design Project envisions the synagogue as a community. 
Beil Midrash students come to the synagogue for classes on Thursday afternoons; they also come with their 
families on Shabbat morning and break away into their own classes during the Shabbal service. Additional Beil 
Midrash programming includes Shabbat lunches, continued study in the Shabbat Academy (9-10 a.m.), services 
(I I a.m.-12:30 p.m.), minyanim with chi ldren (11 a.m.- 12 p.m.), story reading and help in the classroom (10 a.m.-
11 a.m.). Students are expected to continue this study through the 12th grade. The rabbi and education director 
deliberately changed the language of the BAI community because of their belief that language impacts people's 
attitudes. Since "Hebrew School" conjures up a negative image for most people, Shabbat educational 
programming is called Beil Midrash and Sunday educational programming is called Beil Sefer. 
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Title of Sym1gogue Change Project: Boston's Commission on Jewish Continuity: Sh 'arim, Me 'ah , and the 
Youth Educator Initiative (YEI) 

S ponsoring Agency: Boston's Commission on Jewish Continuity (COJC): a joint project of Combined Jewish 
Philanthropies (federation) and its agencies (including the Bureau of Jewish Education), the Union of American 
Hebrew Congregations, the United Synagogue of Conservative Judaism, the Council of Orthodox Synagogues, 
and the Synagogue Council of Massachusetts. 

Funding Sources: Sh ·arim: COJC; Me 'ah: grants from CJP Donor-Advised Funds and the Righteo1Us Persons 
Foundation; YEI: COJC grants made available through Combined Jewish Philanthropies Endowment funds. 

Summary of Change Initiative: Boston's Commission on Jewish Continuity, which was formed in 1989, 
sponsors and coordinates three educational initiatives: Sh 'arim, Me 'ah, and the Youth Educator Initiative (YEI). 
Together, all 3 initiatives aim to ensure a strong future for the Boston Jewish community by fostering positive 
change in Jewish institutions and individuals through the route of Jewish education. There are 28 Conservative 
and Reform synagogues participating in one or more of these initiatives. While Sh 'arim and Me 'ah's participating 
sites include other Jewish organizations in addition to synagogues, YEI's sites are all synagogues. 

•Sh 'arim provides funding to 13 synagogues (and 3 other institutions) to enable them to hire part-time or full
time professional Jewish family educators. For the first three years of each institution's grant, Sh'arim funds 
50% of the family educator's salary; in the fourth year and beyond, Sh'arim matches 25-40% of the institution's 
contributions.to the family educator's salary. In addition to funding salaries, Sh 'arim also provides two years of 
training at Boston Hebrew College for each family educator and facilitates ongoing networking opportunities 
for Boston's family educators via the BJE's Family Educator Network. Through its funding and leadership 
development strategies, Sh 'arim aims to transform institutions (primarily synagogues) by enabling them to hire 
professionally trained family educators; it also aims to transform Jewish families and to build the profession of 
Jewish family education. Implementation of Sh 'arim began in 1993. 

•Me 'ah, a cooperative venture between Boston Hebrew CoUege and the COJC, is an intensive high-quality 
program of Jewish study which provides l 00 hours of learning over the course of two years to each 
participating adult. Me 'ah furnishes adults with a framework for ongoing study of Jewish texts, philosophy, 
and history, based on the belief that Jewish learning can have an impact on individuals, institutions (including 
synagogues) and the community. There are currently 17 Me 'ah sites, representing 28 institutions (including 22 
synagogues). Me'ah aims to change the culture of the Boston Jewish community by increasing the status of 
Jewish education and the personal meaning of Jewish learning for leaders in Jewish institutions (including 
synagogues) throughout the Boston area. Its objectives include increasing Jewish literacy of Jewish adults, 
building a community of active Jewish learners in the Boston area, and transforming Jewish institutions 
(including synagogues) by involving Me'ah participants and graduates as role models and leaders among their 
membership. Implementation of Me 'ah began in 1994. 

•The Youth Educator Initiative (YEI) consists of professional development for youth educators, consultation to 
youth educators , community team events for people who work with teenagers, and funding to synagogues for the 
improvement of youth programming, organizational development in the area of youth education, and professional 
development for youth educators. With guidance from the BJE and the Synagogue Council of Massachusetts, 
teams of lay and professional leaders at each of the 12 YEI synagogues work together to develop and implement a 
comprehensive vision of the ideal youth community for that synagogue that integrates formal studies, youth group 
activities, Jewish camping, and the Israel experience. YEl's objectives include enhancing the profession of youth 
educator and the field of Jewish youth work, upgrading the Judaic content of programs for teens and pre-teens, 
enhancing the Boston Jewish community's impact on its youth, transforming synagogues into places where there 
is integration between formal and informal educational opportunities for teens and pre-teens, and developing and 
strengthening the institutional structures that design, oversee and implement Jewish youth programs. YEI was 
initially piloted in 1994; it became a fully developed initiat~ve in 1996. 
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Title of Synaeogue Chan2,e Pro ject: Campaign for Shabba1 

Sponsoring Agency: Committee for Commitment and Observance (Rabbinical Assembly and United Synagogue 
of Conservative Judaism) 

Funding Sources: Rabbinical Assembly and United Synagogue 

Summary of Change Initiative: 
Campaign for Shabba1 was initiated by the Committee for Commitment and Observance, a collaborative effort of 
the Rabbinical Assembly and the United Synagogue of Conservative Judaism. The overall objective of Campaign 
for Shabbat is. to challenge synagogue congregants to explore Shabbat and to give them the tools to learn about 
Shabbat and its observance. Some of the slogans that have been used for Campaign for Shabbat include 
"Shabbat: Experience the Joy" and "Shabbat: A Rest for the Day of You.r Life". It is an inreach program for 
synagogue members that is premised on the assumption that congregants are not "stupid"; they are just "ignorant" 
about some of the aspects of Shabbat observance and are embarrassed to say "Teach Me". Campaign for Shabbat 
requires participating synagogues to offer educational activities such as tutoring and training and to provide 
support groups for congregants who are learning how to be more observant. In addition, Campaign for Shabbat 
provides opportunities for synagogue members to network with each other via e-mail. There are currently 69 
Conservative synagogues throughout the United States and Canada participating in Campaign for Shahhat. 
Joseph Mendelsohn, a rabbinical student at the Jewish Theological Seminary and the spiritual leader of Beth El 
Synagogue (W~terbury, CT), is the coordinator of the program. 
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Title of Svnae,ogue Change Pro ject: Carlebach Synagogue: expansion initiative 

Sponsoring A2cncy: Carlebach Synagogue·-New York, NY 

Funding Sources: some fondling from Covenant Foundation; applying for grant from Cummings Foundation 

Summary of Change Initiative: 
The objective of the Carlebach Synagogue's expansion initiative is to enable other synagogues around the country 
to implement the "Carlebach approach" to prayer services. The initiative is a response to the fact that "people 
come to shul for every reason except to pray" (i.e. people who do come to synagogue typicaUy come for the 
sermon or the food); it is a response to the conviction that "prayer is not working" for most Jews today. The 
"Carlebach approach" to prayer incorporates two aspects: 

•music ("feeling the melodies of the prayers", "making the prayers more alive and accessible") 
•interrupting the singing to explain the meaning of the prayers (commentary beyond s imple translation) 

Carlebach-type services are rooted in traditional Chassidic prayers, yet they also incorporate some modem tools 
such as music and "spontaneity". These services are based on a model of one person inspiring others who, in tum, 
cause others to be inspired. The inclusion of running commentary on the services is an adaptation of the 
interpretive process that is already applied to Chumashrrorah study. 

Rabbi Sam lntrator, the rabbi of New York's Carlebach Synagogue was an assistant rabbi to Rabbi Shlomo 
Carlebach when he was still alive and traveled with him "on the road". Now, Rabbi lntrator travels about once 
every other month to different synagogues (primarily Orthodox) to expose them to the "Carlebach approach" to 
prayer. Rabbi lntrator is hoping to get a grant to enhance the work he is currently doing; he aims to enable people 
in other synagogues to develop the "Carlebach model" on their own without having to rely solely on 
"performances" by "outsiders". With the Covenant Foundation grant, Rabbi lntrator is working with synagogues 
that already have adopted a "Carlebach approach" and is helping them refine their approach (e.g. the Happy 
Minyan in Los Angeles, the Aquarian Minyan in Berkeley). With additional funding, he hopes to make 
Carlebach-type prayer services more accessible to other synagogues. 
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Title of Synagogue Change P roject: Chizuk Amuno Strategic Mission Statement Process & Campaign 

Sponsoring Agencv: individual synagogue: Chizuk Amuno Congregation-Baltimore, MD 

Funding Sources: no outside funding; synagogue has extens ive internal fundraisiog efforts (including a full-time 
development director and a full-time lay committee chair) 

Summary of Change Initiative: In May, 1994, synagog1Ue professionals and lay leaders decided to develop a 
mission statement ("defining who we are") and a "case" ("defining where we want to go") which would become 
an integral part of the congregation's I 25th anniversary fundraising campaign. The case, in particular, would 
enable fund-ra isers to inform potential donors about the planned uses of the money raised by the campaign. 
Objectives of the mission statement process and the campaign included the following: 

•to embark on a campaign to raise endowment funds for new programming, personnel, and other 
recommended organizational changes and capital funds for physical plant improvements in honor of the 
synagogue' s 125th anniversary 
•to articu late the synagogue's mission statement and "define ourselves" at a critical milestone in the 
congregation's history (125th anniversary) 
•to implement programs and make organizational changes that reflect the synagogue's mission 
•to continue growing the membership of the synagogue, even after achieving full enrollment in all of the 
synagogue's schools (religious school, high school, day school, adult education academy, early childhood 
education p_rogram) 

The process of developing the mission statement was facilitated by an outside consultant, Dr. Sheldon Dorph. The 
process involv,ed a 32-member committee which represented every constituency in the synagogue: professional 
staff, board members, and representatives of a ll the committees and schools (early childhood, day school, 
religious school, adult education), and several older members who could provide "institutional memory". The 4-
month process included the following components: extensive meetings of the committee, a retreat, and focus 
groups that attracted 200 congregants. Because of the sense of urgency of the campaign, the mission statement 
process was executed in a very expeditious manner. If the need for the campaign's case had not been so pressing, 
the change process might have included additional focus gr,oups and the development of a long-range plan 
preceding the development of the case. The mission committee wrote its own mission statements in September, 
1994. In September/October 1994 , focus groups were conducted with congregants and additional data was 
collected. A preliminary mission statement was drafted in October; a final mission statement and report was 
released in No,vember, 1994. Emerging from the process was the unanimous recognitio n that education was the 
driving force of Chizuk Amuno; this sentiment was expressed by everyone who participated in the mission 
statement process. The following institutional objectjves emerged from the mission statement process: 

•to create as many contexts as possible for Torah study in the synagogue 
•to affirm Torah study as the historic and continuing organizing principle and centerpiece of all synagogue 
initiatives 
•to implement our vision of our synagogue as "the education synagogue" 
•to elevate congregants' awareness of the synagogue's educationaJ focus and to consciously build synagogue 
programs around this educational focus 

The "case" was successfully developed over the 6 months following the articulation of the mission statement (in 
11/194), and has been used for fundraising purposes s ince 1995. Heightened awareness of and reinforcement of 
the mission statement has been accomplished by the publication and dissemination of appealing printed materials 
that convey that the synagogue is successful and clear about its goals. In addition, an engraved limestone 
representation of the mission statement now serves as the centerpiece in the main thoroughfare of the synagogue. 
So far, the campaign has been extremely successful, with a dramatic increase over voluntary participation in 
previous campaigns. The success of the campaign has been attributed to many factors including high standards 
("You never achieve. You just up the ante."), and the active participation and support of a well-respected rabbi, an 
extremely capable lay committee chair who worked full-time on the campaign, and a fu ll-time development 
director who came on staff by the beginning of the campajgn. 
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Title of Synagogue Change Project: Cooperating Schools Network 

Sponsoring Agency: Jewish Reconstructionist Federation (JRF) 

Funding Sources: JRF and grants from the Covenant Foundation and the Bronfman Foundation. (In addition, 
some individual congregations' projects have been funded by grants from foundations and local federations such 
as the New Jersey Metrowest Federation). 

Summary of Change Initiative: 
The Cooperating Schools Network (CSN) provides opportunities for Reconstructionist congregations to develop 
expertise in a particular "value of spiritual peoplehood" and to become models of educational innovation for other 
Reconstructionist congregations. CSN envisions the synagogue as an intergenerational Leaming community with 
integrated education for children, adults, and families. 

Specific goals of the CSN inc lude: 
1) to change synagogue members' conceptions of Jewish education so that they (we) see it as a process of 
"education" and not just "schooling" 
2) to provide symbolic legitimization to children's learning by drawing parents into the educational system 
3) to help teachers work with families as well as children 
4) to create a desire among adults for further Jewish learning 
5) to empo~er families to engage independently in sustaining old Jewish traditions and creating new ones 
6) to create "ripples" in the school community that will enrich the learning and celebration of the entire 
congregation 
7) to develop or renew the resources for educational leadership within the congregation 
8) to create Jewish bonds between the families participating in the project 
9) to change the perception of who is a Jewish educator ( e.g. parents are teachers too) 
l 0) to develop a deeper appreciation for the Reconstructionist approach to sustaining Jewish values and 
tradition 

Each of the 21 participating congregations focuses on one or more of the following "values of spiritual 
peoplehood": kedusha/ spirituality, hidur mitzvah/Jewish arts, ti/am o/aml moral education, Hebrew language, 
Tzionut/Zionism & Israel, and hokhmal Jewish thought and wisdom. The selected "value" serves as a "spiritual 
compass" for the congregation and as a thematic area of educational emphasis for the synagogue's 
intergenerational educational activities. The components of the CSN change process include an annual 
conference with members of all participating congregations' CSN committees, phone conversations with Dr. 
Jeffrey Schein (the national education d.irector of the Jewish Reconstructionist Federation and the coordinator of 
CSN), an initial site visit by Dr. Schein during which he meets with the synagogue's CSN committee to get a 
visioning process underway (that focuses on one of the 'values of spiritual peoplehood'), two visioning exercises 
for each synagogue's CSN committee to do on its own, a meeting between Dr. Schein and each CSN committee to 
discuss the next steps, and the CSN committee's development of new curriculum materials and/or the 
implementation of existing curriculum materials. The implementation of CSN in its first cadre of synagogues 
began in 1993, ( although one of the participating congregations, B'nai Keshet, received a grant to begin a CSN
like program as early as 1990). 
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Title of Synagogue Change Project: Designated School Program (DSP) 

Sponsoring Agency: Auerbach Central Agency for Jewish Education (ACAJE)-Phi ladelphia, PA 

Funding Sources: Jewish Fe.deration of Greater Philadelphia 

Summary of Change Initiative: 
The Designated School Program (DSP) aims to create better synagogue schools (i.e. with evidence of more 
effective learning) by encouraging synagogue schools to adopt a "systems approach" to organizations. The DSP's 
ultimate goal is educational change in the synagogue. Underlying the "systems approach" is the theory that each 
component of the synagogue contributes towards the synagogue's overall educational mission. 

Synagogues participating in the DSP can opt to participate in an intensive 3-year change process that includes the 
following components: 

I) adopting a systems orientation with an emphasis on partnership and role-modeling the collaborative effort 
2) creating a steering committee that is comprised of all of the synagogue's professional staff members (rabbi, 
cantor, executive director, educator) and representatives of different constituencies in the synagogue 
The steering committee writes job descriptions and develops the school's vision and mission statement. 
3) empowering the school committee to be a process-oriented, goal-setting, decision-making body 

DSP congregations can opt to participate in the 3-year intensive consulting intervention or they can opt to 
participate in pieces of the program (e.g. restructuring the school committee in a way that is consistent with 
systems theory or adopting a systems-based approach to teacher training). AJI participating DSP synagogues are 
guided through the change process by a consultant at the Auerbach Central Agency for Jewish Education, Dr. 
Jane Tausig. There are currently 7 synagogues in Greater Philadelphia that are participating in the Designated 
School Program. Three of these congregations began the DSP change process in 1994 and completed it in 1997, 
one of these congregations completed the process in 1998, and three synagogues are currently in their first or 
second years of implementation of the change process. 
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Title of Synaeogue Change Project: Experiment in Congregational Education (ECE) 

Sponsoring Ageocv: I-I UC-J IR's Rhea Hirsch School of Education in cooperation with the UAHC Commission 
on Jewish Education 

Funding Sources: Grants from the Mandel Associated Foundations, the Nathan Cummings Foundation, the 
Covenant Foundation, and the Gimprich Family Foundation 

Summary of Change Initiative: 
The Experiment in Congregational Education (ECE) is an initiative that seeks to transform synagogues into 
"congregations of learners" (i.e. synagogue communities where Jewish education is central and where Jewish 
learning takes place in a deep way throughout the congregation) and "learning congregations" (i.e. communities 
characterized by ongoing self-reflection, shared leadership between professional and lay leaders, and continuous 
deliberations aimed at problem-solving and self-improvement). It aims: to change the synagogue's culture and 
organizational structure in order to make Jewish learning central to the life of the synagogue. The following 
components form the common pattern which guide the activities of all participating ECE synagogues; 

1) an educational task force of 20-30 professional lay leaders that meets 6-8 times per year over a period of 2-
3 years 
2) a leadership team of 5-10 people that guides the work of the task force 
3) an ECf: advisor who spends 20 days per year assisting the leadership team and task force of each 
synagogue 
4) study retreats (kallot) for all of the leadership teams from each of the participating congregations (five 
times during the first three years of the project) 
5) ongoing evaluation by ECE staff researchers 

At each participating congregation, the ECE task force engages in "readiness assessment", a visioning process, 
team-building, implementation and analysis of "community conversations", planning and implementation of early 
innovations, reflection on "best practices", and p lanning and implementation of major initiatives. While the road 
map of the ECE change process looks the same for all participating congregations, the journey looks different for 
each synagogue; ECE provides the template of steps each synagogue has to take, but the "bow" and the 
"outcomes" are expected to look different at each site. Each of ECE's 9 advisors works with one or more of the 
participating synagogues to help the synagogue task forces implement the change process in their sites and to 
trouble-shoot as needed. Dr. Isa Aron, the coordinator of ECE, is one of the advisors. 

Planning for ;the ECE initiative was precipitated by Sara Lee's educational consulting work with Congregation 
Beth Am (in Los Altos Hills, CA) and her understanding that in order to effect true changes in supplementary 
school education, synagogues needed to be changed in systemic and holistic ways. The kick-off event for ECE 
was a conference in Malibu in 1993 entitled, "Reconceptualizing Congregational Education". Papers presented at 
this conference and other commissioned works were published in 1995 in Aron, Lee, and Rossel's book, A 
Congregation of Learners: Transforming the Synagogue into a Leaming Community. 

There are currently I 4 Refonn congregations around the country that are ECE participants. In addition to the 2 
'proto' synagogues that were "part of ECE before there was an ECE" (Congregation Beth Am and Leo Baeck 
Temple), there were 5 vatikim in ECE's first cadre that beg;an to participate in ECE in 1993. In 1997, 7 chadashim 
synagogues constituting ECE's second cadre began their implementation of the ECE change process. 
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Title of Svnagoguc Change Project: Friday Night Alive 

Sponsoring Agency: Jewish Continuity Initiative of the Jewish Federation of Greater Philadelphia and CMS 
Companies (CMS Foundation) 

Funding Sources: Grant from the Jewish Continuity foitiative of the Jewish Federation of Greater Philadelph ia 
and private donation from CMS Companies (CMS Foundation) 

Summary of Change Initiative: 
In 1997/ 1998, Friday Night Alive featured participatory innovative Friday njght Shabbat services at 6 synagogues 
in the Greater Philadelphia area. The objectives of Friday Night Alive include: to enrich Jewish synagogue life in 
Greater Phi ladelphia by conducting Friday night "song and spirit" services that are similar to those at B'nai 
Jeshurun on Manhattan's Upper West Side, to expose people to the possibiJ ities of what Jewish services have to 
offer and to the possibility that they can be exciting, and to inspire rabbis and congregations to explore more 
innovative and participatory ways of spiritually enhancing their prayer services. It is the ultimate goal of Friday 
Night Alive to inspire synagogues to conduct their own participatory services, not just to host Friday Night Alive 
services once a year or to become "Friday Night Alive synagogues". In 1997/1 998, some of the Friday Night 
Alive services were led by B'nai Jeshurun staff (Cantor-Keyboardist Ari Priven and Rabbi Yael Ridberg) and 
some of the Friday Night Alive services were led by Shabbat Unplugged, a group of rabbinically-trained 
musicians who are students or graduates of the Reconstructionist Rabbinical College of Wyncote, PA. The f riday 
Night Al ive seiyices are characterized by participatory sing-along melodies interspersed with traditional nusach, 
instrumental music, singing rabbis in Lieu of a cantor as shaliach tzibur, dancing in the aisles, and the use of the 
siddur "Service of the Heart". This siddur was specially designed for Friday Night A live by Joe Lewis and Ellen 
Bernstein; it includes modem English transJations and commentaries, convenient Hebrew phrasing, 
transliterations, instructions (e.g. when to stand, sit, and bow), and "Singlish" (singable EngHsh rhymed 
translations of the prayers). While ithe 6 synagogues that participated in Friday Night Alive in I 997/1998 were all 
Conservative ( or Conservative/Reconstructionist), 6 of the participating synagogues in 1998/1999 are Reform and 
6 are Conservative. 
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Title of Synagogue Change Project: Grants Program of the Jewish Continuity Commission of the UJA-Federation of 
Jewish Philanthropies of New York. Inc. 

Sponsoring Agency: Jewis h Continuity Commission of UJA-Federation of New York 

Funding Sources: UJA-F,ederation Continuity Commission, which receives funds from the UJA-Federation of New 
York's annual campaign. In 1998/1999, $3 .5 million was allocated to the Continuity Commission from the Federation's 
$120 mi 11 ion annual campaign. 

Summary of Change Initiative: 
The Continuity Commission was established in July, 1993, in direct response to tbe recommendations of UJA
Federation of New York's Strategic Plan. The Strategic Plan recommended that a Continuity Commission be formed to 
perform several functions related to Jewish continuity, including the implementation of a grants program that would 
"stimulate competitions in excellence" in all types of Jewish communal institutions (e .. g. synagogues, JCC's, Hillels, 
and schools). According to John Ruskay, the first director of the Continuity Commission and the current Chief 
Financial Officer of the Federation, one of the overall objectives on the Continuity Commission is to provide solutions 
to the Jewish community's "continuity crisis" by expanding the focus beyond Jewish education as the single solution to 
the crisis and by working towards the creation of "inspired and inspiring" communities. 

The objectives of the Continuity Commission's Grants Program include: "institutional transformation" and 
"institutional strengthening" (to strengthen or transform synagogues and other Jewish institutions into more compelling 
and dynamic co[llmunities of Jewish living and learning), to catalyze change in Jewish institutions (including, but not 
limited to synagogues), to generate institutional growth at the grassroots level, to provide resources to Jewish 
institutions in the New York Jewish community with an emphasis on Jewish education and identity development, to get 
Jewish institutions to think strategically about how they want to look in the future, to have a positive impact on the 
attitudes and behaviors of individuals in Jewish institutions, and to catalyze change in the UJA-Federation of New 
York and the New York Jewish community. According to Dr. Alisa Rubin Kurshan, the current director of the 
Continuity Commission, the Grants Program funds institution-wide initiatives as opposed to programs. It is premised 
on the belief that institutions best know how to transform themselves into compelling and inspiring Jewish 
communities. Thus, the Commission does not provide a specific template of change; each institution is required to 
undergo a serious strategic planning process which talces into account its unique institutional profile. Each institution's 
lay and professional leaders are required to develop and buy into their own vision of change and to identify their own 
creative and bold initiatives. However the Commission conducts public briefings every year regarding both the content 
and process of change, providing institutions with guidelines and concrete suggestions for their initiatives. Beginning 
in JuJy, 1998, the Request for Proposals (RFP) invited applicants to define their initiative by one of the following 
"content-based goals or strategies of change'' : "Toward a Spiritual Community", "Toward an Inclusive Community", 
"Toward a Leaming Community", "Toward Renewing Israel's Role in the L ife of the Community", "Toward Enriching 
Jewish Culture in a Comm unity", or "Toward a Social Action Oriented Community". For the first four years of the 
Grants Program ( l 994/1995-1997 / l 998), the Continuity Commission awarded three-year grants for large-scale 
institutional grant initiatives (with slightly lower figures for target-population grant initiatives) according to the 
following fonnula: Year One-100% funding (up to $60,000 per initiative), Year Two-80% funding (up to $48,000 per 
initiative), Year Three-SO% funding (up to $30,000 per initiative). For initiatives beginning in 1998/1999, the 
Commission awarded four-year grants according to the following new formula: Year One-80% funding (up to $48,000 
per initiative), Year Two- 100% funding (up to $60,000 per initiative), Year Three-60% funding (up to $36,000 per 
initiative, Year Four-40% funding (up to $24,000 per initiative). 

Since the Grants Program began in 1994, 26 synagogue initiatives received grants from the Continuity Commission: 
22 individual synagogues, 3 grants to denominational movements, and 1 community initiative that is a collaboration of 
7 synagogues in Brownstone Brooklyn. The number of synagogue initiatives receiving new grants since I 994 has 
ranged from 2-7 per year. The following are some examples of synagogue initiatives that have received funding in 
recent years: experiential adult Jewish education for the unaffiliated, healing prayer services, intergenerational Jewish 
education for unaffiliated Jewish gays and lesbians, and community-building for new members and single adults. 
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T itle of Synagogue Cha nge P ro ject: Initiative in Congregational Education 

Sponsoring Agency: UJA Federation of Greater Washington and Board of Jewish Education (BJE) of Greater 
Washington (including donations from lay leaders/ phi lanthropists) 

Funding Sources: UJA-Federation of Greater Washington 

Summary of Change Initiative: 
The Initiative in Congregational Education marks the beginning of a "comprehensive partnership" between UJA
Federation, the Board of Jewish Education, .and synagogues in the Greater Washington area. It was introduced to 
Jewish education professionals and lay leaders at a kick-off event in the fa ll of 1998. The goals of the initiative 
include: 

•to provide funding to congregational schools to enable the development of programs that meet agreed-upon 
criteria 
•to provide resources that will help students and famili,es view religious school as a p lace to learn to live and 
practice Jewish values (rather than as a "drop-ofr' Hebrew school) 
•to gather and analyze data related to congregational schools for the purpose of sharing "best practices" and 
identifying areas of mutual concern 
•to help synagogues strengthen their ability to be vibrant centers of Jewish life for congregants (by 
strengthening their schools) 
•to strengthen the synagogue/BJE/UJA-Federation partnership and to foster a spirit of mutual trust around 
these institutions' shared educational vision 
•to encourage and enable the Greater Washington Jewish community to work together on issues relating to 
synagogue schools and Jewish education 

Beginning in 1999, each partk ipat ing synagogue school will be receiving a grant of $1 ,000-$4,000 based on the 
number of students in the school. The grant process is non-competitive; all congregations that apply for grants are 
e ligible to receive money. The following are the list of grant categories for the Initiative in Congregational 
Education: 

•Jewish family life education 
•teacher training and teacher recruitment 
•curriculum specialists ( in such areas as music, art, drama, Hebrew language, teftllah, social studies, and 
special needs) 
•teen programs 
•programmatic bridges between formal and non-formal education (through such modes as Jewish camping, 
retreats, or other modes of experiential education) 
• purchase of educational materials (to support new programs) 
•civics/social actionltzedakah curriculum 
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Tille of Synagogue Change Project: Koret Synagogue Initiative (KSI ) 

Sponsoring Agency: Koret Foundation 

Funding Sources: Koret Foundation, with matching funds from participating synagogues 

Summary of Change Initiative: 
The Koret Synagogue Initiative (KSI) provides funding for participating synagogues to hire program directors (or 
assistant rabbis with programming responsibilities) who develop and implement programs aimed at building the 
Jewish identity and commitment of targeted segments of the synagogue population (such. as young adults, women, 
fam ilies, non-members, etc.). Program directors aim to enhance synagogue life and promote synagogue change 
through the implementation of outreach and iareach programs. KSl's immediate ,objective is to "test the 
hypothesis" that the addition of a program d irector (or assistant rabbi with programming responsibilit ies) would 
enable each of the participating synagogue to do a much better job of strengthening its members• and non
members' Jev,,ish identity and commitment, "thereby demonstrating that synagogues can play a critical role in the 
revitalization of Jewish life in America". KSI's short-tenn goals include: to build capacity in synagogues through 
the addition of a program director (or assistant rabbi) on staff, to provide a vehide for institutional transformation, 
to make structural changes in the synagogue as an institution by changing the culture of the synagogue and its 
leadership, and to enable synagogues to reach their potential for positively affecting members' and non-members' 
Jewish identity by virtue of its three key roles: community-building, religious life, and education. KSI's long-term 
goals include: to enable the synagogue to become an agent of change for the San Francisco Jewish community at 
large, to enable' the synagogue to assume its place with other Jewish organizations in promoting Jewish continuity 
and strengthening Jewish identity, and to serve as a national model so that funders can see how even a relatively 
small amount of money can make a big difference in how synagogues function. 

Koret's vision is "moie of a process vision", premised on the assumption that synagogues will do a better job of 
enhancing congregants' Jewish identity if they have increased personnel capacity (the addition of a program 
director position on staff). Koret does not dictate the kind of programming that each synagogue should 
implement, although most participating synagogues have some type of lay advisory committee which oversees the 
work of the program director. Beginning in 1998/1999, the KSI will expand its activities to include management 
consultation, training, and technical assistance to synagogues which will be provided by staff at the Koret 
Foundation. 

The Koret Foundation initiated KSI in 1994. Prior to 1994, Koret functioned mainly as a foundation that reviewed 
grant proposals and funded various projects in Jewish institutions and other non-profit organizations. The KSI is 
part of Koret's new approach to become more proactive in such areas as Jewish identity and synagogue life. Since 
its inception in 1994, KSI has funded 8 synagogues in the San Francisco Bay Area (3 Conservative and 5 
Reform). The first round of KSI began in 1994, with 4 synagogues each receiving $45,000 per year (for three 
years) for the program director's salary and a programming and publicity budget. In years 1-3, each synagogue 
was expected to provide matching funds in the amount of $15,000 per year. In years 4-6, Koret continues to 
provide funding to the synagogues but at a decreasing rate. In year 7, the entire budget for the program director, 
programs, and publicity is supposed to be funded by the synagogue. For the second and third round of 
participating KSI synagogues (beginning in 1997), Koret provided $22,000 per year per synagogue (for the first 
three years) for a half-time program director's salary and a programming and publicity budget; each synagogue is 
expected to provide matching funds in the amount of $12,000 per year. 
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Title of Synagogue Change Project: LA Council on Jewish Life: Synagogue Funding Program 

Sponsoring Agency: Counci I on Jewish Life of The Jewish Federation of Greater Los Angeles 

Funding Sources: Jewish Community Foundation 

Summary of Change Initiative: 
Founded in I 974, the Council on Jewish Life is under the auspices of the Jewish Federation of Greater Los 
Angeles' Planning and Allocations Department. The Council's activities include: convening community 
discussions on emerging issues of interest to the Jewish community, recommending new policies and programs, 
and enabling synagogues and other Jewish institutions in Greater Los Angeles to implement these new policies 
and programs. These activities aim to strengthen the Los Angeles community's commitment to Jewish continuity. 

The Synagogue Fund ing Program, which began in 1981 , administers grants from the Jewish Community 
Foundation to synagogues in Greater Los Angeles. Approximately two thirds of the $100,000 provided by the 
Jewish Community Foundation each year is allocated to first~year programs and one third is allocated to second~ 
year programs. The overall goal of the Synagogue Funding Program is to serve the Jews of Los Angeles by 
building a partnership between the Federation and the religious community. Through the Synagogue Funding 
Program, the Council on Jewish Life is able to stimulate programs, provide seed money, and encourage 
collaboration among institutions. The criteria for programs funded by the Council's Synagogue Funding Program 
have evolved oyer time. The Council seeks and support programs that are new and innovative, can be replicated in 
other settings, stimulate collaborations between synagogues and other agencies, promote closer 
synagogue/Federation relations, and foster a deeper connection to Judaism and Jewish I iving. In the 1980's, the 
Council primarily provided seed funding to programs that were new and innovative. Now, the Council seeks 
programs that involve inter-institutional collaborations and that focus on deepening individuals' Jewish 
commitments. It primarily funds programs that address the needs of "under-served" members of the Jewish 
community (e.g. former Soviet Jews) or that promote Jewish continuity (e.g. Jewish Fami ly Education and teen 
programming) 

Since its inception in 1981, the Synagogue Funding Program has provided funding to hundreds of synagogue 
programs. Between 1991-1997, 50 synagogues received grants through the Synagogue Funding Program (not 
including grants for collaborative initiatives). Orthodox, Conservative, Refonn, Reconstructionist, and 
unaffiliated synagogues have all been recipients of grants. While there is no set minimum or maximum grant 
award per program, 1997 grants ranged from $2,500 to $10,000 per synagogue per proyarn per year. Similarly, 
there is no set number of synagogues that can be offered grants in any given year; in recent years, 12-35 
synagogues have received grants each year. Most programs that meet the criteria receive grants. 

The following are some examples of programs- funded by the Council on Jewish Life's Synagogue Funding 
Program: a family education program targeted to unaffiliated mixed-faith couples and their children at a Reform 
synagogue, a bi-monthly support group for gays and lesbians at a Conservative synagogue, a "Torah through 
Drama" program for senior citizens at a Chassidic shul, a support group for parents who have children with 
Attention Deficit Hyperactive Disorder (ADD-ADHD) at a Conservative synagogue, and a one-day seminar of 
lectures and workshops on "the mitzvah of mourning" at a Reconst.ructionist synagogue. 

While staff at. the Council on Jewish Life admit that the Synagogue Funding Program primarily deals with 
"smaller scale changes", they believe that these programs do make a difference in synagogues and in the lives of 
program participants. Furthermore, they note that the Council on Jewish Life has been involved in mobilizing 
some larger scale community-wide changes with such programs as the Israel Experience for teenagers. 
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Title of Synagogue Change Project: Moshko11: Blueprint to Transform Congregational Education 

Sponsoring Agency: Board of Jewish Education (BJE) of Greater Washington and the UJA-Federation of 
Greater Washington 

Funding Sources: Jewish philanthropists with children in Jewish supplementary schools in the Greater 
Washington area (the Bermans and Gelmans), in partnership with the BJE and the UJA-Federation of Greater 
Washington 

Summary of Chane:e Initiative: 
In 1996/1997. a small group of concerned Jewish parents in the Greater Washington area (including some 
philanthropists) began to examine the reasons behind the problems of congregational school education. They 
turned to the Board of Jewish Education and the UJA-Federation of Greater Washington and asked: 

•What are the essential tools needed to transform the educational landscape of the congregational school 
system? 
•Can we make a significant difference in the spiritual lives of thousands of Jewish children? 
•What if the resources were available to effect such transformations in children's lives and in synagogues? 

In response to these challenges, the BJE began to forge a new partnership with UJA-Federation, congregational 
schools, rabbis, educators, and communal agencies. The first step was to create a plan or "blueprint" that provides 
an overall model to transform congregational Jewish education. Mashkon is designed to equip teachers with the 
skills and kno\~ledge they need to bring elements of wonder, faith, and the search for meaning into their religious 
school classrooms. The effort began with the implementation of five pilot programs extracted from the larger 
blueprint. These carefully designed pilots represent a cross-section of programs that address some of the key 
concerns of Jewish parents in the Greater Washington Jewish community. Each of the following pilots was 
tested, evaluated, and modified in the fi rst year(] 997/1998): 

I) "To Create A Context of Meaning: A Curriculum and Teaching Training Module": 
an initial training unit on God challenges teachers to confront the difficult issues in their own lives concerning 
faith and meaning and enables them to transmit religious concepts in a mean ingful way in the classroom 
2) "Jewish Teen Institute": 
a Wexner-Heritage-style program for teens consisting of highly stimulating, interdisciplinary mini-courses 
integrated into the school's ongoing programs 
3) "Sh'lom Kitah" 
an on-the-:_job teacher training program to provide the techniques needed to integrate students with learning 
difficulties successfully into the regular classroom 
4) "Beyond Arts and Crafts: A Jewish Family Life Education Curriculum for Young Children": 
an engaging, age-appropriate Jewish Family Education curriculum to help early childhood students and 
parents understand and experience the richness of Jewish holidays 
5) "Teachers' Center Web Site": 
an electronic resource center with the best print, video, audio, and software materials available for educators 
in fonnal and informal Jewish educational settings 

Additional pilot initiatives that began to be implemented in 1998/1999 are the Morasha: Florence Melton Mini
School for Teachers and the Bet Midrash bi-monthly study sessions and end-of-year retreat for principals. Each 
of the pilot initiatives addresses an aspect of Mashkon's larger vision: to incorporate into the synagogue religious 
school's curriculum age-appropriate programs that specifically deal with "Judaism's understanding and response to 
the mysteries of life and the deepest concerns of the human soul". Since its inception in 1997, there have been 25 
synagogues (Conservative, Reform, Reconstructionist, and unaffiliated synagogues from throughout the Greater 
Washington area) involved in one or more of Mashkon's five institutional pilot initiatives. Rather than 
transforming congregational education via a centralized large-scale initiative, Mashkon seeks to transform Jewish 
education in synagogues by transforming one classroom at a time. 
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Title of Synagogue C hange Project: McKinsey/UJA-Federation Strategic Planning Workshops for Synagogues 

Sponsoring Agency: Mc Kinsey & Company consulting firm and UJA-Federation of Jewish Philanthropies of 
New York 

Funding Sources: McKinsey consultants donate their time on a pro-bono basis. 

Summary of Chanee Initiative: 
The Mc Kinsey Project's immediate short-term objective is to overcome barriers to change within synagogues by 
making synagogue leadership aware of the need for change, creating adequate administrative infrastructure for 
change. ensuring economic support for new initiatives, and gaining consensus among clergy, lay leaders, and 
other congregants. McKinsey's longer-term objectives include: to re-establ ish the synagogue as a vibrant center 
of Jewish living and learning and to ensure ongoing Jewish continuity and Jewish community. The McKinsey 
project provides a "value-neutral" process for enabling synagogues to achieve their own site-specific v isions 
rather than utilizing a "cookbook approach" or imposing a specific change agenda. The process is modeled after 
McKinsey's strategic planning process for its other clients. Based on learning from its consulting work with 
clients in the business world, McKinsey's strategic planning process incorporates the following elements: 
working in teams, learning by doing, ski lled facilitation, focusing on vision and objectives, and maintaining high 
energy throughout the process. Approximately once per month over the course of a year, participating synagogue 
teams (consisting of the rabbi, administrator, and 3-4 Jay leaders) attend 9 workshops with McKinsey consultants 
and other parti~ipating synagogue teams. Each meeting starts out with a 20-30 minute session for aU of the teams 
together, during which the topic for the evening is introduced. Then, the participants go into break-out sessions 
for approximately an hour, during which each individual synagogue team meets with its assigned McKinsey 
facil itator. The last segment of the meeting is another 20-30 minute session for the whole group, to give the 
different synagogue teams an opportunity to "cross-pollinate" and share ideas. The main program sessions are 
each devoted to one of the following topics: 

1) Setting a mission: developing a mission statement and guiding principles 
2) Understanding the "market": s ituation analysis and synthesis 
3) Laying out a strategy 

a) Drafting a vision 
b) Developing a strategy 
c) Designing strategic initiatives 

4) Deciding how to fund the strategy: budgeting and fund-raising 
5) Action planning 
6) Reporting back to the other synagogue teams 

Between each session that is facilitated by McKinsey consultants, each synagogue team is expected to meet on its 
own and to do some onssite work related to the previous program session's topic. 

This project was initiated in 1993 by McKinsey consultants after some discussions with the UJA-Federation of 
New York's Continuity Commission. In the first year of the implementation of this project, ten McKinsey 
consultants volunteered their time to this pro-bono project. The first group of 11 synagogues (2 of which dropped 
out) participated in strategic planning workshops during the calendar year 1994. The next group of 7 synagogues 
(1 of which dropped out) participated in workshops during the academic year 1996/ 1997. The third group of 7 
synagogues participated during the academic year 1997/1998. The 2 l synagogues that have participated in the 
McKinsey Strategic Planning Workshops represent all the denominations: Orthodox, Conservative, Reform, 
Reconstructionist, and unaffiliated synagogues in the New York metropolitan area. 
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Title of Synagogue Chan2,e Project: National Jewish Outreach Program initiatives 

Sponsorine A2,ency: National Jewish Outreach Program (NJOP)-New York, NY 

Fundin2, Sources: donations to the National Jewish Outreach Program 

Summary of Chan2,e Initiative: 
The overall objective of the National Jewish Outreach Program (NJOP) is to transform synagogues into outreach 
organizations. Working with individuals across the denominations, but primarily through Orthodox synagogues, 
NJOP implements the following initiatives (some of which may be considered synagogue change initiatives): 

I) Crash Course in Hebrew Reading: to empower synagogue members who are "dormant" to learn Hebrew. NJOP 
screens and hires teachers, as well as providing teaching specifications, handbooks, and an instructional 
videotape. This program has reached 105,000 individuals in 2,100 synagogues around the country. 

2) "Shabbat Across America"/ "Tum Friday Night Into Shabbar": to enable synagogues (primarily Orthodox) 
around the county to implement interactive Friday night programs (services and dinner) during which participants 
can interrupt the service or meal to ask questions. While synagogues implement the Friday night programs on 
their own, NJOP provides specifications, handbooks, and an instructional videotape. This program has reached 
70 congregations around the country. 

3) Beginners~arners Services: to enable synagogues (primarily Orthodox) around the country to implement a 
traditional Shabbat service that is geared to beginners, in which participants do the dvar Torah (in lieu of a rabbi's 
sermon) and in which participants can interrupt the service to ask questions. These services are an opportunity for 
synagogues to "mainstream" people. NJOP provides specifications, handbooks, and an instructional videotape. 

4) Outreach Directors in Orthodox Synagogues: to place full-time outreach directors in Orthodox synagogues. So 
far, NJOP has placed 4 full-time outreach directors and L part-time outreach director in Orthodox synagogues 
around the country: California, Florida, New Jersey (West Orange), and New York (Long Island and Brooklyn). 
NJOP provides a matching grant of $25,000 for each full-time outreach director. 
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Title of Svnagoguc Change P ro ject: Orthodox Caucus L.E.A.D. (Leadership Education And Development) 
Rabbinic Fellowship Program 

Sponsoring Agency: Onhodox Caucus, in collaboration w ith the Rabbinical Council of America (RCA) and the 
Rabbi Isaac Elchanan Theological Seminary at Yeshiva University 

Fundine Sources: UJA-Federation of New York's Jewish Continuity Commission (3-year grant from 1996-
1999), Gindi Fund for the Enhancement of the Professional Rabbinate, and financia l support from the project's 3 
co-sponsors (Orthodox Caucus, Rabbinical Council of America (RCA), & the Rabbi Isaac Elchanan Theological 
Seminary at Yeshiva University) 

Summary of Change Initiati ve: 
The objectives of the L.E.A.D. Rabbinic Fellowship Program include: to develop "leadership" and "vision" 
among younger Orthodox rabbis through project-based training, to develop a core of rabbinic leaders who can 
serve as mentors to other rabbis, and to have an impact on national Orthodox organizations (i.e. to change policy 
in the Orthodox movement by bringing some younger rabbis into leadership positions in Orthodox organizations). 
Operational objectives of the Rabbinic Fellowship Program include: to provide formal in-service training to 
rabbis based on well-known leadership development models in business and the military, to implement projects in 
the synagogue and in the local Jewish community which would serve as a training "laboratory" for the 
participating rabbis, and to create a professional esprit between and among the participating rabbis (so tlhat rabbis 
feel less al ienated which, in tum, will transform synagogues because rabbis will network with each other about 
projects, programs, and sermons). 

The 15 Rabbinic Fellows who participate in this program attend 4 major training sessions over the course of 2 
years (one session per semester). Topics covered in these training sessions include: conflict management, TQM 
(Total Quality Management), strategic planning, change management, negotiation skills, relationship 
management, and communication skills. The training sessions give Rabbinic Fellows the opportunity to meet 
w ith executives from Jewish communal organizations, business executives, and senior rabbis. All Rabbinic 
Fellows are required to undertake two local projects, one within their synagogues and one outside of their home 
congregations in collaboration with local Jewish community organizations (e.g. local JCCs, Federations, or 
campus groups). These projects are supposed to effect change in the synagogue and in the local Jewish 
community. Some examples of projects include: educational programs on domestic abuse and the estalblishment 
of an abuse hotline, Jewish educational programs accessible to the learning disabled, and educational programs 
targeted to FSlJ (former Soviet Union) immigrants. 

Dr. David Schnall, who is part of the leadership of the Orthodox Caucus and is the Herbert Schiff Professor of 
Management and Administration at the Wurzweiler School of Social Work at Yeshiva University, consults with 
each Rabbinic Fellow on an as-needed basis. A variety of other specialists work with the Rabbinic Fellows at each 
of the professional development training sessions. Dr. Schnall conceived of the program in September, 1995 and 
applied for a grant from the UJA-Federation of New York's Continuity Commission in 1'996. The 15 rabbis who 
are currently Fellows in the program represent l S Orthodox synagogues around the country and in Canada. They 
have each committed to participate in this program for two fu ll years, from January, 1997 to January, 1999. 
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Title of Synagogue Change Project: Partners for Synagogue Change (PSC) 

Sponsoring Agency: UAHC (Union of American Hebrew Congregations) Department of Adult Jewish Growth; 
Greater New York Council of Reform Synagogues (GNYCRS) 

Funding Sources: Pilot pr-ogram funded by a grant from the UJA-Federation of New York's Continuity 
Commission; Consulting fees of part-time faci litators funded by UAHC; UAHC plans to fund PSC through its 
operating budget after the grant runs out in 1999. 

Summary of Change Initiative: 
The objectives of PSC include: to build partnerships and relationships among synagogue leaders, to develop 
leadership skills among synagogue professionals and lay leaders, to transform the temple leadership's job 
description and experience from a "corporate" model to one that embodies the values of Judaism and the religious 
values and pwrposes of their synagogues, and to improve synagogue leadership as a lever for creating large-scale 
synagogue change. PSC's vision of synagogue life is a new model of synagogue board service that incorporates 
values-based decision-making, team-based leadership, and personal growth. It envisions a synagogue governance 
structure that embodies the vision of a synagogue as a nurturing covenantal community which is rooted in Jewish 
values; it envisions board experiences for lay leaders and professional that are more spiritual and less "corporate". 

PSC engages synagogue leadership teams in three years of systematic training, supervision, and inspiration to 
broaden leaders' Jewish literacy, Jewish "citizenship" (lifestyle and role-modeling), spiritual awareness, 
individual goal~setting and management abilities. The PSC training program includes the following elements: 
observation and feedback at synagogues, study guided by an integrated curriculum, retreats, an ongoing 
facilitating/consulting process, "celebration'\ and evaluation. Each participating synagogue is required to 
assemble a team of 6-8 people, including the rabbi, the president, and present and future lay leaders. Generally, 
each team consists of 2 professionals and 4-6 lay leaders. Each synagogue team meets once per month with an 
assigned facilitator from UAHC/GNYCRS; the facilitators have expertise in areas such as organizational 
behavior, social work, education, and communications The specific content of monthly team meetings varies 
from synagogue to synagogue. Although the Experiment in Congregational Education (ECE) is not formally 
connected to PSC, two of the facilitators have been involved in ECE; thus, aJI PSC synagogues are engaged in 
ECE activities such as "visioning" and "community conversations". All meetings incorporate Jewish text study. 
While the original intention was to have two retreats per year for all participating synagogue teams, the current 
process has been revised to reduce the number of retreats because of the divergent needs of the synagogues 
involved. In addition to meeting monthly with the synagogue teams, all of the facilitators also meet once per 
month with Richard Abrams (Director of PSC at UAHC}, Raobi Peter Schaktman (Director of GNYCRS), and 
Rabbi Julie Spitzer (Assistant Director of GNYCRS). Four Reform synagogues in the New York metropolitan 
area have been participating in the PSC pilot since its kick-off retreat in 1997. 

52 



Title of Synagogue Change Project: Synagogue 2000: A Trans-Denominational Project for the Synagogue of 
the 21st Century 

Sponsoring Agency: Synagogue 2000 is an independent organization; Principal Investigators' offices are housed 
at the Un iversity of Judaism (Los Angeles) and Hebrew Union College-Jewish lnstitl'lte of Religion (New York) 

Funding Sources: Grants from the Nathan Cummings Foundati,on, Steven Spielberg's Righteous Persons 
Foundation, and the Shirl,ey and Arthur Whizin Trust 

Summary of Change Initiative: According to Rabbi Larry Hoffman and Dr. Ron Wolfson, the individuals who 
initiated Synagogue 2000, the objectives of Synagogue 2000 include: to re-energize and "respiritualize" the 
American synagogue, to transform the synagogue from a place that caters primarily to children to a place of 
Jewish spi ritual growth for adults of all ages, to change the synagogue from a place of "old-world ethnic appeal" 
to a place that has a "spiritual message" for all who seek meaning, to make synagogues into "spiritual centers" 
where people can pursue their Jewish journeys and find God's presence, to make synagogues more religious and 
less institutional, and to make synagogue life more meaningful and relevant to American Jews. Synagogue 2000 
envisions the synagogue of the 21st century to be the spiritual center of members' lives, where an impersonal 
synagogue is changed into a place of warmth and welcome, where the way in which synagogues "do their 
business" is changed from hierarchical and bureaucratic to personally enriching, and where prayer services are 
"compelling and compassionate". In its attempt to "re-spiritualize" all aspects of synagogue life, Synagogue 2000 
targets the following areas: I )Prayer, 2)Healing, 3)Good Deeds/Social Justice, 4)Study/Leaming, S)lnstitutional 
Change, and 6)Ambiance/ Synagogue Design/ Sanctuary Space. These 6 key themes form the acronym PISGAH: 
Prayer, Institutional Change, Study, Good deeds, Ambiance, and Healing. While the overall objective of 
Synagogue 2000 is to "respiritualize" synagogues, the specific definition of what it means to "respiritualize" and 
the strategies of how to "respiritualize" are determined by each synagogue within the broad context of the 
definition of "Jewish spirituality" provided by Synagogue 2000. Ultimately, each synagogue should work on all 6 
points of the PISGAH, but each synagogue started out its change process by focusing on either "prayer" or 
"healing"; all synagogues are also working on "ambiance". 

The "theory-in-use" for Synagogue 2000's change process is that within each synagogue, a "core group" of 5-7 
people will radiate its enthusiasm, energy, and knowledge to a larger "change team" of 20-30 people (consisting 
of clergy, lay leaders, 'movers and shakers' and 'peripheral' congregants) who will, in turn, inspire the same 
enthusiasm throughout the synagogue infrastructure and to members and potential members of the synagogue. 
Then, it is hoped that the process will be reproduced at the city, regional, and national level. Each participating 
synagogue's "core group" of 5-7 people attends an annual retreat in Ojai, CA. Retreats incorporate a team 
approach and "experiential learning characterized by inte llectual seriousness and emotional intensity". At the 
first retreat for Synagogue 2000's 16 pilot synagogues (December, 1996), the core groups were given a set of 
curriculum materials ("itinerary") on one area of emphasis- ("track") -either "Prayer" or "Healing". Each 
"itinerary" or curriculum binder included instructional materials with agendas, process techniques, text-based 
study materials, resources, and suggested ways of conducting meetings throughout the year. After the 1996 
retreat, each synagogue's "core group" met approximately once per month with the rest of its synagogue "change 
team" using the "Prayer" or "Healing" curriculum itinerary as a guideline for each meeting. In addition, each 
synagogue's "change team" had to implement "low-hanging fruit" projects- concrete and manageable projects that 
contributed towards the synagogue's ultimate goal of respiritualizing the synagogue through the route of prayer or 
healing. The theme of the second retreat for the 16 pilot synagogues (December, 1997) was "Respiritualizing the 
Infrastructure of the Synagogue". At the retreat, each synagogue's "core group" was given a new set of 
curriculum materials ("itinerary") for the following year's "change team" meetings. The "itinerary" for 1998 
included a choice of four possible routes for respiritualizing the synagogue: 1 )Marketing, 2)Membership Process, 
3)Jewish Journey Groups, and 4) Track-Deepening (continuing to focus on the "prayer" or "healing" track from 
the previous year. During Year I ( 1996/1997), each of the 16 synagogue teams was assigned a liaison from 
Synagogue 2000's liaison team; most of these liaisons had other full-time jobs and just provided advice to 
congregations on an as-needed basis. In Year 2 ( 1997/1998), Adina Hamik and Ellen Franklin werre hired as full
time project associates; they each have ongoing, regular contact with the 16 pilot synagogue teams. 
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Title of Synagogue Change Project: Synagogue Initiative Program (SIP) 

Sponsoring Agency: Commiss ion on J.ewish Educatio n (CJE) of the Jewish Federation of Greater Hartford 

Funding Sources: Endowment Foundation of the Jewish Federation of Greater Hartford 
(Note: La'atid. the new synagogue change initiative that is an outgrowth of SIP, is receiving grant support from 
the Jewish Federation of Greater Hartford, the Endowment Foundation of the Jewish Federation of Greater 
Hartford, and the Covenant Foundation). 

Summary of Change Initiative: 
The Synagogue Initiative Program (SlP) envisions the synagogue as an inclusive community in which all 
constituents are engaged in the planning and implementation of the synagogue and supplementary school's vision, 
mission, and programs. Furthermore, it envisions the synagogue as a community that is focused on developing a 
strong sense of Jewish identity in all of its members by providing opportunities for Jewish living and learning for 
people of a ll ages. SIP's objectives include nurturing "a strong sense of Jewish identity, knowledge, and living" in 
synagogue members of all ages and "re-engineering" synagogues and supplementary schools by creating 
partnerships among a broad base of professionals and lay leaders and engaging all constituents in the planning andl 
implementation of the synagogue and supplementary school's vision, mission and programs. SIP also aims to 
make the supplementary school a "pivotal core" of the congregation, to create a synagogue atmosphere that is 
conducive· to J1rwish educational pursuits at all levels, and to train professionaJ and lay leadership to be able to 
continue the process of change. An underly ing assumption of SIP is that the most successful synagogue schools 
are those that are viewed as central to the concerns and mission of their host synagogues. Consistent with the 
theory of "systems change", the school and synagogue must both regard themselves as integrated parts of a greater 
whole. 

The SJP process incorporates the following components: 
I) Initiating the Systems Change Process: 

•fonnat ion of a SIP committee in each synagogue, consisting of tbe rabbi, cantor, principal, teachers, and lay 
leaders representing various committees 
•workshops and conferences related to synagogue/school systems change and Torah study 
•survey of the synagogue's structure and needs 
•workshops aimed at developing the synagogue's vision, mission statement, and action plans 
•ongoing planning and collaboration among a broad base of the synagogue's constituents 
•SIP committee meetings with CJE consultants approximately once every other month 
•SIP sub-committee meetings with CJE and outside consultants approximately once per month 
•retreats for l 0-15 people from each synagogue approximately twice per year 
•mini-courses on synagogue change and leadership development at Hebrew College's Hartford Branch 

2) Implementation and Experimentation: 
implementation of the synagogue and school's action plan which incorporates new experimental approaches 
and which reflects the vision and goals of the synagogue and school 

3) Professional and Lay Leadership Development: 
ongoing training and modeling through workshops, retreats, and courses for synagogue lay leaders and 
professionals to enable them to facilitate all aspects of SIP, 

4) Evaluation: 
ongoing fonnative evaluation process and summative evaluation coordinated by CJE in collaboration with 
STP institutions 

SIP is a trans-denominational change initiative for synagogues in the Greater Hartford area. Its 2 pilot 
congregations (one Conservative and one Reform) began to participate in the SIP process in 1996/1997. Since its 
inception, Sandy Dashefsky has been the coordinator and primary consultant to the SIP congregations. 
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T itle of Synagogue Change Pr-oject: Synagogue Leadership Initiative (SU) 

Sponsoring Agcncv: UJA-Federation of Bergen County and North Hudson 

Funding Sources: 
Year I: Taub Foundation 
Year 2: Taub Foundation and the UJA-Federation's Continuity Commission 

Summary of Change Initiative: 
The Synagogue Leadership Initiative's planning process began in August, 1997 with the following objectives in 
mind: to strengthen synagogues in the Bergen County/North Hudson Jewish community, to develop strategies to 
address challenges confronting synagogues, to engage community leaders in tackling the challenges facing 
synagogues, to crystallize the mission of each participating synagogue, to provide leadership development 
opportunities for professional and lay leaders in synagogues, and to empower synagogues to transfonn the lives of 
Jewish individuals, Jewish families, and the Jewish community. The Synagogue Leadership Initiative envisions 
synagogues as caring, supportive communities wh ich are centers of spirituality, lifelong learning and community 
(Beil Tejillah, Beil Midrash, and Beil Knesset). 

In its planning phase ( 199711998), the Synagogue Leadership Initiative encompassed the following components: 
•leadership consultation meetings which encouraged synagogue leaders to begin a process of self-reflection 
by asking sµch questions as, "What do I want my synagogue to look like?" 

•a spring symposium (held 3/22/98), which brought together 145 rabbis, congregational presidents, and other 
significant professional and lay leaders representing 39 of the Federation's SO synagogues to explore the 
vision of the synagogue as an institution that can transform the lives of individua l Jews, reach the Jewish 
family, and shape the Jewish community 
The symposium included a keynote address by Rabbi Saul Berman of Yeshiva and Columbia Universities and 
workshops focused on "translating the vision of the synagogue into reality" which highlighted synagogues 
that view themselves as having had successful change. The Syrnposium offered workshops on the synagogue 
as a Beil Midrash, as a Beil Tefillah, and as a Beil Knesset . 

•a seminar on synagogue self-assessment (held on 5/26/98) 

A total of 44 synagogues in the region, from across all the denominations (Orthodox, Conservative, Reform, 
Reconstructionist, and unaffiliated), participated in at least one component of the Synagogue Leadership 
Initiative's pilot phase in 1997/1998: leadership consultation meetings, the symposium (3/22/98), and/or the self
assessment seminar (5/26/98). 

Note: Under the leadership of Judy Beck, the new director of the Synagogue Leadership Initiative as of spring '98, 
the initiative will be undergoing substantial revisions in 1999. It is likely that the initiative will move away from 
a "frontal approach" to synagogue change and that it will shift its focus beyond "one-shot" conferences and 
symposiums. The Initiative projects the establishment of collaborative programs, consultative services, and 
ongoing workshops. 
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Tille of Synagogue Change Projcct: Whizin Inst itute for Jewish Family Life 

Sponsoring Agcncv: Whizin Institute for the Jewish Future at the University of Judaism-Los Angeles, CA 

Funding Sources: Participants pay for accommodations and for class tuition for the summer institute. The 
Whizin Institute provides small grants to some synagogue teams. Individual synagogues often fund their team 
members. Some loca l communities also provide financial assistance. 

Summary of Change Initiative: 
In 1989. Shirley and Arthur Whizin endowed the Whizin Center for the Jew ish Future through a $4 million gift to 
the University of Judaism (Los Angeles, CA). The Whizin Center's mission was to create 3 academic institutes 
within this center that would explore the three areas of the family, the synagogue, and the Jewish community. 
The Whizin Institute for Jewish Family Life is the academic institute devoted to exploring the family. The 
Whizin Institute for Jewish Family Life's objectives include: 

•to train synagogue and community leaders in Jewish Family Education techniques 
•to use a team approach to better the quality of Jewish Family Education implementation 
•to send each synagogue team back home with a core group of influential Jewish Family Education supporters 
•to enable Whizin participants to return to their host institutions ( including synagogues) with a new way of 
viewing these institutions 

Each summer, 1,eaders of Jewish institutions (including, but not limited to synagogues) are invited to participate in 
a week-long institute at the University of Judaism (Los Angeles, CA) with the notion that they will come to 
Whizin and hear some of the best new approaches to Jewish Family Education and return home inspired. Every 
year, Whizin accepts a maximum of 125 people, giving preference to synagogue teams. An emphasis is. placed on 
attending Whizin's summer institute as a team and returning to the home community with that team in place. The 
Whizin Institute teaches people the need to think systemical ly instead of programmatically about Jewish Family 
Education. Whizin does not promote any one specific vision of Jewish Family Education for participating 
institutions. However, the Whizin staff aims to have institutional teams return to their host institutioms with the 
understanding that Jewish Family Education is not just an add-on program, but that it is a lever for institutional 
change. 

Whizin has a think tank, headed up by Dr. Ron Wolfson, which convenes each year to discuss and brainstonn the 
latest Jewish Family Education techniques. Many of these people serve as the faculty for the summer training 
institutes, including Helene Appelman, Joan Kaye, Vicky Kelman, and Susan Shevi1z. Adrianne Bank has 
studied the effect of Whizin on the teams and their communities. Since 1989, the Whizin Institute has trained 
hundreds of professionals and lay leaders from synagogues (and other educational institutions, including JCC's) 
across all the liberal denominations-Conservarive,Reform, and Reconstructionist. 
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To: Colleagues 

From: Ellen 

Attached is a summary document of the study that Sally Gottesman carried out. The goal of !her 
study was to scan the field of Professional and Lay Jewish Leadership Development by 
interviewing people who had responsibility for running those programs. 

The purpose of the attached document is to provide the interviewees with a Slllmmary of the 
study. Thus, the audience is those who participated in the study. 

In addition, there is an afterward that summarizes the scans we commissioned of the different 
fields ofleadership development ( education, business, non-profit and lay ). This afterward 
provides a lens to begin to think about the field of Jewish educational leadership development in 
terms of the larger field ofleadership preparation and development. 



JEWISH EDUCATIONAL LEADERSHIP DEVELOPMENT 

In the Spring of 1998 the Mandel Foundation-New York (formerly, The Council for Initiatives in 
Jewish Education) commissioned a study to scan the landscape ofleadership training programs in 
the Jewish community. The following report summarizes what was learned in interviews with 
over 40 individuals who have responsibility for professional or lay leadership education programs. 
The list of interviewees includes people responsible for a wide range of national and local 
organizations. 1 There was no predisposed definition of what constitutes a Leadership Training 
Program. This report is an attempt to "be where the thinking in the field is.,. Thus, any self
described Jewish Leadership Training Program qualified. In the broadest sense, the findings "run 
the gamut" because some of the programs that call themselves "leadership training" vary in length 
from "three hours" to "three years." 

The results of our interviews are summarized separately for lay and professional leadership 
training programs and provide information about the following areas : types of programs, goals, 
program characteristics, recruitment of participants, and challenges. 

Training the Professional Educational Leader 

Types of Programs 

In total, 27 interviews were conducted pertaining to professional leadership development 
programs: 

• Eight programs were degree-granting- These programs are for full-time or part-time 
students at Jewish colleges and universities. These range from full-time Masters programs 
at schools such as the Jewish Theological Seminary, to part-time programs at local 
colleges, such as Cleveland College of Jewish Studies. 

• Nineteen programs were non-degree granting, almost exclusively for professionals who 
are already employed by an organization. Many of these programs are "professional 
development" programs, ranging from in-house lectures to full-year courses offered in 
conjunction with a local university. Central Agencies for Jewish Education, national 
organizations, and local federations have some form of non-degree granting 
professional leadership train.mg. 

1 See appendix for a list of programs included in the scan. 
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• The goals of the degree granting programs are very general in terms of preparing 
personnel for positions in Jewish education. 

As one interviewee commented, the programs at h.is institution are geared ". . . to create 
professional leaders who understand the importance of creating holistic environments of 
study, and to train the best possible graduates for Jewish institutions and organizations and to 
assume leadership roles in their jobs." 

• Non-degree granting programs aim to improve the personnel of currently 
employed Jewish educators. 

"Our goal is to enhance Jewish knowledge and skills of the participants as well as the 
professional and management skills. We seek to integrate the two as well as always be sure to 
address the question, 'what does this mean to the individual participant and their leadership 
in the Jewish community?' This course has made a tremendous impact on our Jewish 
community because it has taught people to think more about, 'what are the Jewish policies in 
our organization?' 

Program Characteristics 

• The curricula of the programs vary, but all programs have Jewish Studies and 
leadership components. 

All interviewees mentioned a tension between "educating our students in 'Jewish topics' and 
offering our students leadership and management skills. " 

For example, one program recently changed the curriculum in response to th.is tension: 
"In response to organizational demand (i.e. job requirements in the marketplace) and 
interviews with alumni, we began a program which we hope will increase the management 
skills and 'risk-taking' of our students. We reduced the required course-load in other areas. " 

• To improve linkages to the field, most degree granting programs try to 
incorporate some aspect of formal mentoring. 

In many respects, mentoring is the central component of the leadership training offered. In 
several schools, the constraint on the number of students is due to the limited number of "field 
placements" and "mentors" rather than the number of students who can fill the classroom. 

"Our affiliation with schools and our (denominational) movement is vital to our training 
because it allows us a place to provide for research, training, and mentoring experiences for 
f acuity {JJ'ld students. " 
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• Faculty from the institutions of degree granting programs teach in the leadership 
programs, while non-degree granting programs tend to use outside teachers as well 
as on-site staff members. 

In degree granting institutions, it is the faculty of the particular institution who teach leadership 
classes, although from time to time, specialists in the community are asked to give lectures. By 
and large, many interviewees bemoaned the fact that finding quality faculty who can integrate 
Jewish content and leadership is a major constraint. 

As one President of an institution said, "There are a lack of people who can integrate leadership 
training with Jewish thought - it takes time and those who teach these subjects must give it a lot 
of thought to do it well. The problem is that most Jewish scholars are scholars - and don 't think 
about these issues very much. " 

Recruitment of Participants 

• Degree Granting Programs face recruitment challenges 

Everyone bemoaned recruitment as a primary concern of the field of Jewish education, both for 
the field itself and the impact on an institution's ability to offer "quality Jewish leadership training." 
The interviewees said that it was difficult to work with students who are not of the highest quality 
and try to develop them as leaders. This difficulty stems from a number of issues. Most students 
do not have any prior experience in education, Jewish education or related fields. Many students 
do not have a comprehensive background in Jewish studies. Some of the institutions do not have 
high standards of admission. In essence, people said, "because we are unable to recruit quality 
people into the field, it is almost impossible for us to produce quality leaders." Variations on this 
were offered again and again: 

• The best and the brightest go into the rabbinate rather than education. This can 
be attributed to: 

• higher salaries 
• greater prestige, mystique and respect 
• more opportunities for advancement 

As a director of a program for rabbinical students and educators said, "One of 
the biggest problems our community faces is that with rare exception, quality 
people are not entering into the field of education. Our program is almost 
entirely filled with rabbis. And the truth is, we still have to stretch our 
standards in order to allow education students in. It is very disheartening. " 

• There are many pre-service experiences for potential Jewish educators (i.e. 
working in a camp, a Hebrew school, etc.) and these experiences are often 
negative ones. In contrast, there are no direct pre-service experiences for 
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rabbis. Thus, many people choose to become rabbis rather than educators. As 
one Director of Education stated, "I have seen many people who are 
considering whether to become a rabbi or Jewish educator decide to work for 
a while in the field of Jewish education. Their experience is the following: 
they are poorly supervised, the kids are unruly, and they don't feel they etre 
making an impact. So they decide to become rabbis instead, figuring in this 
case, the devil they don 't know is better than the devil they do. " 

• Full-time programs are by-and-large filled with young people who have not had 
any, or a great deal, of work experience. Older people, who are more keenly 
aware of salary and life-style issues, tend to shy away from Jewish education 
as a career. (Although many people mentioned that salaries for senior 
administrators are rising.) In addition, some full time programs have an Israel 
component, which may not work for potential applicants. "The majority of 
our students are in their early twenties and have not had a great deal of work 
experience. Thus, many leadership skills we are teaching are 'like theory' to 
them, whereas with older, more experienced people they are able to translate 
our training from the theoretical to the practical. " 

• An increasing number of people with weak J ewisb backgrounds are interested 
in a career in Jewish education. This affects a school's curriculum because 
they feel they must devote considerable attention to Jewish studies. This 
problem was repeatedly mentioned. "We have a major problem in that many 
more students are coming to us with poor backgrounds in Judaism itself 
Thus, we must devote an increasing number of class hours to 'Jewish classes ' 
and reduce the number of hours in which students study 'other subjects -
including leadership skills'." 

• The regional schools (i.e. Boston, Cleveland, etc.) primarily serve the local 
community. Few people move to a city because of a training institution, 
especially since the majority of people study part-time. 

The "lack of competition" among schools is an important dilemma to note 
when broadly considering how to influence the field of Jewish education. 
To put it simply, few students move to attend a regional school (such as 
Boston Hebrew College or Graetz College). And, although students do 
move to attend schools such as HUC or YU, these institutions draw the 
vast majority of their students from within their own denominations. Thus, 
there is a " low level of competition" between institutions. 

• There has been little success in attempts to recruit people into Jewish education 
who currently work in public or private schools. One director of a Masters 
program in Jewish Education noted, 

"We will definitely have to invest greater resources of time and money to 
locating those people who may be interested in 'crossing-over ' to Jewish 

4 



education. In fact, we will need to ckvote greater resources overall to 
recruitment. This year we advertised in school-administrator publications 
and sent information to every Bureau of Jewish Education and every 
Jewish school in existence. And we were still quite disappointed in the 
numbers of people who were interested in our program, despite the fact 
that it is clearly a well-funded, quality program associated with a premier 
institution. So next time we will both have to spend more money as well 
as place greater importance on developing personal connections to recruit 
people. " 

And another .]Jewish educator said, "When we first designed the program it 
was our hope to encourage really outstanding people from other careers to 
think about entering the Jewish world and this has not worked It has been 
successful with people who were inclined this way already and with some 
second career people - but real shift, this has failed " 

Despite these facts, most schools were at or near enrollment. 

• Non-degree granting programs tend to recruit locally, through self-selection or 
through an expectation of participation at the place of work. 

Challenges 

Degree Granting Programs: 
• There is no continuum of programs for graduates. 

By and large there are no programs for alumni of individual institutions. Therefore, there is not a 
clear progression of continuing education and degrees for the field. Few programs have clear 
prerequisites for admission in tenns of specific degrees and programs. 

• There are limited opportunities for formal induction into Jewish education. 

More than one person recommended that the Jewish community, or some institutions, detennine 
how to create residencies for graduates. 

"How to find year-long residencies for people who have .finished formal education ... so they are 
capable of being hired (like MD programs) is crucial for our community to consider. There is 
often a great deal of longevity in private school careers - and we, as a community, do not invest 
enough in the education of our educators. What the recent alumni are missing the orchestration 
piece - the practice of putting it all together ... not on their first jobs but in an environment 
dedicated to their learning. We need to find ways to create practical experiences for people 
before they are hired into permanent positions. This is especially true because small schools 
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need better people more now than ever before. This is a crucial issue and this model is a rich and 
important one. " 

• There is little evaluation of program impact. 

Few interviewees thought it was possible to measure the impact ofleadership training on students. 
As suggested, many people interviewed did not think they were actually preparing leaders in their 
programs. Therefore, if they evaluated leadership, there would be misalignment between the 
evaluation criteria and the program curricula. Several programs directors were reluctant to 
evaluate students because they thought that "only a handful" of their students would truly be 
leaders. 

"We aren't attracting potential leaders into the program, so that despite our efforts at leadership 
education, the impact is still not what we would like. All is not lost - we are helping to mold 
some better educators. But if we are talking about visionary leadership, I have to question the 
impact we are having. " 

One school had a unique program which addressed this issue, '<we know that all our graduates 
won 't be leaders. So we tap those who we think have the greatest leadership potential and we 
offer them stipends, extra classes, registration fees for conferences, and meetings every two 
weeks with leaders in the Jewish world This way they are exposed to today 's leaders and how 
they think - and hopefully this will also give them the opportunity to develop their own skills 
and begin to see themselves as leaders. " 

Others noted, "Schools measure impact by whether or not we p lace our graduates. And yes, we 
are placing our graduates." Indeed, some interviewees felt that due to the lack of experienced 
professionals in the field, several of their graduates had received "leadership positions" which were 
"senior for the graduates at this point in their careers." 

"Time wiJ/ tell' was perhaps the attitude which most predominated the discussion ofimpact. As 
one interviewee said ''we haven't been doing concerted leadership training for all that long. We 
will need time to evaluate its success and failure. " 

• People were not satisfied with the types of leadership development programs 
available for professionals. 

Interviewees commented that their programs are not rigorous. However, they explained this may 
be the case because the incentives are not there. They felt that the field of Jewish education does 
not value their graduates and does not offer them adequate status. Furthermore, money is not 
allocated for the task of training leaders. 

In many respects, leadership development for adults in degree-granting programs mirrors the 
frustration people feel about Jewish education for children, " .. . people talk a great deal about how 
we have to have more, but in fact, in many places in the community the realtty is that hours are 
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shorter than ever before. " 

A significant environmental issue affecting these programs is that jobs are available for the 
graduates of these institutions. ( "Not a week goes by when I don't get a call jor someone looking 
to fill a position with an experienced, quality educator. ") Thus, pressure to change or excel is not 
being placed on them directly by the market-place. Rather, it is a general sense of despair about 
Jewish education that seems to be the primary cause of their evaluation. 

• Interviewees were surprisingly unfamiliar with what other schools were doing in 
terms ofleadersbip education. 

There are very few forums for authentic sharing and discussion about what each program is trying 
to accomplish. 

Non-Degree Granting Programs: 
• Non-degree training of professionals face the following challenges: 

• high overlap in need for Jewish, communal and skills training; 

• significant problems with retention and burn-out (including lack of attention 
paid to caring for professional and career planning); 

• significant time and money constraints; 

• few long-term programs available with planned curriculum, and if they are 
available, they are "seemingly'' expensive investments in staff; 

• organizational mentors and national networking are important. 

The "graduates" were considered to be "positive forces" in their workplaces, in terms of both 
management skills and their ability to make Jewish values more central to their institution or 
organization. 

There was, nevertheless, concern that some of the participants "left their professional positions" 
in the Jewish community shortly after the program was over and "took their human capital 
elsewhere." In smaller communities, where fewer jobs are available this was of lesser concern. 

Among the major issues addressed in this area was the feeling that there are insufficient evaluative 
goals for staff training at different levels throughout an organization and thus, there is tremendous 
reluctance to heavily invest in training because people do not know how to "value" it and whether 
it makes a difference. The one exception to this seems to be in the area of fundraising. 
Organizations are much more willing to train their professionals in fundraising because it is very 
easy to measure results. 

It was noted that "mid-level" employees are likely to leave the "Jewish world" thus employers are 
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unwilling to invest heavily in their education whereas "expensive leadership training programs" for 
high-level executives are often costly because there is a very limited! number of "top-positions" for 
which to train these individuals. 

TRAINING THE LAY LEADER 

Type of Programs 

Twenty-four interviews were conducted in which Jewish Lay Leadership Training was discussed. 

Seven programs were "local" Federations which confined their work to a specific geographical 
region. These programs train lay leaders to enhance the specific mission of their own 
organizations. "Our mission is to train a new generation of young leaders committed to our 
organization 's mission. " 

Seventeen programs were "national" organizations (i.e. concerned with leadership throughout 
the United States), although many of these program used a combination of National and Local 
training with their students (for example, the Wexner Heritage program t rains people in their 
home communities but also has National gatherings participants which are integral to their 
training program). About one-fourth of these programs are truly national in scope, such as 
Wexner. These programs train lay leaders to enhance the "Jewish people" and are quite 
particular in their selection process. Three-fourths of the programs are aimed at specific 
national level organizat ions (such as, American Jewish Committee, N ew Israel Fund). 

Goals 

• Lay Leadership programs have varied goals~ 
-To bring people closer to the organization (vision, culture, etc.)~ 

-To help people understand the work of the organization and to train them to be 
able to talk with others about the organization; 

- To increase the number of people donating time to the organization, the 
amount of time each individual gives, and to increase the effectiveness of the 
time they give; 

-To increase the amount of financial support individuals give ; 
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-To train people to assume specific leadership roles (and to help them avoid 
bum-out as well as chart a "career path" to this role); 

-To help people understand that being Jewish and Jewish learning is important 
to the individual and to the Jewish community; 

-To help those already actively engaged in the Jewish conununity to develop and 
trust their own Jewish authenticity; 

-To inspire individuals who are excited about Judaism; 

-To create a network of individuals involved in leadership in the Jewish 
community. 

The conflict between "involvement as an end in itself' and "training for substantive leadership" 
is a critical one which was mentioned. In other words, some programs foster participation in a 
very general level, such as serving on the board or a specific committee with now real attention 
to leadership . 

One Federation director said, "Not all of our 'leadership training programs 'fit even the loose 
definition of this word However, we use this phrase because it is tenn which people are likely 
to respond to. " 

Program Characteristics 

• Programs tend to focus on four general areas: the mission of th·e organization, 
leadership skills, issues related to the Jewish community at large, and Jewish 
context. 

Jewish content refers to both text teaching and making the Jewish context of an organization's 
mission more explicit. 

"We offer our leaders various learning opportunities on subjects such as Israel, Judaism and 
other "things Jewish" which we feel are essential for them to know. We have also begun to 
incorporate Jewish experiences into what we provide for our leaders-such as Sabbatonim or 
simply Shabbat dinners. What we are trying to do is teach people about Judaism, so they can 
assume positions of Jewish leadership and also help them to enjoy the experience. 

• There is a trend toward long-term Jewish education programs to provide a sustained, 
more intensive learning experience. (At the national level these programs include Oal 
and Wexner and at the local level there are programs such as Me' ab in Boston and 
Limed in Baltimore.) 

• Some organizations offer various levels of training. 

"In the past we were criticized for 'burning-out ' our potential leaders by giving them too much 
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to do to soon. We are thus constantly trying to balance "keeping these folks engaged with our 
organization and avoiding burnt-out. One method we Jzave developed which helps to 
circumvent this is offering multiple levels of leadership training. We also try to help people 
design an appropriate 'volunteer career-path ' with our organizatiorl'. 

• It is very uncommon for professional and lay leaders to pa.rticipate together in 
leadership development. 

• Programs are generally free or of minimal cost to participants. 

• Few, if any programs, have institutionalized mentoring or formal networking 
programs. 

Recruitment 

• National programs recruit locally, often relying on the local Federation. 

Some lay leaders do not want to participate in national organizations. In addition, because 
many lay leaders are ultimately recruited locally, the same people are being tapped again and 
again. 

• There is not a "path to leadership" for lay people. Therefore, when training is 
completed, there is not a systematic focus on placement. 

• Lay people tend to be nurtured by professionals, not by other lay people. This 
contributes to the sense that a small net is cast to recruit and place lay people for 
leadenhip positions. 

Challenges 

• Faculty-There is a shortage of faculty that can incorporate teaching both Jewish content, 
leadership and work effectively with adults. Thus many programs have a «fly in" model, 
where individual instructors teach specific components of a program. 
It was uncommon for lay leaders to teach other lay leaders. 

Money-"Everyone talks about wanting to invest in leadership training, but it is one of the 
first items to be cut from the budget each year. " 

• Time-Lay leaders have limited time to devote to volunteer commitments including training 
programs. 

• Women are under represented in training programs. 

• Rewards-There needs to be a consciousness to, nurture and reward lay leaders. This is 
considered vital to developing a cadre of future lay-leaders. 
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Afterward 

During 1998, the Mandel Foundation-New York (formerly, Council for Initiatives in Jewish 
Education) commissioned a number of papers to scan the field of leadership preparation and 
development. Experts prepared papers that reviewed trends in leadership development in four 
broad fields: Educational Leadership in Schools; Leadership Development in the For-Profit 
Business Sector, Leadership Preparation for Nonprofit Management, and Lay Leadership and 
Board Development. The purpose of this afterward is to highlight and summarize some of the 
lessons learned from these four scans as they pertain to the findings from the review of 
leadership development programs in the Jewish Community. 

Professional Leadership Development 

Types of Programs 

• The scans revealed that all fields are trying to make clear and meaningful distinctions 
between programs for novices and those geared toward more advanced leaders. In school 
leadership, for example, novices usually acquire a M. Ed while more senior personnel study 
for the doctorate degree. In the non-profit and business sectors, programs are directed 
toward top executive leaders, executive and professional leaders, and aspiring managers. 

• Continuous professional development opportunities follow each of these levels of 
leadership preparation. There are abundant and widely varied types of professional 
development programs sponsored by numerous organizations. This culture of continuous 
education allows for regular feedback., reinforcement of program skills learned, and long
term development plans. "The most successful programs do not end" (Bacon, pg. 16). 

• A very wide array of organizations offer leadership development programs. Although many 
sectoirs rely heavily on universities for the training of its professional leaders, professional 
associations and independent institutions are very active in the leadership development field. 
A recent trend is for larger organizations and corporations to provide their own in-house 
leadership development programs and curricula. 

• Programs are clearly geared toward developing the most capable leaders for the field. 

• Programs are more and more rooted in the uniqueness of their ' sector', asking themselves, 
"what is the ' core focus' of this sector?" and "what is unique about the sector as compared 
to other areas?" Therefore, non-profit leadership development does not just follow the 
business sector, nor does educational leadership follow the non-profit sector. Each sector is 
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developing its ' brand' of leadership development to meet the unique needs of the field. 

• Program goals are linked to evaluative standards. In many cas·es, these standards are 
externally developed and imposed. Thus, for example, the business sector leader should 
show improved organizational perfomtance (larger profits) while in education, new 
standards and a corresponding test developed by Educational Testing Service are 
influencing the curricula for school leadership development programs. 

Program Characteristics 

• Programs are trying to get away from a "smorgasbord" approach. "Programs are de-signed 
to maximize learning by sequencing and interrelating courses, imbedding reflection about 
clinical experience in the discourse" (Milstein, p.4). 

• There is an emphasis on experiential learning. This often involves field work, problem based 
learning and applications. This emphasis supports the view that leaders "need opportunities 
to advance their knowledge and skills in specific contexts" (Young, p. 8). 

• Many programs are moving toward a cohort approach to develop a strong, supportive 
learning community. Students begin a program at only one point in a year and study 
together in a cohort until the completion of the program. 

• Partnerships are becoming an integral part of many pr,ograms. In the non- profit sector, for 
example, there are closer linkages between universities and nonprofit organizations and 
associations. Educational leadership programs establish partnerships with school systems. In 
addition to providing faculty, field sites and curricula input, these partnerships establish an 
ongoing mechanism for feedback and evaluation of the graduates and a means for placement 
and recruitment. In the business sector, successful programs are linking their curricula to the 
organizational strategy and culture of its clientele. Practitioner-scholars play an important 
role in these partnerships. 

Recruitment 

• Programs in educatironal leadership are putting into place active mechanisms for the 
identification and recruitment of candidates to raise the level of the candidates, expand 
admissions criteria, and cast a broader net. The field is asked to identify exceptional 
candidates to recruit to programs. 
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Lay Leadership Development 

The scan in this area focused mainly on board deveEopment. The paper mentioned that few 
boards have institutionalized the practice of board development, most boards do not invest 
board and staff time in leadership training, and few expenditures are allocated to these activities. 
Recently, however, more attention is being paid to board development, mirroring the 
recognition of the importance of the role of the board in reaching institutional effectiveness. 

Types of Programs 

• A wide variety of bodies offer lay leadership development programs: national organizations 
serving their specific mission areas (e.g., American Symphony Orchestra League, Special 
Olympics International), state nonprofit associations, consulting finns, and dedicated 
organizations such as national School Boards Association, National Center for Nonprofit 

Boards. 

• Programs should be tailored to the specific and unique mission of each organization. 

• Recent programs are offering leadership development for professionals and their board 

members together. 

• Board development programs usually focus on board functioning and governance issues 
that can increase the effectiveness of the nonprofit organization because of the ''growing 
sense that there is a correlation between the effectiveness of a nonprofit organization and the 
performance of its board" (Axelrod, p. 9). 

• Leadership programs aim to instill the commitment in lay leaders to periodically review their 
performance, learn from mistakes and regularly invest in their continuing education needs. 

Characteristics 

• Effective board training should be viewed as a continuing process. "It is most successful 
when it is approached in an incremental fashion" (Axelrod , p .10). 

• Programs benefit by dedicated board and institutional leaders "who can become either 
"product champions' of board development to their colleagues, or agents of change in 
instituting effective governance practices" (Axelrod, p.10). 

• Executive directors are highly involved in lay leadership development activities. 

Summary 
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Recruitment 

• "Most individuals become board members because they believe in the cause and want to be 
effective, they seldom receive sufficient orientation and continuing education to understand 
their roles and fulfil their responsibilities" (Axelrod, p.4). 

LIST OF SCAN PAPERS 

Scan of Programs: Educational Leadership - Professor Mike Milstein, University of New 
Mexico 

Nonprofit Management Studies in the United States: The State of the Art - Professor Dennis 
Young, Case Western Reserve University 

Leadership Scan for Business - Dr. Terry Bacon, Lore International 

Current Trends. Best Practices, and Future Directions in Board Development - Dr. Nancy 
Axelrod, Founding Chief Executive and Former President, national Center for Nonprofit Boards 

Summary 

14 



• 

Fmal Interview List 

Organization 

American Jewish Committee 
Atlanta Federation 
Baltimore Federation 
Baltimore Hebrew University 
Boston Federation (2} [see note) 
Boston Hebrew College 
Brandeis 
Brandeis Bardin 
CAJE 
CJF 
CLAL 
Cleveland College 
Hadassah 
Hillel 
HUC - Sdlool of Conmunal Services 

JCCA 
JESNA 
Jewish Funders Networl( 
JTS (2) 
l'Atid 
Los Angeles, BJE 
Milwaukee Federation 
National UJA 
New Israel Fund 
NY UJ.A/Federation (2) 
Philadelphia Federation 
Philldelphla Auerbach CAJE 
Rabblnlcal Assembly 
Ramah 
Rhea IHirsch (HUC) 
UAHC (3) 
United! Synagogue (2) 
University of Judaism 
Wemer 
Wexner Heritage 
Yeshiva University (REITS) 

Note: 

Parenthesis indicate the number of people interviewed within the organization, If more than one person 
was interviewed. Multiple interviews ware conducted at certain organtzati-Ons in order to speak 
with people who ran different leadership programs within the same organization. 



January 6, 1999 

To: All 
From: Barry Holtz 

MANDEL FOUNDATION 

MEMO 

Re: The Professional Development "Policy Brief'' 

Enclosed you will find the latest (June 1998) version of the Professional Development 
"Policy Brief." This document was originally conceived as a follow-up and parallel 
document to the original CIJE Policy Brief on the Background and Training of Jewish 
Educators. The original Policy Brief made the case that given our research findings 
about teachers in the three communities, there was a need for serious professional 
development of those teachers. In the years following that publication we have learned a 
great deal about the current conception of Policy Brief in the world of general education. 
Our consultants, in particular Sharon, Deborah and Anna, are recognized experts in this 
field. Moreover, TEI has been an ongoing learning experience for all of us about what 
should and could be done in this field. 

The new Policy Brief was envisioned to be an argument for a certain appr.oach to 
professional development for Jewish teachers, professional development that differs from 
what usually goes by that name in Jewish education today. It was meant to highlight the 
case for this particular kind of professional development by doing three things: a) 
showing what the literature in genera]) education says about good professional 
development; b) presenting the results of a new research project done by our team which 
looked at professional development in five Jewish communities in the United States; c) 
making specific recommendations for what communities could do. 

The current draft is close to completion and was presented at the JW1e meeting of the 
Professors Group. Within that group there was a good deal of positive reaction to the 
draft and a number of suggestions for improving the work, the main one being the idea 
that the more specifically Jewish elements of the situation (and our suggestions) be 
emphasized. 

Making such improvements would not be difficult, but the Policy Brief has raised other 
questions, the main ones being what is the role of such a document given the current 
focus of the Mandel Foundation? Originally the Policy Brief was intended as a call to 
action and a resource for communities wishing to institute professional development. It 



was part of CIJE' s "catalyst for community change" agenda. At this point the 
Foundation has moved in a different direction. 

In addition the question of audience is involved here: Who is this document for? Lay 
leaders? Education. professionals? The answer to that question might influence the level 
of detail required in such a document. Graduates of TEI, however, whose job it is to 
advocate for professional development in their communities, might find such a Policy 
Brief of use. But wouldn't they want something more detailed about the practices of 
professional development? In addition, to create a Policy Brief like our earlier one would 
involve serious design and production costs-would that be worth it when we are not 
clear of the audience? 

Another interesting issue with the Policy Brief was our (here I will say "my") concern 
about advocating a position on professional development in the name of the organization. 
For example, I believe that an important element of Jewish professional development is 
the personal, religious growth of teachers-the kind of work that I was involved in with 
the old Melton Teacher Retreat Program. But I felt uncomfortable advocating for such a 
view in the name of our organization. Less dramatic examples might also include the 
view we have about the nature of teaching and learning itself, as espoused in these pages, 
etc. 

Given the points above (the changing situation of the organization, the question of 
audience, the costs of producing a Policy Brief like our earlier one, and the matter of 
speaking in some kind of official "voice"), I have come to feel that the best route is to 
rev.rite the current piece in the form of an article, with authorship shared by the various 
contributors who have worked on this-Adam, Ellen, Gail, Bill Robinson and me. This 
would require a certain amount of work, but it' s certainly a reasonable project to 
undertake. The sections that report on current professional development opportunities 
could remain fairly close to what they are now. It' s even possible that this document 
should become two articles--one reporting on what is going on; the other making 
recommendations for action along certain lines. Finally, we might want to consider a 
more ambitious project-an edited book that would take on professional development 
and give a good deal of specific advice for how to do it. Such a book would also include 
the materials we've produced to accompany our videotapes. 
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DRAFT 
POLICY BRIEF: THE PROFESSIONAL DEVELOPMENT OF TEACHERS FOR 

JEWISH SCHOOLS 

I. Introduction 

In its efforts to improve the quality of Jewish education in North America CIJE 

launched a study of teachers in three Jewish communities. The study showed that 

teachers in Jewish day schools, supplementary schools and preschools, though highly 

motivated and serious about their work, were underprepared for their jobs, both in their 

Judaic preparation and in their educational background and training. 

Since the preparation and educational background of teachers are among the most 

important factors in influencing teacher effectiveness, these findings indicate a crucial 

area in need of dramatic improvement. In what way can Jewish education respond to this 

crisis? How can we improve the quality of teaching in Jewish schools? An obvious 

answer is to recruit teachers with richer Jewish backgrounds and to find ways to place 

prospective teachers in strong preparation programs. But both of these responses are 

long-term solutions to an immediate crisis. Moreover, given the part-time nature of 

field-particularly in supplementary schools-such a change in personnel is not likely to 

happen without major innovations in school and staffing structures. In addition, even if it 

were desirable, it is impractical to imagine replacing the entire population of those 

teachers who have inadequate preparation, given the vast numbers that would be 

involved. 

Along with imagining better plans for recruiting talented people into the field of 

Jewish teaching and together with efforts to improve existing teacher preparation 
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programs and create new ones, the Jewish community in North American must ask itsel.f: 

Whal can be done rapidly and effectively to improve the current quality of teaching, 

especially given the expressed desire of teachers today to stay in the field and their high 

degree of commitment to Jewish education? 

It is clear that we must work with the population of teachers now in the field. 

Ongoing professional development for teachers--in-service education-- must be at the 

heart of any effort to change the face of contemporary Jewish education. We have 

learned from general education that professional development is important even for 

teachers with excellent background and preparation. The case of Je,vish education calls 

out even more dramatically for the continuing education and training of teachers. 

In this Policy Brief we shall first describe the latest thinking about professional 

development from the world of general education. We will then report on new research 

about the nature and kinds of the professional development currently being offered in a 

number of Jewish communities. We will compare the current efforts in Jewish education 

with the state-of-the-art in the field to see our strengths and weaknesses. Finally, we will 

propose approaches to professional development that could have an important impact on 

how teachers teach and consequently how children experience their Jewish education. 

II. Professional Development for Teachers: Why New Approaches are Needed 

Until recently the dominant approach to professional development for teachers, 

seen both in general and Jewish education, has taken the form of one-shot workshops, or 

at best, short-term passive activities, with limited follow-up The content of such in

service workshops was built upon a "one size fits all" approach-the idea that 
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professional development strategies are applicable LO all participants regardless of the 

educational setting in which the Leacher worked. the age of the student in the teacher's 

class, or the subject matter to be taught and learned. 

Such strategies are based on a " transmission of information" model of 

professional development: It is assumed that each teacher would " learn" the latest new 

techniques and bring them back to her/his own classroom, making whatever 

"adjustments" might be necessary. Teachers in this conception are treated as passive 

recipients of techniques and practices, rather than " intelligent, inquiring individuals with 

legitimate expertise and important experience," as ,one study has put it. 1 This approach to 

professional development grew out of a particular view of teaching that emphasized 

teachers transmitting information and children listening and remembering. 

In recent years, however, a new approach to the professional development of 

teachers has come to influence the field of education. This approach to professional 

development holds a view of teaching that moves away from a more traditional image of 

teaching as "telling and learning as listening" to a vision of " learning as telling, teaching 

as listening." 

This way of thinking about teaching requires a different understanding about 

what teachers need to know and be able to do. It asks us therefore to think differently 

about the kind of professional development offered to teachers. "One size fits all," 

approaches to teaching that are said to be appropriate to all ages and subjects are unlikely 

to succeed. In the same way, "one size fits all" professional development programs will 

not succeed in improving teaching in the classroom. 
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Instead we will need to create a variety of new strategies to improve and deepen 

teachers' learning. We will need to encourage teachers to experiment and we will need to 

help them through the real struggles that accompany any effort at change. 

III. Professional Development for Teachers: The State of the Art 

What does "good" professional development for teachers look like? A number of 

different elements have been identified by current research as characteristic of high 

quality professional development programs. We will point out four that have been 

shown to be most central. 

First, Good professional develcpment is connected to knowledge of the content 

that is being taught: Teachers need to develop sophisticated understandings of the 

subjects they are teachin g. By "sophisticated" we mean having the ability to understand 

the key concepts and skills of any particular subject and at the same time understanding 

the best ways to present them to students or help students discover these central ideas on 

their own. It means knowing the subject matter, but also understanding how that subject 

is understood (or misunderstood!) by children. What are the likely confusions that 

students will have? What are the best ways to overcome them? What activities in a 

classroom are most likely to encourage and inspire students to learn the subject matter? 

All of these questions indicate the kind of understanding of subject matter that teachers 

need to attain. 

Second, Good professional development has coherence and focus: Because the 

subject matter content of teaching is so central to professional development, good 

programs are not based on "generic" teaching skills meant for a wide range of 

participants, but are "targeted," that is, aimed at a specific audience of teachers-either 
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by the subject matter being taught or the grade of the students who are the potential 

learners. 

T hird, Good professional development has a comprehensive plan, sustained over 

time. Professional development requires a well thought-out plan, both for individual 

teachers and for the educational institution (or system) as a whole. Sessions must follow a 

meaningful educational pattern, building upon one another in a sequenced manner. In 

addition, professional development requires an ongoing cumulative effect that can best be 

effected over time. Even though a "one-shot workshop" may be able to transmit some 

elementary facts or practices, real change in teaching requires sustained, coherent 

learning. 

Fourth, Good professional development is related to practice: Teachers need to 

have opportunities to take what they have learned about their teaching subjects and 

reflect with others on bow that subject matter actually works in the classroom. Such 

reflection must take place within the professional development sessions no matter where 

they take place. But in particular the research on professional development in general 

education has found that teachers have been best able to make significant changes in their 

teaching practices in the context of"professional learning communities." In the same 

way that docto~s get to present cases to their colleagues and discuss the best approaches 

to real-life situations in their field, teachers too must have the chance to work with peers 

to improve their practices. 

In this approach, instead of experts transmitting skills to teachers, one finds 

groups of teachers studying the leaching and learning processes together. Teachers have 

opportunities to voice and share successes, doubts and frustrations. They learn to raise 
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concerns and critical questions about their own teaching and about their colleagues' 

teaching. 

D. What Does Professional Development Currently Look Like in Jewish 
Education? 

As a starting point towards changing practice, it is essential to ascertain what 

opportunities currently exist for the professional development of teachers in Jewish 

schools. Five communities, partners with the CIJE in exploring new approaches to 

professional development, participated in a survey of existing opportunities: Atlanta, 

Baltimore, Cleveland, Hartford, and Milwaukee. The communities were selected to 

represent an array of structures and programs in Jewish education. However, because 

participation was voluntary, and because these communities were engaged in exploring 

new approaches with CIJE, the characteristics of programs in these locations may be 

more favorable than those in North America as a whole. 

The survey took place in 1996. It targeted two groups of providers: central 

agencies for Jewish education, and synagogue supplementary schools. The survey thus 

reveals the entire spectrum of professional development programs for supplementary 

teachers, and many of the programs available to day school and pre-school teachers, 

insofar as such programs are offered by the central agencies. 

All central agencies and synagogue schools in the five communities responded to 

the survey, and a total ofl 73 separate programs were tallied across the five communities. 

Of these, 141 were offered by the central agencies and 32 were sponsored by synagogue 

schools. A "program" could entail a wide variety of settings and activities. ranging from 

single workshops to mini-courses, retreats, and so on. Two types of professional 

development were not included i:n the survey. One was the all-day or multi-day 
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conference that educators often attend, such as the annual convention of the Coalition for 

the Advancement of Jewish Education (CAJE), or local conferences patterned after 

CAJE. There were 11 such local conferences, most of which lasted one day. These were 

highly diverse in their content and thus did not lend themselves to the survey categories, 

but may be kept in mind as additional opportunities for professional development. 

Another type of opportunity that does not appear in our survey results consists of courses 

offered at local colleges or institutions of higher Jewish learning. (See Box I for an 

example of such a course.) Programs affiliated with institutions of higher learning were 

included only if they were designed with central agency staff for the in-service education 

of teachers. If they were simply available for any member of the public, we did not 

include them in our purview. Nonetheless they may be important vehicles for improving 

teachers' knowledge. 

Focus on Jewish Content 

To what extent did professional development programs offered in the five 

communities emphasize Jewish content? We found an emphasis on Jewish content in 

two types of programs. In one type, a particular Jewish subject matter is the focus of the 

program. Box 2 contains an example of this type of program. In "The A.k.edah," the 

main emphasis was on participants' grappling with the difficult subject matter of the 

binding of Isaac. Another type of program that emphasized Jewish content, such as that 

illustrated in Box 3, centered on teaching a specific Jewish subject matter. Although the 

Jewish content itself was not the main point of .. Hebrew Instructional Issues," the 

connection to content was inherent in the program. 
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Many programs lacked a deep connection to Jewish subject matter. These tended 

to focus on specifi c pedagogical or leadership strategies, in which the subject matter was 

assumed to be generic, or in which the Jewish content of the potential subject maner was 

not addressed in the program. Box 4. "How to Use Stories in Your Teaching," provides 

an example of a program that did not focus on Jewish content. Overall, 23 programs, or 

13%, focused on Jewish content per se, and another 32 programs (1 8%) focused on 

methods for teaching a particular Jewish content. The remaining programs (69%) 

centered on issues of pedagogy, leadership, or other topics without articulating a concrete 

connection to Jewish subject matter. Chart 1 displays these percentages. 

Sustained and Coherent Programs 

As is typical in general education, our survey suggested that opportunities for 

professional development in Jewish education tend to be one-shot workshops that meet 

for r,elatively few hours and are not pan of a long-term, coherent plan for teachers' 

professional growth. "How to Use Stories in Your Teaching" (Box 4) is typical of a one

shot workshop. Chart 2 shows that 63 programs, or 37%, met for only one session, and 

another 49% (85 programs) met for between two and five sessions. Only 12% of 

programs met for six or more sessions. Similarly, 24% of the programs spent a total of 

two hours or less addressing a coherent theme, and only 11 programs (6%) focused on a 

theme for 20 hours or more (see Chart 3). 

Another aspect of coherence concerns whether the program is part of a more 

comprehensive plan. "Hebrew Instructional Issues" (Box 3) is an instance of a program 

that plays a role in a broad, long-term approach to renewal and growth for a synagogue 

supplementary school. Overall, only 27 programs ( 16%) were part of such a 
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comprehensive plan, while 146 programs (84%) lacked such articulation to a wider 

context. 

Programs Geared towards a Specific A udience 

Another problem with many workshops, besides their limited duration, is that 

they tend to assume all participants have the same backgrounds and needs~ when in fact 

Jewish educators vary greatly in their training> past experiences, and teaching roles. 

Almost half of the programs we counted ( 4 7%) were not designed for a specific audience. 

The others were created with a variety of particular consumers in mind, as illustrated in 

Chart 4. Among the targeted programs, the largest category is "Institutional Setting," 

which often referred to a particular school, but a workshop geared towards the entire staff 

of a single school is usually not focused enough to meet the needs of its di verse audience. 

Opportunities to Rejlec1 on Practice 

None of the examples we have offered so far provided teachers with a formal 

opportunity to take what they have learned, develop a classroom application, and reflect 

upon it with other participants. Indeed, very few programs offered such an opportunity. 

Of course, nothing prevented teachers from trying out new ideas they may have picked 

up. But that is not the same as creatin g a formal mechanism that encourages teachers to 

reflect on their work. Overall, 80% of the programs lacked such mechanisms. Of those 

that did, 14 programs (8%) included a coaching or mentoring component, 17 programs 

(10%) had a formal process of classroom experimentation and reporting back to the 

professional development group, and I I programs (6%) established networks of 

educators that offered formal opportunities for reflection. Only two of the programs were 

designed for teams of participants from different institutions. 
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Typical versus Exceptional Programs 

Our survey showed that attributes of high quality professional development are 

lacking in many of the programs available for teachers. The picture becomes sharper 

when we consider how many of the programs exhibited all of the characteristics 

recommended by the research on teacher professional development. As Chart 5 reveals, 

only 4 programs (2%) across the five communities had four key characteristics, which we 

defined as: designed to contribute to specific content knowledge; a series of 6 or more 

sessions on a coherent theme; targeted for a specific audience; and designed to help 

educators reflect on their practice. Fourteen programs (8%) embodied three of these 

characteristics, 3 7 (21 % ) included two, 78 programs ( 45%) displayed only one of the key 

characteristics and 40 programs (23%) had none. 

What sort of exemplary program incorporated all four of these elements? Box 5 

provides an example. "Machon L'Morim: Bereshit" was a long-term, focused, and 

reflective program that engaged deeply with Jewish content. An evaluation provided 

evidence to support participants' reports of gains in their Jewish knowledge, increases in 

the richness of their Jewish teaching, and changes in the cultures of their schools towards 

a more open, change-oriented approach to teaching. 

DRAFT JO 

11 June 1998 
POLICY BRIEF! 5.doc 

J 



BOXES THAT GET INSERTED INTO PAGES ABOVE, AS INDICATED: 

DRAFT 

Box 1. A Course at an Inst itut ion of Highe r Lea rning 

" Introduction to Modern Hebrew Literature" 

A local Jewish college offered this course as pan of its graduate program. The 
course offers students the opportunity to become faro iliar with Modem Hebrew 
literature in translation. Poetry, essays, and fiction were read and discussed. It 
is a semester long course, meeting once a week for two and a half hours. The 
course is no t designed to affect teaching in local Jewish classrooms, though 
Jewish educators enrolled in a Jewish education degree program may have 
attended the class. Courses such as this one are not included in our survey 
results. 

Box 2. An Emphasis o n Jewish Content 

"The Akedah" 

This program, offered by the local central agency, was open to all teachers in 
Jewish schools. A professor of Jewish studies at the local university taught this 
program. He engaged teachers in an in-depth study of the text, and then used 
the Akedah (the B inding of Isaac, Genesis 22) to explore ways of teaching 
Jewish texts to younger srudents. The program met four times for a total of ten 
hours. Even though the course occurred over a period of several weeks, it did 
not incorporate follow-up efforts to support or reflect on teachers' efforts to 
improve their teaching of Jewish texts in the classroom. 
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Box 3. An Emphasis on Instruction in a Specific Content Area 

"Hebrew Instructional Issues" 

This program was offered by a central agency for a specific 
congregation, which was reviewing and revising its Hebrew curriculum. The 
program began by exploring general models of language acquisition and, then, 
considered ways of applying these models to Hebrew learning. Following this, 
issues of faith development and spirituality were considered as among the ways 
one may choose to teach Hebrew acquisition. This program met four times for a 
total of ten hours. It was designed as part of a curriculum redesign project for 
this synagogue supplementary school. Separate but related programs were 
offered for all teachers in this congregational school to strengthen their Hebrew 
reading skills and to involve them in the redesign of the curriculum. 

Box 4. A Program that Did Not Emphasize Jewish Content 

"How to Use Stories in Your Teaching" 

This central agency program was designed to help supplementary school 
teachers integrate storytelling into their classrooms by teaching them how to write 
a lesson plan that includes stories, exploring the role of storytelling in the 
curriculum, helping them to find and choose appropriate Jewish stories, and 
instructing them in the art of storytelling through modeling and discussion. The 
program met once for two hours on a Sunday afternoon. 

In this type of program, Judaic subject matter is not addressed per se, but only 
noted as an example of how the skills under discussion might be applied. The 
practice of Jewish storytelling was not presented as unique or different than 
secular storytelling. 
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Box 5. An Exemp lary Program 

"Machon L'Morim: Bereshit" 

This program, sponsored by a private foundation, was designed 
to improve teaching in Jewish early childhood education and to enhance 
early childhood centers as supportive contexts for teaching and learning. 
Twenty-six educators from five Jewish pre-schools participated in the 
program, which lasted for two years. In the year of our survey, the 
program met weekly for 24 weeks, for a total of 48 hours. Participants 
attended as pre-school teams, and each team included the pre-school 
director. 

Machon L'Morim: Bereshit constituted a learning community. 
Participants studied Jewish texts and rituals, and focused on integrating 
this content with their knowledge of child development to design new 
approaches to bringing Jewish content to their pre-school children. In 
addition to the teaching faculty, the program brought in "coaches" who 
met weekly with each school's team to discuss what participants had 
learned as well as attempts to bring new insights to their classrooms. 
The program provided many opportunities to try out new practices and 
discuss their outcomes in small groups. 
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V. What Policies Should Be Introduced Into Jewish Education and How? 

The Four Principles 

In our view there is no reason why the principles of good professional 

development evidenced in best of contemporary general education cannot be introduced 

into Jewish education today. In some of the programs studied in the research described 

above we are able to see elements of this approach already being put into action. But, 

unfortunately, far too many examples of professional development in Jewish education 

have not caught up with the latest thinking in general education. The four dimensions of 

good professional development must be at the heart of an effort to improve teaching in 

Jewish education: 

1. Subject matter content 

2. Coherent, targeted professional development sessions 

3. Comprehensive plans sustained over time 

4. Direct relationship to teaching practice 

Activities for Teachers 

Within such programs there are many activities that teachers can engage in that 

will help improve their teaching practice. These include: the creation of informal study 

groups about Jewish content and reading groups about educational theory and practice 

both within and outside of school; focused investigations of existing curriculum materials 

with an eye toward analyzing the way the materials might be used in the classroom; the 

preparation and discussion of "cases" of teaching practice; mentoring of less experienced 

teachers by more experienced teachers; pairing of teachers with similar experience to 

observe and discuss one another's teaching; video-taping lessons for analysis and 
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discussion; and many other approaches that are documented in the educational literature 

of general and Jewish education. 

Context Maners 

The four principles outlined above refer to the activities and sessions themselves, 

but research in general education also highlights a crucial additional dimension for 

successful professional development- the conditions needed in educational institutions 

that will allow professional development to flourish and be effective: Good professional 

development requires a supportive institutional context. Professional development, 

according to this view, is an essential and indispensable process that will need to be 

integrated into the life of educational institutions, woven into the very fabric of teachers' 

work, and not seen as a frill that can be cut in difficult financial times or because of 

overprogramrned schedules. Institutional support includes incentives such as stipends 

and credit for ongoing professional growth and variety of conditions including the 

following: 

A. "Critical Colleagueship ": Teachers need opportunities to work with 

colleagues, both in their school building and beyond it. Research indicates that teachers 

who have made effective changes in their practice belong to active professional 

communities that not only support and encourage new practice but also enable teachers to 

engage in constructive criticism. A logical place to develop such colleagueship is within 

the context of the school in which one is teaching. Here, teachers can develop ways of 

working and talking together. But, the research argues, we also need ways to create 

community for teachers beyond their own schools so that teachers of the same subject 

matters and teachers of the same age children can learn together. 
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B. Time: Teachers need time to become involved in the sometimes-protracted 

process of changing roles and practice. To attain time and mema1 space, professional 

development must be redefined as a central part of teaching. It can no longer be an "add

on," tacked on to the school day, week or year. It must be woven into teachers' daily 

work. Schools with serious commitment to professional development for their teachers 

have experimented with a number of different strategies for finding regular time 

including a weekly extended lunch time of two hours; pre-school meetings; and starting 

"regular classes" at noon once a week. 

C. Leadership: Teachers need the support and advice of an educational leader 

who understands issues of teaching and learning and what it takes to change teachers' 

roles and practice in their classrooms and in the school. Research indicates that only in 

settings where principals are involved in professional development does teaching practice 

really change. At the most straightforward level, educational leaders need to value this 

enterprise; initiate, plan, develop and evaluate initiatives in their own institutions; work 

with their teachers to develop appropriate individual professional development plans; and 

work to advocate for particular programs that might best be offered across institutions or 

outside of the school1 such as those that extend and deepen teachers' subject matter 

knowledge. 

What will educating institutions have to do to help professional development become 
central? 

[The next points need filling in:] 

First, they will need to devote time (budget issues here of course, also structural 

issues-freeing teachers up); 
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Second. money-for scholarships: for Israel: for video taping etc. 

Third, use available resources-universities; BJEs, denominational movements 

training instirutions (also via distance learning). But need to press them to do good 

professional development, not one shot workshops, etc. 

Fourth, advocacy (role of principal) 

Fifth, the literature from general education emphasizes the acquisition of skills 

and knowledge. Jewish education also has to deal with the spiritual/religious side of 

professional development. Need to explain this; Melton teacher retreat program??? 

Finally, this effort will require people who can design and implement professional 

development sessions for teachers. The Teacher Educator Institute (TEI), CIJE's own 

program for preparing such leaders has attempted to create a model of professional 

development based on the best of contemporary educational thought and practice. In the 

futurie we envision local communities developing their own versions of TEI or sending 

representatives from their schools and central agencies to a national center for Jewish 

teacher education in which the leaders of professional development can be prepared and 

nurtured. 

ADD BOX 6 HERE: THE CIJE TEACHER EDUCATION INSTITUTE (TEI) 

DRAFT 17 

11 June 1998 
POLICY BRIEF 15.doc 
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This CJJE Policy Brief was prepared by: Gail Zaiman Dorph, Adam Gamoran, Ellen 
Goldring, Barry W Holtz, and Bill Robinson. 

NOTES 

1 D. Sparks and S. Loucks-Horsley, "Five Models of Staff Development for Teachers, Journal of Staff 
Development 10:4 (1989), p.50. 

FOR FURTHER READING 

In addition to the article above, the following may be of interest: 

C. Goldenberg and R. Gallimore, "Changing Teaching takes More than a One-shot 
Workshop," Educational Leadership 49:3 (1991). 

Harvard Education Newsletter 13:3, (May/June, 1997). 

Barry W. Holtz, Gail Zaiman Dorph, Ellen B. Goldring, "Educational Leaders as Teacher 
Educators: The Teacher Educator Institute--A Case from Jewish Education" Peabody 
Journal of Education 72:2 (Fall, 1997). 

Machon L 'Morim: A Newsletter Spring, 1995 and Winter, 1997 issues (Baltimore, MD: 
Machon L 'Morim) 

G. Williamson McDiannid, Realizing New Leaming for All Students: A Framework for 
Professional Development ofKentucy Teachers (Michigan State University: National 
Center for Research On Teaching and Learning, 1994) 
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MEMO TO: Gail Dorph 
FROM: Dan Pekarsky 
RE: The Beit Rabban paper 
DA TE: January 17, 1999 

Attached is an rn-progress and still very incomplete draft of the Beit Rabban piece. As a 
!:,'1.lide to what you' ll find there, let me make some preliminary comments. Fi~ T intend this piece to 
offer a viVld example of a vision-driven educating institution, along Wlth the kind of commentary or 
discussion that will make explicit a) what a vision is; b) what it means for an institution to be guided 
by or suffused with a vision; and c)how having such a vision or !:,"1.liding idea facilitates identifying 
educational purposes, as well as designing and evaluating educational practices. In the course of the 
discussion, T think it important to bring out how the institution came into being and to discuss the 
challenges it has had to face along the way. Note also that I have tried to locate my treatment of 
vision-driven institutions in the context of some of the larger challenges of North American Jewry 
p.nd in relation to the movement to use education as a vehicle of addressing these chat lenges. 

Intention. Along with many of us, and in the spirit of "one picture is worth a thousand 
words", I have long sensed a need to have a cluster of good, but varied, examples of vision-driven 
educa.tin_g institutions. The Dewey-school is a wonderful example, and within the Je\\i.sh world 
we've sometimes used examples from out of the Haredi world, e.g. in Heilman's DEFENDERS OF 
THE FAITH. But we also need powerful Jewish examples that speak to a community that takes 
Jewish tradition seriously but is also connected to the liberal values and ""-ays of thinking associated 
with modernity. The enormous interest in Seymour's Ramah piece testifies to th.is need and to the 
powerful role that carefully crafted portraits like this can play; and I expect DM's Agnon piece to be 
a strong complement to that document I am hoping that the Beit Rabban piece will contribute. in a 
cornplement.ary but different way, to this same literature. 

Audience. At this point, T have a varied audience in mind for the piece. I'd like itto be 
accessible and useful to professionaJ educators, various categories of lay-leaders, and to students in 
training to be educators or educational leaders. I hope it will function as a vivid example of wtw a 
vision-driven institution is and why it's important to strive to create such institutions; most 
importantly, if s a kind of demonstration-proof - proof that establishing such an institution is a 
possibility. Accompanied by appropriate exercises and juxtaposed with, e.g.,. the image of an 
educated person i.nf onning the Agnon school, the piece will. if successful, help to stimulate some 
fruitful thinking among these readers concerning their fundamental educational aspirations and their 
possible implications for practice. 

The analysis. If successful, this analysis wil I not only give a rich exampl,e and account of a 

1 In addition, in line with a suggestion Danny Marom offered some a couple months ago, it 
might be of interest to include some kind of a "meta-piece" that discusses some principles of and 
approaches to portraiture ( with attention to some of the relevant literature on this kind of work); l 
find this an interesting assignment, but one which l want to defer until l have made more progress at 
a· first-order level. 



vision that is b'founded in Jewish content and of an institution that is informed by this vision; it will 
also demonstrate the importanc-e of creating more vision-driven institutions ifwe are to make 
si£:,rnificant progress in Jevvish education. The anaJysis will rely heavily on the five levels of analysis 
that Seymour has articulated, as well as on the Commonplaces. Though vision is emphasized 
heavily at the beginning, it tends to move back and forth among the 5 levels in a way that seems 
natural - and, I hope, engat,ring - within the format I've adopted (see below). 

Format. The format r ve adopted (at least for now) is a kind of cross between Ha1kin 's 
LETTERS TO AN AMERICAN JEWISH FRIEND and Skinner's, WALDEN II. I don't know if 
you' ll recall WALDEN II from many years back, but it represents Skinner's attempt to describe an 
educational/communal utopia modeled on his ideas using the following format a number of 
individuals with different temperaments and outlooks come as a group to visit this utopian 
community, and the book develops as a mix between what they ·witness, their conversations with the 
leader (the Skinner-figure), and their conversations among themselves. In this way, the character 
and rationale for the community emerges. as do critiques of it 

My approach has been to imagine a correspondence between myself and a congregational 
school principal (modeled on someone I actually know) concerning the challenges of American 
Jewry, the responsibility placed on education, and what is necessary if education is have a fighting 
chance of rising to its challenges. In the course of our correspondence, I refer to the insufficiency of 
money to solve our problems and launch into some comments about the need for vision-driven 
institutions. She asks me for example, and, after pointing to some outside the Jewish world, I tell her 
about my upcoming vision to Beit Rabban, an institution which, I've heard tell, is vision-driven. 
The rem~nder of my letters (at least to date) follow my observations and reactions toBeit Rabban, 
as well as the conversations I have with the director, Devora Steinmetz, oonceming its guiding 
visi'on, the -way it's expressed in the life of the school, challenges, objections, etc. 

I've chosen this format for two reasons: one of them, the more pragmatic one, is that, after a 
period of struggling with how to get going with the writing, it seems to have freed me up to get ideas 
down on paper, and the truth is that rm finding the writing a lot of fun a1 this point. The second 
reason has to do with my hope that the product will be accessible and engaging to a wide audience. 
If it turns out 1hat the format in question is unlikely to achieve this result in a useful way, I still feel 
that ifs been useful at this stage because of its abiliity to he)p me get some of the principal ideas 
down on paper. In any case, at this point I feel sufficiently at home with the material and into the 
project to develop its major themes in a more conventional, or frontal, way, if this seems wisest 

By the way, I'm aware that some of the letters are way too long at this point. rll need to 
break the text up more frequently (and perhaps to include actual letters from the person fm v.riting 
to, rather than just my paraphrases of what she wrote me). 

Where 1 now am. As I said at the outset, though I've done a lot of observing, talking ( with 
Devora). and thinking, the writing is still at a preliminary stage. There might be better examples for 
some of the points l'm making, and some important dimensions of the school have yet to emerge -
for example, its Text-grounded understanding of and seriousness about community, its approach to 
moral growth, and how these elements connect with the school's commitment to autonomy. 
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Nonetheless, I feel like r m making pro!:,rress and am "in the thick of it." I showed it to Devora last 
week and she seemed very enthusiastic: while she had some suggestions, overall, she felt that the 
content 'Was on target, and she liked the format I had adopted a lot. 

That's it for now. I'll look forward to hearing your own and other responses. Tn the 
meantime, I will keep working on it. 
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BEIT RABBAN: A VISION-DRIVEN SCHOOL IN ACTION 

INTRODUCTION 

This paper is the outgrowth of two convictions: first, that significant improvement in 
Jewish educational practice and outcomes depends substantially on our developing educating 
institutions that are informed by powerful visions. The second conviction is that most people, 
including educators, do not have a vivid understanding of what a vision is and what a vision
driven institution; and if they do, they are often skeptical that we can realistically aspire to the 
development of such institutions in Jewish education (except perhaps in the Haredi world) . For 
these reasons, we have felt that it is important to develop powerful portraits of vision-driven 
institutions, portraits that not only exhibit what a vision-driven institution is and can serve as 
demonstration-proofs that such institutions can come into being and flourish, but that also 
challenge those who encounter these portraits to struggle with basic questions concerning the 
aims of Jewish education and the relationship between these aims and educational practice. 

Two significant documents have already emerged in response to similar concerns: 
Seymour Fox s study of tbe Ramah movement~ "Vision at the Heart; and Daniel Marom s study 
of the Agnon School. The development of a third portrait that offers yet another vision of Jewish 
life and of a school modeled on such a vision is important, among other things, because in 
combination with the other portraits, it will allow the reader to encounter some interesting and 
challenging comparisons and contrasts. Beit Rabban, a Jewish Day Sch ool on the Upper West 
Side of Manhattan that features an ethos and practices that could be described as a cross between 
the Dewey School, the University of Chicago, and a Yeshiva, promises to offer an interesting 
contrast to the other two portraits pointed to above. 

Two additional prefatory comments are in order. First, because the importance of 
developing vision-driven educational institutions is intimately connected with the difficult 
challenges faced by the organized Jewish community and current debates concerning how 
education can help us address these challenges, I attempt to locate the discussion of Beit Rabban 
in relation to some of these larger issues. Second, in an effort to make the paper more accessible 
to a non-academic audience and to give it a more conversational tone, I have chosen to develop it 
as a series of letters to a Jewish educational leader ("Pamela" , the director of a Hebrew School in 
a big city) with whom I have been discussing some of the major challenges of Jewish education. 
As the reader will see, in response to her bewilderment at my suggesting the importance of 
vision-driven institutions, I am led to visit Beit Rabban, where I discuss its vision with the 
school s founder, Devora Steinmetz, and watch the vision in action. These observations and 
discussions are described in the letters to Pamela, along with responses to her questions and 
concerns. 



NEW LETTERS TO AN AMEruCAN JEWISH FRIEND - FROM ONE OF YOUR 
OWN! 

Dear Pamela: 

Greetings! It was great meeting you the other day at the conference of Jewish educational 
leaders. As l mentioned when we spoke, I was excited to hear about the efforts under way in 
your community and institution to improve the quality of Jewish education. The amount of 
money now available is hard to believe, and it is being put to worthy uses: upgrading the 
profession by creating more meaningfuJ! positions and increasing salaries; providing resources 
for meaningful inservice education; and helping to cover the costs Israel experiences and summer 
camping -- all these developments are wonderfully exciting. And as you well know, what is 
going on in your community is happening elsewhere as well. 

We agreed, as I recall, that these changes could not come at a better time! But this 
agreement also gave rise to our first disagreement. As I recall ( and not without some 
embarrassment), I reacted somewhat strongly when you tied these initiatives to rising inter
marriage rates and the "continuity-agenda". And as I thought about our conversation later on, I 
was concerned that it might have sounded like I am anti-continuity and untroubled by inter-faith 
marriages. Since this is far from the truth, I wanted to be sure to clarify my position. 

To begin with "Jewish continuity" it is to my mind too simple to say 'Tm for it!" without 
asking What am I for when I say I'm for Jewish continuity? What kind of continuity is to be 
encouraged and for the sake of what should it be encouraged?" To my mind, not all forms of 
Jewish continuity are necessarily desirable; after all, all sorts of groups have an impulse to 
preserve themselves, and sometimes they do so in ways that are an affront to their ancestors and 
to humanity at large. It' s true that, with an eye towards meeting this kind of concern, recently 
some have begun to speak not about "continuity" alone but about "meaningM Jewish 
community", by which I take it they mean a worthy kind of Jewish continuity. But here I find 
myself wondering: what is to count as "meaningful Jewish continuity"? And can we even begin 
to characterize it if our thinking is not informed by some positive conception of what Judaism is 
and why it' s important? I am uncomfortable saying this, but it's my impression that many of the 
people who wave the continuity-flag are informed not by convictions concerning what Judaism is 
about and why its preservation is important, but by a kind of knee-jerk reaction to inter-faith 
marriage rates. 

Not that I am untroubled by the rising rates of inter-faith marriage; but to my mind its 
but a symptom of a much deeper problem - namely, that Judaism has ceased to speak in 
compelling ways to so many among us; they have ceased to find their spiritual, intellectual, and 
moral needs met within the framework of Jewish life. Were rich participation in Jewish life 
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NEW LETTERS TO AN AMERICAN JEWISH FRIEND -- FROM ONE OF YOUR 
OWN! 

Dear Pamela: 

Greetings! It was great meeting you the other day at the conference of Jewish educational 
leaders. As I mentioned when we spoke, I was ex.cited to hear about the efforts under way in 
your community and institution to improve the quality of Jewish education. The amount of 
money now available is hard to believe, and it is being put to worthy uses: upgrading the 
profession by creating more meaningful positions and increasing salaries; providing resources 
for meaningful inservice education; and helping to cover the costs Israel experiences and summer 
camping -- all these developments are wonderfully exciting. And as you well know, what is 
going on in your community is happening elsewhere as well. 

We agreed, as I recall, that these changes could not come at a better time! But this 
agreement also gave rise to our first disagreement. As I recall ( and not without some 
embarrassment), I reacted somewhat strongly when you tied these initiatives to rising inter
marriage rates and the "continuity-agenda". And as I thought about our conversation later on, I 
was concerned that it might have sounded like I am anti-continuity and untroubled by inter-faith 
marriages. Since this is far from the truth, I wanted to be sure to clarify my position. 

To begin with "Jewish continuity" it is to my mind too simple to say "I'm for it!" without 
asking What am I for when I say I'm for Jewish continuity? What kind of continuity is to be 
encouraged and for the sake of what should it be encouraged?" To my mind, not all forms of 
Jewish continuity are necessarily desirable; after all, all sorts of groups have an impulse to 
preserve themselves, and sometimes they do so in ways that are an affront to their ancestors and 
to humanity at large. It's true that, with an eye towards meeting this kind of concern, recently 
some have begun to speak not about "continuity" alone but about "meaningful Jewish 
community", by which I take it they mean a worthy kind of Jewish continuity. But here I find 
myself wondering: what is to count as "meaningful Jewish continuity"? And can we even begin 
to characterize it if our thinking is not informed by some positive conception of what Judaism is 
and why it's important? I am uncomfortable saying this, but it' s my impression that many of the 
people who wave the continuity-flag are informed not by convictions concerning what Judaism is 
about and why its preservation is important, but by a kind of knee-jerk reaction to inter-faith 
marriage rates. 

Not that I am untroubled by the rising rates of inter-faith marriage; but to my mind it's 
but a symptom of a much deeper problem - namely, that Judaism has ceased to speak in 
compelling ways to so many among us; they have ceased to find their spiritual, intellectual, and 
moral needs met within the framework of Jewish life. Were rich participation in Jewish life 
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found meaningful by contemporary Jews, inter-faith marriage rates would surely drop off very 
quickly. 

Of course, the fact that contemporary Jews don't seem to find Judaism responsive to their 
deepest questions and needs might mean that Judaism is simply less powerful than are competing 
systems of ideas and spiritual practices. It may be that Judaism has little to offer contemporary 
Jews who are not prepared to leave modernity behind. While this hypothesis cannot be ruled out 
of bounds, I find it far from compelling. I say this not just because of a deep faith in the power 
of Jewish civilization and continuing awe in the face of its ability to claim the intellectual, moral, 
and emotional energies of Jews of all kinds across a multitude of cultural contexts and eras~ but 
also because to infer a lack of power in Judaism based on widespread indifference to it would 
only begin to make sense if those who are indifferent to it knew what they were rejecting. And 
the truth is that most American Jews who look elsewhere or in any case seem marginal to 
Judaism have at best a superficial appreciation of what Judaism is and at worst serious 
misconceptions. 

On what and on whom is blame to be put for this state-of-affairs? This is a difficult 
question to answer. It is, in typical American style, easy to put the blame on our educational 
institutions: "If only Jewish congregational schools were better, if only day school education had 
a different form, we would not be in the mess we're in .... " But we are, or should be, well 
beyond the stage of scapegoating educational institutions for a larger cultural problem. Surely 
we need to recognize the fault of the larger Jewish community that has failed to support and fund 
adequate Jewish educational institutions; and surely we need to recognize that, however, good 
educational institutions are, they cannot take the place of appropriate experiences in the family 
and the culture at large; if we assign to them the job of counteracting the outlook acquired in. the 
family and in the general culture, we are setting them up for failure and ourselves for 
disappointment. 

And yet, as we said in our conversations, educating institutions are not blameless either. 
Along with families and the organized Jewish community, they too need to shoulder part of the 
responsibility for our present predicament. Or, more to the point, they too need to shoulder some 
responsibility for remedying this predicament; and this brings us back to our conversation and to 
what prompted our second disagreement. 

The two of us agreed that it was naive to think that educating institutions were sufficient 
to transform American Jewish life, but we also agreed that they were critical ingredients in any 
approach to the problem. And we also agreed on the importance of dramatically enhancing the 
qualifications of those now asked to lead and teach in educating institutions or to do educational 
planning for the larger community, as well as on the importance of informal education. But 
while you seemed to feel that such improvements would suffice to make Jewish education as 
effective as it could be, I disagreed. All these improvements will not amount to very much, I 
suggested, until Jewish educating institutions and programs organized themselves around 
powerful ideas that define the nature and aspirations of Jewish education. Even as I said these 
things, I think you began glazing over; and I realized that they must have sounded to you 
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hopeless abstract and perhaps beside the point. And so, because I feel strongly about this, I 
thought it would be useful to clarify what I had in mind -- useful for me, because if I'm right, it's 
all the more important to be able to convey my point in a way that will ring true, and useful for 
you because, if I'm right, this may have a bearing on your work. Anyway, here goes. 

What I meant is not unrelated to what I said earlier about continuity-advocates whose 
pronouncements aren' t anchored in any understanding of why (and what kind of) Jewish 
continuity is important . Like them, most Jewish educating institutions that I'm familiar with are 
not guided by any powerful conception of what Judaism is about and of what we should be 
aspiring to cultivate in our learners. Instead, we meet up with a hodge-podge of aims and 
practices, which are individually under-developed and which don't hang together in any 
meaningful way. Imagine building a new house without any clear architectural or interior design 
plan: one person is given the responsibility for the living room, another for landscaping, a third 
for interior design, a fourth for plumbing, and so forth, without anyone overseeing the entirety of 
the project and asking, "What should the final product look like? What purposes should it serve? 
\Vhat will it need to look like if it is to be esthetically pleasing and functional for those who will 
be using it? How will the various pieces h ang together?" 

Look, for example, at the typical curriculum of a congregational religious school. Here 
you are likely to run up against subjects like Hebrew, Bible, holidays, prayers, customs, Jewish 
history, and Israel. But take any one of these subjects and try to enter into a conversation with 
the teachers, the principal, or members of the Education Committee around the aims of, say, the 
Hebrew curriculum and you don' t get very far. It' s not just that there isn' t a systematic 
approach to the teaching of Hebrew; there also isn't clarity concerning the aims and the 
importance of the subject. One teacher may look at you with bewilderment when you ask this 
question, a second might speak about Bar Mitzvah competence or the ability to read the prayer 
book, a third might make reference to conversational or to biblical Hebrew; but you are unliikely 
to discover any clear and shared aim for the learning of Hebrew; nor is any of the teachers likely 
to say anything about the kinds of attitudes towards Hebrew that they hope to be nurturing. And 
if you move beyond this, and ask about the connection between the learning of Hebrew and other 
curricular initiatives and the kind of Jewish life which the school is hoping to encourage, you are, 
I regret to say, unlikely to meet up with a satisfying answer; more likely, you will encounter 
blank stares. 

Nor is this just a problem with the teachers: the truth is, it' s unlikely that most of the 
critical stake holders -- lay leaders, principal, rabbi, parents --have given much thought to these 
matters. To give an adequate answer, I think, would require thinking seriously about the kind of 
Jewish human being they are trying to cultivate, a question that, seriously addressed, involves 
thinking about the nature and significance of Judaism. But such matters have typically not been 
contemplated in serious ways; and if questions of aim are addressed at all, they rarely get beyond 
the banalities of "strong Jewish identity" (Whatever that means! t) and "Feeling comfortable in a 
synagogue anywhere around the world" and "eschewing intermarriage" . 

And so -- I return to my original contention: more dollars, better trained personnel, 
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opportunities for informal education at summer camps and Israel--these are no doubt important; 
but they are no substitute for thinking about the most important question: education for what? 
What kind of a Jewish human being should we be cultivating? If, and only if, we answer this 
question, will we be in a position to thoughtfully plan adequate educational environments. For an 
adequate educational environment is one that is guided by some conception of what the 
enterprise is about. 

I hope this clarified my views somewhat. I look forward to bearing from you. 

Sincerely, 

Daniel 
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Dear Pamela: 

Thank you for your response to my letter. Since receiving it, I have been pondering how 
to respond to the important questions you raised. Let me begin by saying that you were right to 
take me to task for my comments about supporters of the continuity-agenda who aren't grounded 
in any well-thought-out conceptions of Judaism. You wrote: "I think I detected a judgmental 
tone in your comments about Jews who, though perhaps not sophisticated about the nature of 
Judaism, give their money, their, time, and their voice to the effort to strengthen Jewish life and 
education. Many of them do have deep beliefs about Judaism, even if they may be unable to put 
them into words. Besides, in an age when Jewish life is threatened with significant erosion, who 
are you to scoff at those who, for whatever reason, are working to stem the tide? 

To be honest, I bad no clue that my comments might be construed as "scoffing" or 
contemptuous, and for this I am genuinely sorry - not just because I have no desire to offend but 
because like you, I have deep respect for those in the Jewish community who are devoting their 
energies and funds to the improvement of Jewish life. That said, honesty compels me to add that 
there probably was a judgmental tone to my comments, because I think that the efforts of those 
trying to improve the lot of the Jewish People are, for the reasons I indicated, much less effective 
than they have the potential to be: to the extent that those supporting the continuity-agenda do 
not have any clear sense of what it is in Judaism that is worth maintaining (Is it our tradition of 
studying texts, our sense of peoplehood, certain moral insights or insights into the human 
condition, s·trict Halachic practice grounded in certain beliefs about God, etc.), it will be difficult 
to exercise wisdom in deciding what continuity-initiatives to support. To which you might want 
to say, "Let's support all expressions of Jewish vitality"; but this is problematic both 
pragmatically and as a matter of principle. Pragmatically, it's problematic because we have 
limited resources to expend, and this necessitates making choices among competing 
opportunities. And as a matter of principle it ' s problematic because, to be blunt, not all 
initiatives that claim the mantle of Jewish continuity are necessarily worthy of support -- and 
some such initiatives will not necessarily do us proud. To which perhaps you respond, "From 
where does your authority com e to decide which initiatives are and are not authentic expressions 
of Jewish life and continuity?" 

A fair enough question -- to which I have, I think, a fair enough answer! And the answer 
is that all of us draw the line somewhere between what is and is not an authentic expression of 
Jewish life that is worthy of support. I can't, for example, imagine supporting Jewish continuity 
as understood, say, by Meyer Kahane or Baruch Goldstein, or Yigal Amir - or, for that matter, 
and perhaps. more controversially, by Haredi communities that de-legitimize the rest of the 
Jewish world. Now you may not agree with me about this -- it could well be that you draw your 
lines somewhere else. But I'm not asking you to draw your lines where I do; what I am asking 
you to do is to realize that you, too, draw lines, and that those lines reflect a certain conception of 
authentic and inauthentic ( or, more weakly, of acceptable and unacceptable forms of) Jewish 
continuity. 
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So now I hear you saying something like this: "First, you complain that supporters of 
Jewish continuity aren't guided by any sense of meaningful Jewish continuity; and now you tell 
me that somewhere, deep inside, they are guided by some such understanding. Well, you can' t 
have it both ways." This would be a fair criticism -- and it says to me that I was wrong to say 
that supporters of Jewish continuity are working with no conception of meaningful Jewish 
continuity. Rather, I guess what I really want to say is that the conception of Jewish continuity 
that, if only subliminally, informs the continuity-agenda is not one that is the product of 
reflection, study, and conscious decision, and this I find very problematic. Or, to put it 
differently, precisely because their efforts to support Jewish continuity are inevitably guided by 
some kind of conception of Jewish continuity, it' s very important that they think very carefully 
about the kind of continuity that is really worth supporting. Enough on this!! 

In your letter you asked me to say a little more about what I meant when I spoke of "a 
vision-driven institution" -- and, if possible, to give an example. The first is fairly easy for me to 
do. To my mind, a vision-driven educating institution is one that is, down to its very details, 
organized around a vision - or image, or conception - of the kind of person it's hoping to 
cultivate through the educational process. Not only, then, does there have to be such a vision in 
the minds and hearts of the educators who make up this institution, but it actually has to suffuse 
daily life -- from curriculum, to architecture, to evaluation and grading practices, to admissions
forms and policies, down the line!! More succinctly, a vision-driven institution is one that is 
demonstrably serious about nurturing its constituent-learners in the direction of its guiding 
vision. 

This brings me to your second request: can I give you an example of a vision-driven 
institution? Fair enough! Unfortunately, I must confess that my initial response to this request 
was a feeling of uncertainty that I could point to a satisfying example. Not that there have not 
been, and are not now, significant and sometimes famous instances. of vision-driven educating 
institutions. A great example is the school built by John Dewey at the tum-of-the century in 
Chicago, a school that was self-consciously organized around his beliefs concerning the nature of 
life, work, learning, and the relationship between the individual and the group in a thriving 
community. Anything you might point to in the Dewey School -- be it the architecture, the 
curriculum (in math, history, shop, or what-not), eva]uation practices, the desks used by the 
children, and so forth -- was designed with explicit attention to the school's aspiration to 
cultivate human beings with certain attitudes, beliefs, and habits of mind and heart. And, by the 
way, I could also point to such examples in the Haredi world; here too you could find 
communities supporting educating institutions that have a very clear conception of the aims of 
education, as well as practices and personnel that are at one with these aims. 

But while these examples may help to give the flavor of what a vision-driven institution 
is, they may seem too far removed from the world you and I inhabit - a universe that is Jewish 
but non-Fundamentalist, and that wants to nurture commitment along with openness towards and 
respect for other groups, both Jewish and non-Jewish. Are there, I asked myself after reading 
your letter, examples of vision-driven institutions within that world? As I 've already intimated, 
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most of the institutions that are committed to this kind of open community are not vision-driven: 
eager to avoid any appearance of imposition, and in order not to alienate any of their 
constituencies, they adopt a rhetoric of aims which is so vague and abstract that it would be hard 
to dissent from it; but the reason that it's hard to dissent from this litany of aims is that it entails 
no commitments to any particular vision of Jewish life. The price they pay for a conception of 
what they are about that is, as Seymour Fox has said, so parve is that it fails to enlist the passion 
of the teachers, parents, and the children or to give much guidance to the effort to educate. 

But fortunately, I recently heard about a Jewish day school outside the Haredi world that 
sounds precisely like the kind of vision-driven institution that I have in mind. With the promise 
that I will follow-up with more information shortly, let me begin by telling you what I have so 
far heard about this school. Called Beit Rabban, this school was founded in 199 _ by Devora 
Steinmetz, a young woman with a doctorate in Comparative Literature from Columbia 
University who was at that time the mother ofX children. As I understand the story, when it was 
time for her to send her son, a very able child, to school, Steinmetz discovered that none of the 
available Jewish day schools spoke adequately to the educational aspirations that she had for her 
son. 

What were these aspirations? From what I've been told, she believes that Jewish 
education should help cultivate a human being who combines three essential e lements. In no 
particular order, the first is that her son should develop into a person who is at-home with and 
knowledgeable in the Jewish textual tradition. For Steinmetz, this means not just a knowledge 
of the contents of different classical texts that include the Bible, the Talmud, and Midrash, but 
also an understanding of the relationship of these texts to one another; ,equally important, 
knowledge of this textual tradition includes the capacity to understand it in the original language, 
as well as the skills needed to understand what one is reading. This alone is a pretty ambitious 
agenda, but it is only piece of what Steinmetz apparently aspires to: she is also insistent, and that 
is a second element in her conception of an educated Jewish person. that her child develop into a 
critical problem-solver whose thinking is imaginative and creative and at the same time is 
constrained by demanding intellectual standards. Finally -- I think, anyway .. .1'11 know more 
when I speak with her -- Steinmetz is apparently fiercely committed to an ideal of autonomy, 
although what she means by "autonomy" I'm not at all clear. 

In any case, when Steinmetz approached the schools in her community with this set of 
considerations, she found it impossible to identify one that was suitable. True, she had some fond 
memories of some of the more traditional schools of the kind she attended as a young girl; for in 
these schools everything testified to the supreme and unquestioned value of learning -- and to the 
love of learning; but unfortunately, these schools tended to be much narrower and intellectually 
confining than she could abide: in fact some of these schools not only failed to cultivate 
autonomy but some of them actually discouraged it!! Why? Because to be autonomous is to 
view oneself as the arbiter of one 's conduct; and this is an unacceptable outlook to those who 
believe that our actions are to be determined not by our own autonomous judgment but by the 
requirements of Halacha. 
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As for the "more modem" schools in the " Orthodox" or "traditional" camp, on paper they 
seemed more open and promising, and they certainly claimed to stress intellectual values, as well 
as the love of Jewish texts and the pre-eminent value of studying them; but as far as she could 
tell, in practice, while they emphasized the possession of a lot of knowledge, they did little to 
encourage the love oflearning; and they scored very low on the scale of critical thinking! The 
emphasis was on rote-learning of the text, not on approaching it, in a spirit of critical inquiry, as 
a source of powerful questions and insights. 

Nor were the so-called progressive day schools that surrounded her significantly more 
promising. While they exhibited a strong emphasis on nurturing creativity and autonomous 
choice with respect to various streams in Jewish life, Steinmetz apparently felt that they fell far 
short along other critical dimensions: most fundamentally, they were not intellectually serious 
and challenging environments. True, there was a strong emphasis on making learning fun and 
against following the dictates of authority; but there was no sense in these institutions that 
serious engagement with texts was an essential life-activity, that getting on the inside of these 
texts was critical, and that one's thinking needed to confonn to high standards of good thinking. 
Perhaps these environments were friendly, but they were not sufficiently challenging and serious. 

In her rejection of both of the either-or alternatives that surrounded her, Steinmetz 
reminded me of John Dewey, the great American philosopher I mentioned above. Wrote Dewey: 

And, like Dewey, she did not allow her vision of a school that reconciled the either-ors 
that surrounded her remain a pipe-dream: faced with a choice between two kinds of institutions 
neither of which seemed compelling, Steinmetz did what other parents only dream of: she 
decided to start her own institution, to build a school around her own understanding of the kind 
of Jewish human being Jewish education should endeavor to nurture. And now comes some bad 
and good news. The bad news is that I don't know much more than I've just told you; but the 
good news is that I've arranged to visit the school and to meet with Steinmetz next week. I'm 
pretty excited and will share with you what I've learned shortly. 

All the best, 

Daniel 
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Dear Pamela: 

I've just undergone a very exciting experience! Beit Rabban is every bit as interesting as 
I expected, and I'm not sure whether my excitement has to do with my identification with the 
school's animating vision or with the fact that this really is a school whose guiding vision 
powerfully informs day-today decisions and practices. But let me start at the beginning. 

I arrived at Manhattan's Spanish-Portuguese Synagogue (from which the school rents 
two floors in an annex building) at about 8:20 in the morning. I find myself in the company of 
several children and their parents who are waiting to be buzzed into the building. True, this is 
New York, but I must say I was surprised that this is the way a child's day begins in this school. 
The wait afforded me a chance to speak to the father of two children who were standing near-by. 
When I mentioned that I was interested in the school, he told me proudly that he's had kids in 

the school for five years and began raving about it, something like the only school we can 
imagine for our children ... a very special place. Soon we were buzzed in and traveled, all six or 
so of us in a rickety old elevator, to the second floor. 

Thinking that first impressions might be particularly significant, I tried to take it all in. 
Straight ahead of me was a small room that served as a library; to my right was a very small 
school-office and to my left was a wall with a bulletin board, underneath which was an old 
couch. The physical space was clean and very simple, perhaps even a little primitive. I took note 
of this as I headed into the office, where 1 introduced myself to an informally dressed, smiling 
young woman of about 22 or so. Elissa - that was her name - said that Devora (Steinmetz) was 
expecting me and would soon find me; in the meantime, I should have a seat outside the office. 
Rather than sining, I looked at the bulletin-board above the couch and at the other walls 
surrounded me. What immediately impressed me is that the walls were not alive with famous 
sayings or with pictures but with challenging games ("Family Math Games") and questions of 
various kinds. As an example, in one envelope on the wall that was labeled "FAMILY 
CHUMASH LEAR..NING", there were sheets of paper containing a very exciting assignment. I 
immediately took a copy wiith the intention of sending it to you. I didn't stop to ask if it was 
okay to take it; I bad only been there for a few minutes and already felt that taking this liberty 
was not just okay but something praiseworthy at this place. Anyway, take a couple minutes to 
look at it, because I want to share with you some of my reactions to it. 

INSERT: FAMILY CHUMASH LEARNING 

So here's what struck me about this exercise. First off, I absolutely loved the questions. 
Grounded in a careful reading of the biblical text, the questions are very real -- nothing school
booky about them. And when you consider that these questions ,come not from a scholar or the 
teacher but out of discussions that take place among the children - well, I personally was blown 
away! Not only was I not used to such questions as a child, I rarely encounter them as an adult. 
I was also impressed not just that the parents were offered rich information about wha1 their 
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children were doing, but that the information came packaged as an invitation to review the 
pertinent texts as a family and to struggle together with the questions that had emerged in the 
classroom setting. Notice also that the homework assignment was not for the child to write down 
his or her responses to the problem but " ideas which emerge in the course of your family 
learning_" This was designed as an effort to educate the child but as an opportunity for the 
family to come together in an inquiring spirit around the text. Talk about family education!!! 

As I was looking through this exercise, a woman in her thirties approached and 
introduced herself as Devora Steinmetz. I informed her straight-off that I already had lots of 
questions but she suggested that before talking about the school, I do some observing, and she 
led me up a set of stairs to the classroom of the third and fourth graders. Physically, this room 
resembled what I had seen downstairs --unimpressive but serviceable. There were 15 or so 
children in the room, dressed informally in jeans and t-shirts, with all the boys wearing kippot 
and one or two of the girls; Tztitzis were discernible on one or two children, but not most. At 
this moment, they were quietly reading to themselves or writing in small journals ar01md three or 
four tables. As best I could tell, they were completely absorbed in what they were doing, and I 
found myself amazed at the complete absence of goofing around, the atmosphere of rapt 
attentiveness to what they were doing that emanated from this group of 8- and 9- year-old 
children_ Devora introduced me to two young people, probably in their early twenties, who were 
quietly engaged in setting up the room for the day; she described them as the teachers of this 
class, and then she left. The two teachers and I conversed for a few minutes. I learned that both 
of them were recent college graduates and was surprised to hear that neither of them had trained 
to be an educator prior to working at Beit Rab ban. I promised myself that I would ask Devora 
about this later on. For now, I simply listened as they explained that each class day began with a 
period of quiet, individualized work. 

I used the time to look around the room. There was one - only one - old computer in a 
corner, and on the walls I saw written instructions for the way the children should study in 
Chevruta. The instructions emphasize understanding the text and searching for interesting 
problems to bring to the attention of the group. There were similar instructions for the study of 
Mishna; both sets of instructions emphasize working in partnership with others. "Brachot 
Acharonot" were also on one of the walls, along with a bulletin board that identified facts and 
questions relating to the moon, and another relating to "Historical Fiction" books of interest. 
One of the authors featured was Mildred Taylor, an African-American writer whose works 
describe the African-American experience. She is quoted as say ing something like "I wasn' t a 
particularly good writer, but I believed I could achieve whatever I set my mind to. The other 
author represented on the board was William Steig, and from wh.at was written on the board, it 
looked like the children had read and sought to identify commonalities among several of his 
books. There was a rich mix of Hebrew and English on these walls. I was struck by the absence 
of any references to Israel on the wall. 

After some twenty minutes, Tfillot begin, with the children sitting where they have been. 
The Tfillot are entirely in Hebrew, and the chanting is animated and in unison. Though they 

have Siddurim, many seem to know the prayers by hear. Amidst the general involvement, the 
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uninvolvement of one boy who was ripping the pages of his prayer book was hard to miss. I 
determined to ask Devora or the teachers about this as well. 

Following the Tfillot, one of the two teachers, Devora, introduces the next activity which 
is focused around geographical facts, principles, and questions, and I am struck not only by the 
fact that her instructions are given completely in Hebrew but that with out exception the children 
seem to understand her. When she is done, they disperse to 7 stations, each offering different 
challenges, that have been set up around the room. The exercises are a mix of imaginative tasks 
requiring real thought. Some ask the children to be physically active and to do measurements 
requiring maps, globes, rulers, and strings, and some require interaction and sharing with others; 
but others are quieter activities that emphasize reading. One of them asks the kids to chart travel
routes on a map, a second is concerned with climate in different parts of the world, a third 
focuses on time-changes, and yet another asks them to find certain places on the globe. Perhaps 
the most popular of the activities is one where the question is: "If you met an alien, what 
characteristics would you point to, to explain to him where you live?", followed by the 
instruction that each of them should compare his or her answer with someone else' s. The room 
is filled with the sound of children's voices discussing their various challenges in animated tones, 
moving from one station to the next with inquisitive interest and with no obvious goofing 
around. They are pretty much on their own for this activity, and the room is bustling with 
activity and movement - a sharp juxtaposition with the ordered, almost routinized feel of the 
Tfillot. The teachers are present for this activity, but largely as resources or guides, offering help 
as needed -- in this context in English rather than Hebrew, and handling one or two minor 
behavior problems that arise; they are sufficiently confident of the children' s engagement with 
the activity that some of the time they are off in another part of the room preparing materials for 
another activity. 

When the activity is halted, they've been at it for a little less than an hour; it' s now 10:10, 
and, in preparation for their snack, the children clean up the room quickly and with, if it' s 
possible to imagine this, considerable enthusiasm. The snack itself is preceded by some 
announcements. Eitan, one of the teachers, voices the concern that some of the children aren' t 
turning in their Chumash/Mishna home work. He reminds them that this is part of their 
responsibility, and then, instead of telling them why doing home work is important, he asks them 
for the reasons. The children are quick to respond. It shows the teacher you understand, says one 
child; as a result ofreviewing, you will be better prepared for what's to come, says a second; if 
you don' t do your home work, you will be less able to participate in class discussion the next 
day, says a third. Eitan affirms these· points and then comments: "Home work shouldn' t be 
purposeless. If you feel it's too easy. come to a teacher to ask for a more challenging 
assignment. If you don't do a home work assignment, hand in a note with an explanation. What 
is unacceptable is 'No note' and 'No assignment' ." 

Snack follows, with the teacher Devora beginning to read out loud to the children from a 
book entitled ZEKE PEPIN. But in the middle oft.he story a very tall man wearing a suit and a 
Kippa walks in. He is, it turns out, the father of Elissa, a girl in the class celebrating her 
birthday. There is a question from the teacher concerning whether the cup cakes he has brought 
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are parve, and he assures her that they are, his confidence grounded in the fact that he baked them 
himself. As he distributes the cupcakes, he asks the kids to advise him concerning how to 
improve them next year. As the kids are happily enjoying the cupcakes, he notices that I (whom 
he doesn't know) haven't gotten a cupcake, and offers one. After responding as I would have 
hoped to my question about cholesterol-content, he gives me a cupcake and inquires in a friendly 
name about my name and the purpose ofmy visit. 

The snack concludes with Brachot Achronot, and Eitan sets the stage for their Mishna 
class, which, he tells them, will proceed in Chevruta. I am eager to see what this will be like but 
because I want to get a feel for the whole school 0efore meeting with Devora Steinmetz I decide 
to go downstairs to another classroom. On the way out of the 3/4/5 classroom, I stop at the 
class' s bathroom, and am reminded again how to stark and primitive the physical environment of 
the school is. Small, almost closet-like, and very old it features an old toilet and sink, and 
nothing at all on the walls. The only utensil or object in the room other than soap, toilet paper, 
and paper towels is a cup, presumably there for Netillat Yadayim. 

On my way out of the room, I mused about the juxtapositions I had encountered over the 
last couple of hours --the quiet engagement that marked the day's first activity as compared with 
the animated, cheerful conversation and activity that was characteristic of most of the morning; 

the uni vocal, sing-songy, almost rote rendition of the Tfillot, juxtaposed with the intellectual 
curiosity and excitement with which the children greeted the other activities of the morning and 
the informality of the environment; the primitiveness of the school' s physical facilities 
juxtaposed with the richness of the ideas and content on the walls and the warmth of the social 
environment. 

A few minutes later, I find myself in what is the tail-end of a second grade class made up 
of 5 or 6 children and a teacher in her twenties, all sitting around a small table. The conversation 
among them is entirely in Hebrew, and I am, to be honest, awed by the children' s fluency. 
Apparently, they have been studying vitamins, and they are now in the middle of working on a 
play in which the vitamins will figure prominently as characters. The feeling around the table is 
almost familial, with the teacher making sure that all of the kids stay involved and have a chance 
to participate. A couple of times in the course of the conversation, the teacher turns to the kids, 
and then to me, in search of a word,. and at least once one of the children was able to help her out. 

Later, she explained to me that though her Hebrew-level is not as high as she would like, 
the school is committed to the idea that American Jews can speak Hebrew, and that speaking it is 
not an all-or-nothing affair; one can and should continue learning, and for her to model this 
possibility and desire is, from the school's vantage point, a plus. In response to my questions, it 
emerged that she has an MA in Jewish education from the Jewish Theological Seminar, and that 
this is her first year in full-time teaching. About the work I had seen her do with the children, 
she explained: she personally has some background in drama and, having discovered that the 
children love it, she has decided to make it central to her Hebrew curriculum, making the 
language-learning an integral part of an activity (writing and performing a play) that the children 
find exciting. 
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Still later in the day, I wander back up to the 3/4/5 classroom where I find the children 
engaged in Torah study. As I enter, I hear the sounds of Torah-trope all over the room. The 
children are in groups of two around the room, with one member of each group chanting the 
passage in question and the others following along, ready to correct him or her as necessary. The 
assignment, I'm informed by the two third grade boys I've joined, is for one of the children to 
read the text with trope, and for the other to then translate it. Both boys read very well, and one 
of them (who turns out to have spent two years in Israel) is a superb reader; they proceed along 
steadily until the whole class is called together by the teacher to consider the passage together. 
The passage (GENESIS, Ch. 1 :27) declares that "in the beginning God creates the Adam in His 
image, in the image of God He created him; male and female He created them." Immediately a 
question: "Why are we told three different times that God creates the human being?", followed 
by a succession of hypotheses from the children. Again, what does it mean to say that the human 
being was created " in His image"? Does God have a physical image -- and if not, what can 
"b ' tzelem (in the Image of) refer to? Does it mean that we are "like God", and if so, in what 
sense? Are we, one child wonders, like God by virtue of having eaten from the Tree of the 
Knowledge of Good and Evil?" 

For me, once again, the experience of being "blown away". Here are young children 
encountering and raising serious questions about the Text in a serious spirit --- light-years away 
from the kind of Torah-study that I encountered as a child or that I have typically seen in Jewish 
religious schools, a form of study that not atypically stops with uncovering the surface meaning. 

I am in the middle ofthis class when I see Devora Steinmetz at the door. She waves me 
out of the room, and I follow her to a barren little room that's a cross between a storage room and 
an office. She has a free hour and thought this might be a time for me to ask my questions about 
the school. I use the occasion to re-introduce myself, reminding her that what drew me to her 
school was the hope of discovering a vision-driven education institution. "Vision-driven 
institution?", she asked, and I explained, "An institution informed, down to its very details, with 
a conception of the kind of person you 're hoping to cultivate. She nodded, as if to say, "I know 
what you mean" and without any suggestion that I had been misled in my decision to visit the 
school. And the more we talked, the more I understood why: while the practices of most schools 
reflect the interplay of a diverse number of often idiosyncratic circumstances, Devora really did 
have a guiding idea that informed her every decision! 

What was this guiding idea?, I asked her. Had I been rightly informed by those who 
spoke to me of the school's commitment to "at-homeness in the Textual tradition, critical 
thinking, and autonomy." Steinmetz smiled weakly and suggested that while these three ideas 
are very congenial, just listing them the way I just had fails to capture their inter-relatedness"; 
and besides there are important things that are altogether missing. So I asked her to elaborate. 

For one thing, she began, these formulations don't really get at the spirit of the school, at 
its uncompromising, but often playfully expressed, commitment to there being reasons for the 
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things we believe and do, and these reasons themselves must be constrained by standards. Can 
you be more concrete, I asked her? Well; she responded, whatever classroom activity or 
newsletter you look at, and whatever teacher' s meeting you happen into, you will find the search 
for good reasons to be central to what is going on. When the children are reading a page of 
Chumash, and the question is asked .... Devora stopped herself midstream and said, "Look before 
getting into this, why don't we start with some of your impressions. I'm hoping to learn 
something from your perceptions of the school." "Okay," I responded and found myself 
articulating something that had been making me uneasy. With more time to consider, I might 
have raised a more innocuous matter; but as it turned out, the question I raised led to a 
wonderfully illuminating conversation. Here' s what happened. 

l commented on the fact that the teachers seemed very bright but also very young and, as 
it were, "green" as best I could tell, some of them had little or not formal training or much 
experience as educators. Devora responded with a story about an experienced teacher who used 
to work at the school and on whose bulletin board she was disturbed to find, above a series of 
student-assignments, the phrase "Avodah M ' tzuyenet" ("EXCELLENT WORK"). Perplexed, I 
interrupted Devora with the question, "What was disturbing about this?" Her response went 
something like this: First, children should not be rewarded for so-called excellent work because 
to a substantial extent excellence, as ordinarily understood, is a result of the gifts that the child 
has been fortunate enough to acquire through heredity or a particular familial environment. It' s 
just not right that one child should be rewarded for achievements that are due to gifts for which 
he or she can take no credit,, while other children who are not so blessed, should go unrewarded 
and unacknowledged; and it's wrong that one child who can do an assignment beautifully (by the 
teacher' s standards) in five minutes should be praised, while another child, who is perhaps less 
able, works for hours on the same assignment and receives a luke-warm response because he or 
she has produced something that, by the teacher 's standards, is less accomplished. This sends 
exactly the wrong message! Instead, Devora believes, children should be rewarded for doing the 
best they can and for growing beyond their previous levels of achievement. Not only would this 
avoid invidious comparisons between students, it would communicate to all the children, 
whether particularly able or not, that there is always a possibility for growth, as well as for 
stagnation. In a well-designed school, the particularly able student shouldn' t feel smug and able 
to rest on his or her laurels; nor should the less able student be feeling bad about him- or herself. 
Both should be encountering and seriously responding to challenges that take them beyond their 
current levels of understanding and achievement; and their sense of themselves as learners should 
be grounded in this, rather than in where they stand relative to one another or to some absolute 
standard of excellence announced by the teacher. 

You don\ I asked, believe in standards of excellence? Devora paused for a moment, and 
then said, "Let me approach this by explaining the second reason I was bother,ed by the teacher 
who identified ' Excellent Work' on the bulletin board." And she went on to explain that she 
was troubled by the notion that the children should come to think that their job in school and, by 
extension, in life was to conform to and adopt the teacher' s own standards of excellence. Rather, 
she added, we should be trying to encourage autonomy in the children -- and this was the wrong 
way to do it! 
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"Autonomy. I said. "Yes. I recall hearing that this is one of the school's guiding 
principles. Maybe this would be a good occasion to say something more about what you mean 
by autonomy. But before you do, I'd like to clear something up. What does all this have to do 
with the fact that your teachers tend to be young and inexperienced?" "The answer is pretty 
straight-forward," said Devora. "The teacher who put 'Avodah M 'tzuyenet' on the board was a 
very ' experienced' teacher; but for that very reason she had been shaped by her many years in 
school to think about children, teaching, and educational aims in a particular - and particularly 
rigid -- sort of way. In my experience, it's extremely difficult to bring such a person to see 
things in a new way. In the case I described to you, the teacher couldn't get what I was talking 
about, or if she did, she didn't identify with it at all. So what does this mean? In my view, you're 
better off bringing in someone who is enthusiastic and inexperienced but not yet mis-socialized! 
True, we pay a price for the young person's inexperience, and I have to devote hours of time 
every week helping them grow as educators; but it's relatively easy with these young people to 
draw them into the school's. way of thinking about education and children." 

I commented that this reminded me of the notion that those who bad known Egypt were 
too contaminated by their prior experience of slavery to enter the land oflsrael in the spirit of 
free men; hence the need to raise a generation that had not known Egypt. Steinmetz nodded, 
adding that she does, indeed, believe that it' s often hard to reverse the socializing effects of early 
experience. In fact, this is one of the reasons she believes in the importance of early childhood 
education -- so strongly that she decided to start the school!! I found myself wondering how 
Steinmetz understands the idea of T'Shuvah in Jewish thought, whether she's skeptical that, after 
a certain point, people are capable of change; but I decided to hold off on this question for now. 
Instead, I asked her if she could come back to the question of what she means by autonomy. 
What, I asked, does she have in mind when she speaks about autonomy? 

Steinmetz began by suggesting what autonomy is not: though autonomy involves not 
taking one's beliefs and value-plans on the authority of someone else1 it is not simply a matter of 
having one's own views about the world and about life. She would not, she said, describe 
someone as autonomous unless that person also had reasons for the views or positions that he or 
she espoused. Everywhere you look in Beit Rabban, you' ll see that we try to convey the 
importance of reasons, even in very minor matters. For example, instead of inviting the young 
children to gather in a circle, the teachers will say something lik,e, "Let's sit in a circle so that we 
can all face one another." 

I commented approvingly about the school's effort to encourage the children to articulate 
why they think what they think, and while Devora accepted the comment she felt impelled to add 
that "By ' reasons' I actually mean more than an ability to explain why you believe what you 
believe; it's also the ability and willingness to show that these reasons satisfy appropriate 
standards." 'When I asked her what she meant by this reference to "standards", she responded 
with an example. Children at Beit Rabban are regularly encouraged to think about challenging 
questions evoked by the Text, [ and here I found myself remembering the questions I had heard in 
the classes I had visited and seen on the bulletin boards of the school). But unlike schools that 
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reward " right" or "creative" answers, or that affirm any self-expressive response, at Beit Rabban 
children are always asked to defend their views with attention to reasons. What's the evidence in 
the text for the view that you are offering, and is this view consistent with the grammar of the 
text or other ideas we are encountering? In other words, not all answers are on a par; a worthy 
one is grounded in reasons, which themselves can be judged as appropriate, well-grounded, and 
so forth. 

By now my mind was buzzing with questions and bewilderment, and a lot of it came out 
at once. "In complaining about the teacher who put 'Avodah M'tzuyenet' on the board, weren't 
you objecting to the idea of conveying to children that they are accountable to other people's 
standards? But isn't this exactly what you are doing when you demand of children that they 
offer reasons of a certain kind in substantiation of their views?" Devora started to answer, but I 
continued: "And another thing: how does this commitment to autonomy fit in with the Jewish 
outlook of the school? After all, this certainly seems to be a Modern Orthodox kind of a school 
which takes Halachah seriously? How does autonomy fit into a world-view that takes our being 
commanded beings seriously? And .... " 

Now it was Devora's tum to interrupt me. Though she wasn't exactly bristling, she 
seemed somewhat agitated or perhaps irritated. "Though people outside the Orthodox orbit often 
identify us as Modern Orthodox, Beit Rabban is NOT a modem Orthodox school, any more than 
it' s a Conservative or a Reform or a Reconstructionist School. It never ceases to amaze me how 
much people seem to feel the need to categorize us. Beit Rabban IS a Jewish school, but it 
cannot readily be categorized; and one of the reasons that the Orthodox community does not 
recognize us as belonging to is precisely what you have just pointed to: our commitment to 
autonomy, a commitment that they find unerly unacceptable. The more, they rhetorically ask, 
you convey to children that they are right to expect reasons for beliefs, aren't you undercutting 
the idea that we are commanded to act in certain ways, quite apart from whether we understand 
the reasons? So wary are some of these people about nurturing an autonomous outlook that even 
in small matters that are not governed by Halacbah they resist encouraging the children to think 
for themselves lest the seeds of a dangerous disposition be planted." 

"Butt I responded, "why are you not worried about planting this position? And granted 
that 'autonomy· is a Western virtue extolled by the likes of Kant and the rhetoric (if not the 
reality) of everyday life, since when is it a Jewish virtue?" "Since almost the very beginning," 
Devora quietly responded and offered me an article she had written that compared human 
agency, sin, and the consequences of sin in our earliest ancestors -- in Adam, in Cain, and in 
Noah. She suggested that I read the article and that, after we had both had more time to think 
about some of the issues we had been discussing, we return to our conversation tomorrow. And 
off I went, eager to read what she had to say. 

Here, in brief, is what I made of her article. Steinmetz observes that there the history of 
the world can be broken down into three eras, all of which are described at the beginning of 
GENESIS, and in the last of which we find ourselves today. The first era, that of Eden, ends 
with the sin of Adam and Eve and their expulsion from Eden; the second era, from the expulsion 
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up until the Flood, features the sin of Cain; and the third era, which is the postdeluvian era in 
which we now find ourselves, begins with the sins of Noah and his son. Argues Steinmetz: if we 
look carefully at these three stories of sin, we discover, as we move from Adam to Noah, that 
human beings assume an increasingly autonomous role in relation to their responsibility for their 
conduct. Whereas, for example, in Adam's case, the rule that he violated was explicitly given to 
him and the urge to sin is viewed as emanating from outside him (via the serpent), in the case of 
Noah, there is no ex-plicit prohibition (He himself is responsible for determining what is right and 
wrong) and the locus of agency is completely in himself. Suggests Steinmetz: long before Kant 
and modernity, the image of human beings as moral agents, responsible for determining their 
own conduct and carrying through with it in the face of resistance, is already present early on in 
the Bible. And, as best I can tell, it is this image of human beings that informs Steinmetz' s 
aspiration to nurture autonomous human beings. 

As I thought about this, I wondered to myself whether this image of human beings as 
autonomous is something of an aberration and whether the weight of Jewish Tradition points in a 
more heteronomous direction, and I want to ask her about that. But it did occur to me that in the 
Talmud we find some powerful images of intellectual autonomy in the rabbini,c figures who 
argue the merits of different Halachic positions with reference to higher order standards that 
involve faithfulness to the Text and to the spirit of the tradition. Perhaps, then, Steinmetz is on 
solid ground in suggesting that there is a tradition of intellectual autonomy is Jewish tradition, a 
tradition which, at least to this extent, is close to the spirit of modernity. 

By the way, the article also helped me to realize that Steinmetz' s understanding of 
autonomy includes far more than the notion that our ideas should be our own and grounded in 
critical thinking and reasons. It is also, as with Kant, a fundamentally moral notion: an 
autonomous person is responsible and accountable for his or her conduct and its predictable 
consequences; and this is a fundamental feature of his or her identity as a human being. With 
this understanding, I saw the homework-incident I described to you in a new light: rather than 
reading the kids the riot-act concerning homework or trotting out the reasons for doing the home 
work, the teacher, Eitan, had asked the children themselves to articulate the reasons for home 
work. As if to say: your conduct should flow from considerations that you yourself recognize as 
reasonable. To be honest, though, I couldn't help but thinking about what Rousseau might have 
responded to this approach: for Rousseau is sharply critical of Locke's notion that one should 
"reason with children;" children beneath the age of Reason cannot really appreciate our reasons. 
While they may pretend to be convinced by our reasons, really they are convinced by the bribes 
or threats which they know lie behind our reasons. I determined to ask Steinmetz about that. 
Meanwhile, I found myself noting other features of the school that seemed to connect to the ideal 
of autonomy -- for example, the emphasis on activities that require the children, either alone or 
in small groups, to work on their own. 

When we met the next day, I let Steinmetz know how clarifying I had found her article 
and asked her for additional examples of how her commitment to autonomy is reflected in the 
life of the school. She was ready with two examples. A few years back the children in the 
kindergarten-first grade were reading a series of books that had received Caldicott Awards, and 
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at some point the question arose - I don' t remember whether it was from the teacher or the 
children: how was it decided which books get this award? It was agreed that a letter should be 
written to the Caldicott-people, requesting their selection-criteria But what we got back was an 
unsatisfyingly vague answer which gave us no real information. So the teacher then suggested 
an idea which caught fire with the children: why don't we invent our own book-award, to be 
given to books that we ourselves judge to be outstanding! The kids loved the idea and found 
themselves embarked on a successful effort to develop their own standards for book excellence. 
Instead of spending their early years just internalizing others' standards or inhabiting a world in 
which, in the spirit of HPm Ok; you' re Ok", adults tried to shie.ld them from all standards, the 
children had a chance to develop some understanding of how and why standards come into being 
and to begin developing their own. 

Before I had a chance to respond, and as though anticipating that I was very curious about 
how the commitment to autonomy fit with the school' s apparent seriousness about Tradition and 
Halacha, Devora continued with a second example -- a fascinating project concerning whether it 
was Halachically okay to use lights on Shabbat. The example is pretty long - and it' s already late 
at night - but let me at least begin describing it. 

Here's the background. After two years of intensive Hebrew (and I'll sure vouch for the 
fact that the third graders speak, understand, and read Hebrew with ease!!), the third grader 
participate in a twice-daily Beit Midrash: they study Chumash in one of them, and Rabbinic 
literature in the other. There' s a strong emphasis on the inter-relationship between the two 
literatures and the pertinence of what' s studied to our own lives. In this particular year, the 
children looked intensively at everything that is said about Shabbat in the Chumash; they tried to 
understand the relationship, pointed to in the Text, between Creation, Shabbat, and the Mishkan, 
and they also tried their hand at identifying the kinds of prohibited labors that might emerge from 
attention to the Chumash afone. Then, always grounding themselves in the text, they went on to 
consider the various labors proscribed in the Talmud: they encountered and considered the 
implications of different explanations for why there are 39 prohibited labors; they worked to 
understand the major categories of prohibited labor; and they tried to understand the underlying 
principles at work in what is prohibited. Beyond this, they wrestled with the implications of the 
Rambam's commentary on Leviticus 23:24 in which he suggests that it is possible to keep " the 
letter of the law" but violate its "spirit". The children were asked: "What place do you think a 
conception of the ' spirit' of the law ought to have in shaping our attitudes and our actions?" 

Like I said this is all background to the project that excited me. Simultaneously as the 
children are studying what is and is not permissible on Shabbat and consistent with its spirit, they 
have been involved in studying the effects of the Industrial Revolution on our lives and on the 
nature of the work we do. All of this leads to a detailed study of the incandescent bulb, reading 
primary and secondary sources about its invention and exploring basic electrical concepts as they 
build circuits and create simple electrical gadgets. Finally, they are asked to imagine how the 
invention of the incandescent light bulb might have been greeted by Jews who had heretofore 
relied on candles and kerosene lamps for light. Here's the exercise: 
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Imagine hearing that Edison has invented an electric bulb and imagine seeing a 
light bulb for the first time. Y ou find yourself over Shabbat in a home that has 
electric lights, and you wonder whether you may turn one on. What considerations 
are pertinent? And what do you decide? 

Well, Pamela, I wonder how you would address this question. In fact, why not give it a try, and 
let me know what you think, and then, in my response to you, I'H let you know how I'd approach 
the problem, before going on to describe what happened in Beit Rabban. I suggest this not to be 
coy, but because this letter is getting way too long, and I have to run. I look forward to hearing 
from you. 

Daniel 
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Dear Pamela: 

I'm sitting in a coffee-house not far from the local hospital. Sitting near me is an elderly 
man, looking agitated. I notice a plastic hospital-bracelet on his hand, and I fantasize that he's 
seriously ill and has felt the need to escape from the hospital for an hour, perhaps to escape his 
condition for a few minutes or perhaps to address it. Either way, I wonder what intellectual 
resources and beliefs h e has available to him -- which ones have been passed on to him -- to 
make sense of his condition (as I fantasize it to be). When I think about the education children 
receive in public schools, I think it's pretty clear that little is offered; but this is perhaps 
understandable, given conventional understandings of the public school' s mandate. What's less 
understandable is that children are not offered much more than they get in public school in many 
Jewish educating institutions - and this, despite the fact that our tradition is so rich with different 
voices that help to interpret and articulate our condition in the world. All of this is very sad; sad 
because of what we don't have a chance to access, and sad because providing meaningful access 
to the tradition' s insights into the human condition might do a lot more than we think to 
encourage Jewish engagement and self-identification. 

Why am I writing you this? I suppose because it seems to me pertinent to the challenges 
of Jewish education. In relation to our own subject, I suspect that the children who go to Beit 
Rabban will, by the time they graduate, have access to the Tradition's insights about the human 
condition and will certainly have the intellectual tools to find out what the Tradition has to say, 
should they want to find this out. At the same time, I wonder whether the children at Beit 
Rabban really stop to contemplate "the big questions" of life in a personal and imaginative way, 
or whether their energies are exhausted in the ever-exciting challenges of continuing inquiry. 
This is not a criticism, but a question; maybe I'll pose it to Devora 

Anyway, back to the light-bulb activity. Y ou responded to my question by saying that 
as a non-Halakhic Jew, the question of whether using electric lights on Shabbat is simply not an 
issue for you. In my own case, I confess that I would not have a clue about how to proceed to 
answer the question in an Halachic way, but given tha t Shabbat plays an important role in my 
life, I would feel the need to address the question. My sense is that I would probably refer back 
to the importance of "the spirit" of the day and try to develop a position that spoke to this issue. 
To do this well I'd have to give some real thought to what I have in mind when I speak about the 
spirit of Shabbat. 

Now let me tell you how the Beit Rabban children approached this problem. They began 
by investigating whether turning on a light conflicts with one of the explicit categories of 
forbidden labor -- or, if not, whether it perhaps violates the nature of Shabbat. But to answer this 
question seriously involved them in developing a deeper understanding of the nature of the 
forbidden labor (for example, "kinciling a fire" in question) and of what goes on in the lighting 
of a bulb. Which is what the kids went on to do! Their inquiry into the nature of fire led them to 
identify characteristics like beat, light, and combustion as defining characteristics, and then they 
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went on to inquire whether these elements were sufficiently present in lighting a light bulb to 
warrant putting this activity under the category of "kindling a fire." Some of the children went 
through parallel inquiries as they considered the possibility entertained by some poskim that 
putting on a light falls under other categories of forbidden labor. 

And now comes the important point (if, that is, you haven't forgotten that Devora 
described this case to me because I was confused about how the school's interest in autonomy 
and Tradition related to each other) : based on all of the foregoing activities and lea.ming, each 
child is expected to come up with his or her own perspective on the problem. As she wrote in a 
Newsletter describing the activity: 

They will argue their hypotheses based on halakhic thinking, scientific evidence, 
reflection on the nature of work, and a deep appreciation of the prohibition of labor on 
Shabbat. They will challenge each other's ideas and they will be challenged by the ideas 
of scholars, past and present, introduced by their teachers. Each child will emerge with 
his or her best understanding of this question. 

There are, as Devora pointed out in her Newsletter, other benefits to this activity as well: 
it' s a chance to better understand the entire process ofthe Oral Law and its relationship to 
scripture, as well as the way in which a Jew can fulfill the obligation to apply Torah to daily life 
in the midst of rapidly changing circumstances. But, I want to focus for a minute on what this 
episode can teach us about the relationship between autonomy and Tradition, both in Devora's 
thinking and in the life ofBeit Rabban. Devora did not herself spell this out for me, but here' s 
what I inferred. 

First off, there was certainly a strongly autonomous dimension to the children' s light bulb 
project: it' s not just that they were engaged in a number of fairly independent inquiries, but that 
in the end, it was the right and responsibility to come up with their own j udgment concerning 
whether it' s okay to turn on lights on Shabbat. But notice: not only were they asked to defend 
their views with reasons, the kinds of reasons that were relevant grew out of a rich familiarity 
with biblical and rabbinic sources concerning Shabbat, as well as out of reflection concerning the 
spirit of Shabbat. So what we have here is autonomy within the framework of the Tradition, 
with the resources of the Tradition providing the concerns, the tools, and the ideas that enter into 
the effort to decide an autonomous position vis-a-vis the problem at hand. 1 

Now I suspect that for you this might not be an entirely satisfying solution to the 
relationship between autonomy and Tradition. After all, I can hear you (or if not you, many 

1 This position bears an affinity to Richard Peters' "Habit and Reason in Moral 
Education". 
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others) saying: wouldn' t real autonomy also include not just the ability to make decisions within 
the framework of the Tradition, but also the ability to decide whether to accept the framework of 
the Tradition. This is an interesting question, which, because I also find it a bit troubling, I will 
pose to Steinmetz. But, for now, let me just say this (which is actually in support of her 
position): if Devora is claiming that autonomy has its meaning within the framework of the 
Tradition, this would not be an eccentric or unconventional understanding of autonomy: for when 
autonomy is more than empty rhetoric, it usually, if not always, operates within the framework of 
a particular tradition. When we think of moral autonomy, we think of people making moral 
decisions within the constraints of the moral point of view, and when we think of the autonomy 
of a scientist we think of a person who is steeped not outside of the tradition of science but on the 
inside -- someone who is steeped in its canons and standards of ,evidence. I find myself thinking 
of how my 8-year-old son develops into an autonomous chess-player not by stepping outside the 
framework of the game, but by mastering its rules and applying them in a thoughtful way. If we 
take this example as a guide, we might say that what autonomy is, is actually defined by 
particular "games" or traditions. 

All of which is not to dismiss the question about bow Devora would respond to the child 
who, in an "autonomous" spirit, asks about the bindingness ofHalakha. Let' s get back to this. 
And by the way, with all this talk about "autonomy", 1 think we've neglected a dimension of the 
school which may be as important namely, the ideas about community and responsibility to 
others that inform the development ofBeit Rabban. More on this soon. 

All the best. 

Daniel 
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MANDEL FOUNDATION 

TO: SEYMOUR FOX, ADAM GAMORAN, ELLEN GOLDRING, ANNETTE 
HOCHSTEIN, ALAN HOFFMANN, BARRY HOLTZ, ELIE HOLZER, 
DANIEL PEKARSKY, DANNY MAROM, NESSA RAPOPORT, LEAH 
STRIGLER 

FROM: GAIL DORPH 

SUBJECT: FEBRUARY MEETINGS 

DATE: 01/29/99 

CC: SARAH FEINBERG 

We have two sets of meetings scheduled for February. 

Wednesday, 2/17 

Indicators Meeting 

Thursday, 2/18 

Publications Meeting 

Lunch Meeting 

11 :00 - 5:00pm 

8:30 -- 12:30 

12:30 - 2:30 

Even though all of you will not be attending both meetings, I ar.1 enclosing all 
of the papers associated with these meetings to keep us "all on the same page." 

So ... this package contains an agenda for the Indicators meeting and the 
background papers associated with this project. 

For the publ ications meeting, you will find seven papers, each connected to 
earlier work of this organization. 

Three of them (Synagogue Change, Lay leadership, Jewish leadership 
programs) are the results of interview studies. We have made commitments to 
the people interviewed to share what we have learned. 

There is a paper on Seit Rabban, a vision-driven institution. This paper is at 
an early stage of development. 



The report on Educational Leaders is based on the data gathered in the CIJE 
Study of Educators. These findings have never been disseminated. 

The essay on professional development and the TEI evaluation report are 
connected to TEI work. The essay/policy brief is one of the products that we 
promised Cummings when we received the original grant. 

We have prepared two different versions of the evaluation report-a long 
report which is included for your information. I will soon be sending you a shorter 
version for which we see a wider audience (at least to TEI participants). 

Two papers which were mentioned above are not iin this package and you will 
be receiving them during the week of February 8: the shorter TEI evaluation, you 
will still be receiving the paper on lay leadership. 

Looking forward to seeing you in February. 
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MANDEL FOUNDATION 

TO: GAIL DORPH, SEYMOUR FOX, ELLEN GOLDRING, MARK GURVIS, 
ANNETTE HOCHSTEIN, ALAN HOFFMANN, BARRY HOLTZ, ELIE 
HOLZER, DANNY MAROM, DANIEL PEKARSKY, NESSA 
RAPOPORT, LEAH STRIGLER 

FROM: GAIL DORPH 

SUBJECT: PUBLICATIONS MEETING 

DATE: 02/08/99 

CC: SARAH FEINSTEIN, ADAM GAMORAN, CHAVA WERBER 

Enclosed are the other papers that I promised: 

1. An introduction to Dan Pekarsky's paper on Beit Rab:ban 

2 . Paper on Lay Leadership Interview Study by Pearl Beck 

3. Short Form of Evaluation of TEI by Renee Wohl 

You should already have received papers by 

• Ellen Goldring on Leadership, 

• Ellen's summary of Sally Gottesman's paper on Interview of Leadership 
Programs in Jewish Community 

• Barry Holtz on Professional Development, 

• Dan Pekarsky on Seit Rabban, 

• Lisa Malik on Synagogue Change Research Project, 

• Renee Wahl's long form of TEI evaluation (for your own info-this is an 
internal document) 

See you on February 18. Our meetings are scheduled to begin at 8:30 that 
morning. 



Gail, 

Thanks for sharing with me the two reports on TEI Cohort II. I am very pleased to see them 
come out.. The summary report in particular is well written and clear. It should be helpful in a 
variety of contexts, including our contacts with funders. I have some comments I'd like to share 
with you. I have two reasons for offering these comments. First, they may be useful if the reports 
are used for any purposes beyond reports to the participants, faculty, and funders, such as for 
research. Second, some of my comments relate to the evaluation strategy, and this may be helpful 
in designing future evaluations. 

1) Images of professional development 

In the summary report, the section on "New Images of Professional Development" is potentially 
the most powerful element of the evaluation. This is because it has a "before" as well as an 
"after". It is not forced to rely on perceptions of change, but can potentially show actual change 
in the ways respondents speak about their professional development. To fulfill this potential, the 
evaluation should document the changes by including some "before" quotes, in addition to the 
"after'' quotes, to strengthen the comparison. 

The same comment holds for the section on "Images of Professional Development -- Before and 
After'' in the longer report. Here, I was especially surprised not to find any quotes from the 
baseline interviews, which could then be compared to the follow-up interviews as a way of 
documenting change. The section on images (p. l 0) jumps right into what participants no longer 
think, without characterizing what they thought and said before they began the program. Later, 
descriptions of what participants are doing offer compelling evidence of views t hat are consistent 
with the TEI approach. However, they would be even more convincing ifwe knew what these 
participants were doing beforehand. For example, in the follow-up, Sarah says "TEI has totall!y 
influenced me" (p.19). She then goes on to describe what she is doing. What was she doing 
before? How do we know she was not already working in this way? Similarly, Vivian, Miriam, 
and Judith show they know the importance of text (p.22-25), but what were they thinking before? 
The baseline report .should have information about this. 

A problem with the kind of comparison I am seeking is that the follow-up interview set things up 
to emphasize subjective rather than objective indicators of change. The follow-up interview 
asked, "How has TEI influenced your thinking about professional developmentr This led to the 
kind of responses descrilbed in the report. A more neutral way of asking the question, which we 
used in the baseline, was "What do you think of as good professional development?" The follow
up could have asked the same question, and the answers could have been compared. I'm not 
saying the follow-up was biased. The respondents could, of course, have said "TEI did not 
influence me," or given other negative responses. But the way the question was asked has led the 
evaluator to take the responses at face value. It is good to see that the respondents believe their 
thinking about professional development has changed as a result of participation in TEI. But I 
believe it is even more important to make an external judgment about such change. The evaluator 
seems to have done that -- she characterizes the baseline views of professional development as 
anemic, and the current views as richer, etc. - but this position would be strengthened with more 



explicit comparisons. Why not give "before" and "after" quotes for the same individuals? 
Beyond this study, we should design our evaluations to focus on externally indicated change 
instead of self-perceptions of change. 

2) Organization of the long report 

The long report needs an introduction that explains the purpose and format of TEI, and the 
purpose of the evaluation. 

For narrative purposes, I would put the material about w hat TEI was like - professional, 
collegial, spiritual, etc. -- after the section on changing conceptions of professional development. 
I would make this revision to emphasize changing conceptions as the key finding of the report. 
Then I would ask, how was this accomplished? The description of TEI would be part of the 
answer to this question. This could then be followed by the analysis of teams, which I found very 
persuasive. The main substantive finding here, in my judgment, is that if community collaboration 
and support are not already in p1ace, TEI is not a sufficiently powerful intervention to create what 
is missing. 

In the section reporting on the experience in Israel, I was surprised there was no comparison of 
those who attended the Israel seminar with those who did not. Since Israel was an intensive 
learning experience, I expected to find greater changes among those who attended. 

The sample list in both the summary report and the long report have figures on teams that do not 
add up. In the summary report, it looks like 1 O persons were interviewed as 3/3 -- I think one of 
them must be a 4/4 because there are only 3 listed as 4/4. The list in the long report bas similar 
problems. 

3) Conclusions 

I strongly endorse the conclusion in the summary report about the benefits of case studies to 
document how educators put their new conceptions into practice. I would also support bringing 
these findings to a broader audience. Indeed, I think the summary report (with the modifications I 
suggested) could serve as the basis for a policy brief It has the potential to offer three powerful 
findings: 

1. TEI resulted in documented changes in views of professional development from discrete, 
fragmented, and anemic to coherent, ongoing, and robust. 
2. As a result of TEI, participants recognize the centrality of text, and more generally, focus on 
content in addition to process. 
3. The community and institutional context is of great importance in realizing the benefits of a 
richer understanding of professional development. 

These findings are important. They can guide not only the work of the Mandel Foundation but 
also that of others working on professional development for teachers. Let's find a way to get the 
word out. 
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I had a few comments on the "Lay Leadership" report ofFeb 1999 which I thought I'd pass 
along. Generally I found this project had made a lot of progress since August 1998. 

It would be useful to have a sense of how complete the sample is with respect to the total 
leadership population of the three cities. Is it 10%? 20%? If"leadership" were defined narrowly 
enough, e.g. committee chairs and up, I think this question could be answered. 

The finding about this high proportion of working women (in addit1on to working men) seems 
very important. Even though this report cannot say much about recruitment (sinc-e there were no 
interviews with non-participants), the finding about working women has implications for the 
amount and distribution of work that may be expected from lay leaders. 

P.9 gives information about the Jewish backgrounds of lay leaders. This might be compared to 
the NJPS and to Jewish teachers described in The Teachers Report of the CIJE. 

From comments about recruitment on p.13, I get a sense that Jewish lay leaders are recruited 
from a very narrow slice of the population. This information seems useful to me. 

On p.16-18, I wondered whether the rewards and frustrations of serving on boards were noted lby 
the same persons, or whether some people found service rewarding, and others found it 
frustrating. 

On p.25, I found it interesting that the first two major challenges noted for Jewish education are 
the same two "building blocks" of A Time to Act. Are we seeing the diffusion of an idea? Or 
does this simply reflect the views of persons who served as commissioners in the preparation of A 
Time to Act? 

Hope this is useful, 

Adam 
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Lay Leadership in Jewish Education: Recruitment, Retention 
and Development 

I. Introduction 

Governing boards consisting of lay people have long been central to American 

Jewish organizations. Lay leaders who provide organizations with one or more of 

the legendary "three Ws" - wealth, wisdom and work - are highly respected by the 

larger Jewish community. In fact, research indicates that the high value placed by 

Jews on being charitable is related to their actual charitability. When studying 

philanthropic giving, Sirota & Alper (1988) found that being Jewish was the one 

characteristic associated with being a major donor. 
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Historically, board membership was a reflection of one's elite social status and went 

hand in hand with philanthropic activity. According to Ostrower (1995) philanthropy 

"becomes a mark of class status that contributes to defining and maintaining the 

cultural and organizational boundaries of elite life." Joining a board is therefore as 

much about status maintenance and prestige as it is about doing good. 

Within the Jewish world, as in the general world, non-profit organizations are 

situated on a prestige hierarchy. Higher status organizations receive larger 

philanthropic gifts and an appointment to one of these boards is considered a status 

symbol. In her study of elite philanthropy, Ostrower found that educational and 

cultural institutions typically receive the largest gifts from donors and are therefore 

viewed as high status institutions. Universities, and particularly Ivy League 

universities, are the primary recipients of these donations. 

However, Ostrower's research also documented that among the three major 

religious groups, Jews are least likely to contribute to pre-college level educational 

institutions; while 44% of Catholics and 18% of Protestants give their largest 

philanthropic gift to a pre-college level school, only 8% of Jews do so. Research on 

the boards of major national Jewish organizations also found evidence for the 



relative low status of Jewish educational organizations (Horowitz, Beck & Kadushin, 

1997). 
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Nonetheless, over the past 30 years, federations began increasing their allocations 

to Jewish education. This occurred despite the dearth of major donors to pre

college Jewish educational institutions and despite these institutions' general lack of 

prestige. (Although a portion of this increase is attributable to concern about Jewish 

continuity, the major growth occurred prior to the 1990 National Jewish Population 

Survey's dissemination of the 52% intermarriage rate.) From 1957 to 1973, 

federation's total aJlocations for Jewish education increased from 10% to 21% 

(Wertheimer, 1997). By 1984, the amount allocated for Jewish education reached 

$50 million, which comprised 26% of all allocations. (This represented a 45% 

increase for Jewish education as opposed to a 33% increase for all other local 

allocations). 

Concurrent with Jewish education being catapulted to a more prominent position on 

the Jewish communal agenda, there occurred a surge of interest in governing 

boards. This increased interest is attributable to several factors that are affecting the 

Jewish, as well as the general, non-profit world -the most important being the 

increased competit ion for philanthropic funding. The escalating demand for the 

services provided by non-profits and the increased scrutiny of these organizations 

are also responsible for this renewed interest in governing board membership and 

activities (Axelrod, 1998). 

When a blueprint for improving Jewish education, 'A Time to Act: The Report of the 

Commission on Jewish Education in North America' (1991) was published, special 

note was taken of the enormous potential represented by community based lay 

leaders who serve on governing boards. In fact, lay leadership development was 



included as one of the five major elements in the overall plan to upgrade and 

revitalize Jewish education. 

"A number of strategies will be developed to increase 
community support for Jewish education. Their aims are to 
recruit top community leaders to the cause of Jewish education; 
raise Jewish education to the top of the communal agenda; 
create a positive environment for Jewish education; and provide 
substantially increased funding ... Top community leaders will be 
recruited individually to the cause of Jewish education by 
members of the Commission and other influential personalities 
who are able to convey the urgency of providing support for 
Jewish education." 
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Nearly a decade has passed since' A Time to Act' was published. The current 

study was prompted by the on-going belief that a strong partnership between 

involved and committed lay leaders and professionals is essential for improving the 

quality and raising the profile of Jewish education in America. The project's ultimate 

goal is to expand the pool of people with talent and resources who are interested in 

Jewish education and are willing to serve as board members, funders, and in other 

lay leadership capacities. 

II. Research Goals: 

The research aimed to address the following goals: 

1. To descriptively profile the current Jewish education lay leadership 

2. To identify factors which motivate lay people to become involved and to remain 

productively involved with Jewish educational institutions 

3. To identify challenges to effective board functioning 

4. To recommend strategies for recruiting capable lay leaders, for sustaining their 

involvement in Jewish educational institutions, and for strengthening board 

functioning. 



Ill. Methodology 

The findings are based on forty-six structured, in-person interviews conducted with 

lay leaders in Cleveland, Baltimore, and Seattle. Each interview lasted for 

approximately one hour. The three cities were selected to represent different points 

in the continuum of American Jewish life. Baltimore represents an older, more 

established East Coast center of Jewish life, containing a large Orthodox population. 

Seattle, on the West Coast, has a smaller - but growing - Jewish community, with 

newer Jewish institutions. Cleveland, situated in the Mid-West, is known as an 

extremely philanthropic community containing a variety of Jewish institutions and a 

particularly committed laity. 

To identify appropriate people to interview, we first contacted the director of the local 

Bureau of Jewish Education in each city (JECC in Cleveland; CJE in Baltimore and 

the JEC in Seattle). We requested a list of the key people who serve on the boards 

of local Jewish educational institutions. (We also requested to speak to individuals 

who were responsible for the Jewish educational portfolio within a Jewish institution 

whose primary purpose might not comprise Jewish education - a synagogue, for 

example). 

The interviewed lay leaders included: day school presidents and board members; 

Hebrew (supplementary) high school presidents; presidents and board members of 

the local Bureau of Jewish Education; chairs of synagogue education committees, 

Jewish Community Center board members, and chairs of Federation education and 

allocation committees. Several of those interviewed also served on family 

foundations. 

In all three cities, the largest proportion of those selected to be interviewed belonged 

to the local BJE board. Because the local BJE functioned as an umbrella 

organization in two of the cities, a large percentage of those interviewed also served 
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on the board of another local Jewish educational institution. In fact, many of those 

interviewed were active in more than one Jewish organization. Based on these 

multiple affiliations, it is estimated that the 46 people interviewed for this study were 

affiliated with approximately 120 different local and national Jewish organizations. 

IV. Findings 

Data Analysis and Data Presentation 
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This study's findings are based on information obtained from structured, open-ended 

interviews. The reader should keep in mind that those interviewed do not constitute 

a representative sample of people serving on the boards of educational institutions 

throughout the country. However, a systematic process was used to select the three 

cities (as previously reported) as well as the key informants in each of the cities. For 

the most part, the data are treated as qualitative, rather than as quantitative. The 

one exception is the profile section in which an attempt has been made to derive a 

demographic portrait of the nearly fifty board members who were interviewed for this 

study. Most of the findings presented in the results section consist of responses 

made by several people. (At attempt will be made to distinguish responses that 

represent a majority of informants from those that represent only a few.) 

Because no prior research has been conducted in this area (to our knowledge), it is 

exploratory in nature. The short-term goal is to derive some basic hypotheses 

regarding the board members and the boards on which they serve. If deemed 

desirable, these hypotheses can then be tested at a later date using more empirical 

methods. 



The major findings, which were culled from the interviews, will be presented in the 

following four sections: 

. A: Board Member Profile 

B: Board Member Recruitment, Motivations for Joining Board, and Board Member 
Retention 

C: Board Functioning 

D: Major Challenges to Jewish Education 

A. Board Member Profile 

1. Demographics 

Age 

Interviewees' ages were estimated and then categorized. The categories consisted 

of the following three groups: ages 35 to 50; ages 51 to 65 and ages 66+. Although 

these were 'crude' categories, the determinations were not difficult to make. 

Approximately 50% (25) of those interviewed were between the ages of 35 and 50 

(most were in their mid 40's); another 30% were between 51 and 65 years old. The 

smallest category (15%) comprised those ages 66 and older. (This is not surprising 

since education is a major concern for parents of school-age children). 

Gender 

Women comprised nearly one-half (48%) of those interviewed. The proportion of 

women on these boards is extremely high, even for local organizations that tend to 

have a higher level of gender equity on their boards. 

Gender by Type of Organization 

In general, it appeared that the interviewed female board members were more likely 

to be found on the lower status synagogue boards and synagogue education 
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committees, whereas the males were rarely found in organizations on this level. 

Rather, men were more likely to serve on high power, higher status committees such 

as the Federation education allocation committee. These findings parallel those of 

Babchuk, Marsey and Gordon (1960). They found that the "most vital agencies had 

the highest operating budgets ... The higher the rank of the board, the higher the 

status of its members". 

Gender by Age 
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In two of the three cities, the female board members were considerably younger than 

the male board members. It appears that in these two cities, at least, the new 

generation of Jewish educational lay people consist primarily of women. Although 

this can be perceived as a positive finding - especially in light of the typical gender 

inequity on boards - in reality, gender imbalance in the direction of a female majority 

can also prove problematic. In her book on women in the non-profit sector, Odendahl 

( 1994) warned that: 

" as more women assume leadership positions in nonprofit 
organizations, they may carry their traditionally subservient 
family status with them ... Regardless of class, the voluntary 
boards on which women hold leadership roles are often 
gender segregated. Except for national women's organizations, 
these nonprofit boards on which women are equitably represented 
appear to be community based, with relatively small budgets and 
influence." 

Work Status 

Most of the interviewed women were either working or had taken some time off to be 

with their young or school-age children. Most of the younger women held advanced 

or professional degrees. A handful of middle-age women were full-time volunteers. 

Several of the older men were retired, while all the younger men were employed. 

The high level of working women paralleled the findings of a study concerning the 

board members of national Jewish organizations (Horowitz, Beck, Kadushin, 1997). 

That study found that younger women (age 52 and under) were twice as likely to be 

employed full-time (both salaried and self-employed) as the older women (age 53+). 

Since women have traditionally represented the backbone of a board's workforce, 



the increased proportion of working women on the boards will have a considerable 

impact on board functioning. Specifically, it will result in fewer women being 

available for 'board work' and for fewer hours. 

Jewish Background 
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The large majority of the board members who were interviewed had a minimal Jewish 

background, typically consisting of several years of study in a supplementary school. 

Few received any formal Jewish education subsequent to their bar/bat mitzvah. 

However, many board members had taken advantage of the multitude of locally 

available learning opportunities to enhance their Jewish knowledge. A few of the 

board members had single-handedly funded Jewish learning programs and 

educational experiences in their communities. 

Wexner Heritage Program Graduates 

One-quarter (12) of those interviewed had participated in the Wexner Heritage 

program. Wexner program graduates were unanimous in their enthusiasm for the 

program. The most superlative terms were used to describe the program: "Wexner 

was fantasic" ... "it brought Jewish life to be the central focus of my existence", "it 

made a tremendous impact on my life" "my kids would not be in a Jewish day school 

if not for Wexner" and "the Wexner program helped me to embark on my own Jewish 

educational journey." Most importantly, the Wexner graduates credited the program 

"being the catalyst" for their increased communal involvement as well as their quest 

for Jewish knowledge. 

Jewish Education Received by Board Members' Children 

Nearly 40% (18) of those interviewed have provided their children with a more 

extensive Jewish education than they themselves had received. The other 60% are 

providing (or have provided) their children with a level of Jewish education that 

resembled their own Jewish education - either within the Jewish day schools or 

supplementary schools. Fifty percent (24) of those interviewed with school-age 

children, enrolled their children in Jewish day schools. In addition , three of the older 



interviewees who had not sent their children to day schools reported that their 

grandchildren who currently attending day school. 
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In general, younger board members appeared especially concerned about the quality 

and extent of their children's Jewish learning experiences. This concern among the 

younger generation probably reflects the enhanced value that they place upon Jewish 

learning and also the larger number of available learning opportunities. 

2. Career Paths and Aspirations 

Local and National Lay Career Paths 

For most of those interviewed, involvement on the boards of local educational 

institutions represented their first Jewish board involvement. Many board members 

subsequently became involved on other local boards, typically the umbrella Jewish 

educational organization (JECC in Cleveland or CJE in Baltimore or the JEC in 

Seattle) or the local federation. 

When queried, the majority of those interviewed asserted that they did not aspire to 

hold "higher" lay positions. Few board members were interested in serving on 

national boards. As one active local board member stated, "My focus has been local 

and will probably continue to be because I feel that I can make a difference on that 

level". Others who preferred remaining local in their lay involvements reported that 

they enjoyed the "hands-on» nature of local involvement more than the politics that 

are perceived to be endemic to national organizations. A handful of those 

interviewed had served, are or currently serving, on national boards. One disgruntled 

former national board member provided the following critique of this experience: 

"voluntary work on the national level was a lot of talk and even less action." 

The few lay leaders who expressed an interest to become involved on a national level 

did not appear very knowledgeable about the national Jewish organizational world. 

In fact, despite their apparent lack of ambition, one wonders whether these particular 
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board members are indeed uninterested in pursuing 'higher office' or alternatively, 

lack the information and skills required to achieve this kind of mobility. For example, 

several of those interviewed possessed strong board development or leadership 

skills. They mentioned that given their 'skill-sets' they were surprised that they had 

not been approached by other Jewish organizations, including those on a national 

level. However, these talented board members had apparently not considered 

approaching these organrzations - directly or indirectly - to inform them of their 

interest and availability. 

Volunteer to Professional Career Path 

The research identified an unusual, and perhaps new, career path within the Jewish 

organizational world. Six (25%) of the interviewed board members (all women) had 

first become involved in the Jewish world as volunteers. During the course of their 

involvement they acquired or sharpened specific skills that enabled them to obtain 

full-time paid employment in Jewish organizational settings. At the time of their 

interview, they were actually wearing two hats: that of a Jewish professional and of a 

Jewish lay leader. These individuals appeared to be experiencing role enhancement 

rather than role confusion. One stated: "If I did not have the professional involvement 

I would not have so much access and would therefore not experience the same level 

of gratification." (Interestingly, this trend did not apply to any of the men who were 

interviewed). 

3. The Role of Jewish Learning for Lay Leaders 

Opportunities for Personal Transformation Provided by Jewish Learning 
Involvement in Jewish learning has led to a personally transformative experience for 

some board members. Although the actual consequences have varied, overall, 

Jewish learning has resulted in an increased feeling of confidence about themselves 

as Jews among the lay participants. Looking toward the future, one board member 

stated, "once those involved in Jewish education have the tools to learn more, their 

personal esteem as well as their esteem for Jewish education will increase." 



Growth of Jewish Education for Lay Leaders and the Need for Expanded 
Jewish Educational Opportunities 
Because most lay leaders did not receive extensive Jewish education when they 
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were growing up, they appreciate Jewish learning opportunities. Several board 

members noted with amazement how their peers "have come a long way" in their 

own Jewish education as witnessed by the number of lay people who have 

voluntarily given a "dvar torah" (torah talk) at a board meeting or board retreat. 

Another board member stated, "The ship is beginning to turn. Jewish leadership 

is not as delinquent about being Jewishly educated as it used to be." According to 

yet another board member: "Jewish lay leaders want to study Jewish texts. They 

admit to being Jewishly ignorant. They are interested in taking a serious look at 

issues they are facing and making Jewish texts relevant to these issues." Those 

lay leaders that have become more Jewishly educated often decry that "Jewish 

lay people have a level of Jewish illiteracy that they wouldn't tolerate in the 

secular world." 

Despite - or possibly because of - the Wexner program's apparent success in 

combating this illiteracy, Jewish learning oriented lay leaders maintained that 

similar learning programs need to target even larger numbers of lay leaders, 

especially in the major cities. In the words of a Wexner graduate: "Although there 

is a confluence of Ex-Wexner people on Federation's education front, there is a 

need to have five times as many people with that background. For example, 

although there were eighteen Wexner participants in Baltimore that is not 

sufficient mass for a city of that size." 

The Parameters of Lay Leadership Education 

Although board members claimed to want more Jewish knowledge, intensive, 

long-term study did not appear to be the type of Jewish educational experience 

they preferred. As one lay leader remarked, "just how much Jewish education will 

Jewish leaders subject themselves to?" Another board member stated: "Because 

Jewish lay leaders have such a superficial Jewish background, they cannot begin 
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to imagine how deep it can be and how intellectually rigorous it can be. However, 

Jewish learning is still too peripheral to their lives. Therefore, at this point, when 

they participate in Jewish learning they want charismatic leaders who can provide 

entertainment as well as education." 

The Role of Perks in Lay Leadership Education 

Lay leaders were particularly fond of the perks these programs provided such as 

opportunities to meet lay leaders from other cities and trips to Israel as well as to 

American retreat centers. When Baltimore attempted to launch a learning 

program that lacked these perks it did not prove successful and experienced a 

high attrition rate. 

B. Board Recruitment Motivations for Joining Boards and Board Retention 

1. Board Recruitment 

Identifying Talented Leadership 

There was general consensus among those interviewed that in cities with a 

substantial Jewish population there are many people who possess the potential to 

be exemplary lay leaders. The challenge is to identify these talented individuals 

and then to recruit them to communal institutions. In general, two "types" of 

people are on the "short list" for board membership: members of well-known 

(usually philanthropic) families or those who already serve on other Jewish boards 

of directors. In reality, these two types are often recruited from the same pool. 

To expand the pool, a more systematic as well as a more expansive recruitment 

approach is advocated. The more systematic approach involves having institutions 

compile a community wide database containing a comprehensive listing of 

people's skills and qualifications. By collecting this information, a nominating 

committee will be able to use these profiles to identify individuals whose skills 

match the skill requirements of a given organization's strategic plan. For example, 

if the strategic plan calls for an expanded marketing effort then the board's 



nominating committee can search the database for individuals with marketing 

skills. 
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The 'inclusive' approach refers to targeting a wider population of people, especially 

beyond those already on the "inside". Thus, there are Jewish women and men 

serving in both professional and lay positions in general (non-Jewish) non-profit 

organizations who might have the requisite skills for serving on a Jewish 

educational board. In addition, several lay leaders emphasized the importance of 

recruiting well-known and highly regarded people from the community to serve on 

these boards. The involvement of high status individuals will lend both legitimacy 

and acceptability to joining the boards of educational institutions. 

Recruitment issues are different in cities with smaller Jewish populations, such as 

Seattle. In these areas, people expressed concern about the size of the existing 

talent pool. One board member worried about the dearth of lay leaders and 

suggested that, "Jewish educational institutions reach into the congregations and 

schools to identify and train future leaders." 

Targeting Adult Learners 

Another way of widening the recruitment net is to target people who have become 

involved in Jewish learning as adults. Many of these individuals have only recently 

begun to recognize and appreciate the benefits of Jewish education. Adult Jewish 

learners are often extremely motivated and enthusiastic and therefore represent a 

potential fertile pool of lay leaders. Based on the findings of this research, it does 

not appear that any systematic effort is being made to identify and educate adult 

Jewish learners about the larger Jewish community and specifically its educational 

infrastructure. 
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2. Motivations for Joining Boards 

To Maintain a Tradition of Family Involvement 

Our research found that people become involved in Jewish educational institutions 

for diverse reasons. A substantial number - though not the majority - of the 

younger (between age 35 and 50) lay leaders, had a family history of philanthropic 

involvement. A larger proportion of the respondents reported that their families of 

origin had been civic-oriented, despite the fact that they were not major "givers". 

Although many board members from well-known families were drafted to serve on 

boards, others took a more proactive approach. One individual, from a 

communally involved family, carefully researched various options before choosing 

to join a board of an organization that provided him with the type of "hands-on" 

experience he was seeking. 

To Insure a Quality Jewish Education for their Children 

Many of the board members first became involved with the particular institution 

when their school-age children were enrolled in that particular institution. As one 

board member asserted "parents tend to focus where their kids are." Several of 

those interviewed mentioned that through their board involvement they were able 

to "play a continuing role in their family's life and development." 

To Continue their Involvement with Jewish Education 

As mentioned above, one-quarter of those interviewed had participated in Wexner 

and credited the program with inspiring them to be involved in Jewish education on 

a communal level. Others expressed pride in the quality of their own formal Jewish 

educational experiences or had been "turned on" by a specific adult Jewish 

educational experience (other than Wexner). For example, one board member 

with a minimal Jewish educational background described how Aish HaTorah 

recruited him for a Torah study course. "Although I originally began learning as "an 

· intellectual exercise, I soon began relating to Judaism as a personal experience 



with meaning consonant with my own worldview." Another board member said 

"being involved in Jewish education gives me balance, adds something to my life 

and shows me that there is a purpose to it." 

16 

To Act on their Sense of Jewish Communal Obligation/ To Fulfill a Mitzvah 
Despite the deeply Jewish nature of their communal involvement, only one board 

member, when asked about the impetus for his voluntary activities, stated "I do it 

because it's a mitzvah! Many of those interviewed, however, mentioned their 

strong sense of communal responsibility. In fact, quite of few of the communal 

leaders reiterated their credo that it is "wrong to say no when you are asked". 

One respondent was motivated to become communally active after suffering a 

near fatal heart attack while in his 40's. He reported that this event precipitated a 

re-evaluation of his entire life direction. Consequently, he committed himself to 

doing charitable work in the Jewish community. 

3.Gratifications Derived from Board Involvement 

Personal Jewish Gratification 
On the whole, the board members felt extremely gratified working on Jewish 

educational issues. Statements such as: "the experience has enhanced my Jewish 

identity", "I'm on my own journey of Jewish education & feel that it's important to be 

involved in things I'm passionate about" and "I feel better about myself because I 

am in a Jewish environment several times a week" typified these reactions. 

Their association with Jewish educational institutions has provided board members 

with many opportunities to engage in Jewish learning. Some of these opportunities 

are open to all community members (e.g. courses at the Colleges), while others are 

more exclusive in nature (e.g. Wexner, Jewish learning conducted at board 

meetings). Many board members expressed the belief that they have grown 

Jewishly through participating in these learning experiences. Some board 
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members have pursued Jewish learning on their own after they completed the initial 

program of study. 

Gratification of Providing Positive Jewish Educational Experiences 

Despite the heavy workload and frustrations often associated with voluntary 

organizational work, the board members say that they feel it is all worthwhile when 

they see the impact of their work on their children and on other children as well. As 

one board member said: "seeing my kids and their friends loving to be Jewish 

keeps me going." 

Gratification of Being Involved in a Successful Endeavor 

People enjoy being a part of a successful endeavor. Board members who were 

involved in the establishment or in the significant expansion of Jewish schools 

described feeling a particularly strong sense of accomplishment. One interviewee 

stated " I feel it is both fun and rewarding when our organization is running well, 

meetings its budget and expanding and when there is a good group of people to 

work with." Another person described a particular high point as occurring when "the 

light-bulbs go off ... such as what happens when people interrupt each other 

because they are excited about what they're doing." 

4. Board Retention 

When queried, few lay leaders mentioned problems relating to board member 

attrition. It appears that the same set of factors that propel people to join boards 

also motivate them to remain on the boards. The issues relating to board retention 

are less related to keeping members from "dropping out" than with productively 

engaging them on an on-going basis. 

A related issue is the inequitable distribution and assumption of board 

responsibilities which can lead to board member burnout, especially among talented 

board members who are also extremely generous with their t ime. As one such 

board member stated "you can't always take from lay leaders until they are sucked 



dry. The Jewish community needs to give something back to lay leaders so that 

they feel rejuvenated by their efforts .. . perhaps that something is Jewish learning." 
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Burnout typically occurs when a small number of lay leaders assume the lion's share 

of board work. When asked, for example, how many hours they devote to their 

board related activities, most lay leaders reported that they spent approximately 3-5 

hours per week on board related activities. However, a small percentage (mostly 

board presidents) reported spending approximately 20 hours per week. This kind of 

extreme imbalance reflects a poor distribution of board work (or talent deficits in 

specific areas) and is ultimately detrimental to organizational functioning. (Some 

strategies for addressing this problem are discussed in the following section). 

C. Board Functioning 

1. Problem Areas 

Among board members, there is a wide range of recognition of existing 

organizational problems. While some organizations appear to recognize and 

address problems before they wreak havoc, others tend to be more crisis driven. 

Several boards that have identified specific challenges and issues that need to be 

addressed, are beginning to look for outside assistance, often in the form of board 

development and consultation. (Board members of Orthodox institutions appeared 

to be the least critical of how their boards were functioning.) Information obtained 

from the interviews suggests that there are three major problem areas facing boards. 

These problem areas relate to board structure, board processes, and board values. 

Board Structure 

According to one board member "many lay leaders have the necessary skills but 

don't always have the opportunities to apply them." Because of the sheer number 

of people on many boards and the cumbersome ways many boards are structured, it 

is often difficult for members to feel that they are getting anything accomplished. , 

Board members were especially critical of the governance process characteristic of 
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the large umbrella Jewish educational organizations. One leader declared that this 

type of board is "totally unworkable", while another stated, "a board's upper limit 

should be 17 and not 30." Lay leaders serving on very large boards remarked that 

they often felt as though they were "rubber stamps" and did not believe that they 

were having an impact on the organization. 

The lack of an existing committee structure on many boards is also regarded as 

problematic. The implementation of committees is regarded as a strategy to 

promote greater board involvement , which then helps make the board more 

dynamic. A related structural issue concerns the lack of a clearly defined line of 

succession, including grooming for insiders for top-level positions. Such a 'line of 

succession' is necessary to motivate talented people to remain active on the board. 
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Board composition is another structural issue confronted by many boards -especially 

school boards. Among those interviewed there was a consensus that boards need 

to expand beyond parents of children currently enrolled in the school to include non

parents. This view is based on the belief that because parents have so many vested 

short-term interests related to their children's schooling, they are often not well 

equipped to deal with long range and strategic planning decisions. 

Board Processes 

Most of those interviewed expressed extreme dissatisfaction with the board process 

(which js often related to the structural difficulties described above.) The process 

was described as "too bogged down", "preoccupied with the trivial" and "lacking the 

big picture." One board member stated, "It is a particular challenge to keep the 

board meetings and the board process active & dynamic, since most of the major 

issues are resolved before they reach the board." Another remarked "I find it 

frustrating when the Executive Committee does most of the board work because lay 

leaders want to believe that their involvement is meaningful and their time is well 

spent." Yet another one complained that "the meetings are just too long and 

excruciatingly slow." 
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To improve board functioning, experts have advocated introducing professional 

standards to board positions and board activities. These standards include: 

creating job descriptions for board members with specific committee assignments, 

limiting the number of unexcused absences and implementing job-related 

evaluation criteria. The evaluation protocols would be used to evaluate all 

professionals, all boards members, committee heads, board officers and the board 

president. Although board members recognize the potential benefits of introducing 

tougher standards, they also expressed some trepidation about moving in this 

direction. Their concern relates to both the actual costs of implementing these 

changes and to the possibility that introducing such stringent standards might deter 

talented individuals from assuming board positions. 

Values 

The values underlying the boards' activities and relationships were also the target 

of criticism. Three areas pertaining to values were singled out as particularly 

problematic: the lack of mutual respect evidenced by board members' behavior; 

the lack of confidentiality regarding sensitive information, and the excessive 

respect accorded to wealthy people on the board. Several board members 

suggested addressing these problems through a study of Jewish values. 

The issue relating to compromised confidentiality is especially difficult because it 

straddles all three areas of board functioning. Breaches of confidentiality represent 

lapses in an organization's process and values and also reflect the overlapping 

social networks that characterize many Jewish communities. For example, it is 

often difficult to maintain confidentiality when the group of people who serve on a 

day school board also attend synagogue together and, in addition, reside in the 

same neighborhood. Or in the words of one board member, "We're all a family and 

in a family we know each other's dirty laundry." This lack of boundaries 

contributes to informational leakage. When this happens, board members become 
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increasingly reluctant to express themselves truthfully at meetings, which is clearly 

detrimental to board functioning. 

Long-term Vision 

The development of a long-term vision, often through a formal strategic planning 

process actually spans the above three categories, rather than fitting neatly into 

any one of them. According to board members, having a long-term vision provides 

an organization with a solid agenda that enables it "to focus on the larger issues 

rather than on putting out the immediate fires." 

2. Relationship Between Board-and Professionals 

For Jewish educational institutions to function effectively, there needs to be a 

smooth working relationship between the board and the staff. This relationship is 

often contingent upon clear role definitions. The major problems endemic to lay

staff relationships can be characterized by the antipodes: excessive micro

management of staff activities by the lay leaders or professional over-involvement 

with the organization. This problem is definitely not unique to Jewish educational 

institutions. In his book 'Boards That Make A Difference' (1997). John Carver 

quotes the management expert, Robert Gale who observed "One of the key 

problems is that many boards are either too weak to accomplish anything or so 

strong they wind up managing the organization." Depending on the particular 

board-staff dynamic characteristic of their institution, the board members 

interviewed for this research provided examples of both extremes. 

Micro-Management of Organization by Board Members 

Many lay leaders recognized that Jewish educational institutions are often heavily 

lay lead to the extent that board members are involved in an institution's day to day 

functioning. The lack of role definition and boundaries between board and staff 

(which often coincide with the boundary overlap issues described above) often 

contributes to the board assuming the "management" role. This, in tum, can result 



in the staffs feeling un-empowered and undervalued and to the general feeling, 

often expressed by Jewish professionals, that they are "not being treated well" by 

the lay boards. 
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Several of those interviewed described a "founders' syndrome' that often results in 

board over-involvement. This occurs when a few people have raised the money to 

fund the institutions themselves and therefore believe that they have the power to 

mandate how the institution should operate. 

Professional Over-Involvement in Management of Organization 

Several board members (typically involved on the boards of long-standing day 

schools) reported that the power of their institution did not reside with the board but 

rather with a powerful school director. Some lay leaders admitted that due to their 

own feelings of inadequacy regarding Jewish education issues, the board functions 

mostly in an advisory capacity and relegates most educational policy decisions to 

the professionals. (Among other problems that can result from leaving the board 

'out of the loop' in this manner, is that the board receives insufficient information 

about how the institution is functioning.) 

Towards a Collaborative Board-Professional Governance Model 

More recent theories and guidelines for improving the relationship between boards 

and staff (Carver, 1997; Axelrod, 1998) advocate the development of a more 

collaborative relationship but with distinct roles for each. In the governance model 

recommended by Carver, the board assumes a results oriented, strategic 

leadership role that (among other functions) requires it to: establish an outcome 

based mission, adopt a long-term viewpoint, serve as the repository of 

organizational values; engage in creating rather than approving and most 

importantly, clarify those aspects of management that need tight versus loose 

control. 

• 
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Those interviewed described their own visions for an improved board-staff 

relationship. For example, one board member remarked, "Without sufficient 

professional support the board cannot do their job. The professionals need to 

prepare lay leaders with input in the form of written materials and speakers. The 

lay leaders should then use this input as the basis for their decision-making." 

Another lay leader said, "The boards should identify needs but not come up with the 

answers." 

One professional Jewish educator commented that the lay-professional problem is 

rooted in both parties being inadequately trained about the parameters of their own 

roles and about their relationship to one another. The role confusion is further 

exacerbated, according to this professional, by the inappropriate public school 

administration model taught to Jewish school administrators in education graduate 

school. This model was deemed inappropriate because administratively most 

independent Jewish schools do not resemble public schools. Instead, Jewish 

schools resemble colleges and therefore require that administrators be able to both 

'manage out" (e.g. be in charge of the physical plant as well as capital and board 

related issues). as well as "manage in" (supervise staff). This suggests that the 

professional administrators would also benefit from receiving additional training 

regarding the nature and scope of their job. 

3. Board Development and Board Training 

Although there exist many models of leadership development, they all seem to 

address the following question articulated by a lay leader: "although there are 

some people who are born leaders, and others who are very shy and quiet will 

probably never succeed at being leaders, how do you take the vast majority non

(non-genetic leader type) people in the middle and train them to be competent 

leaders?" 
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Formal Leadership Training 

Our research indicates that almost every lay leader had participated in some type 

of leadership training. However, because this training was often generic as well as 

abbreviated in nature, it did not necessarily result in improved board functioning. 

For example, in Cleveland, the leadership training provided by the Federation 

focuses mostly on Federation funded organizations and on the issues facing the 

local community. It does not specifically address issues such as meeting 

facilitation skills, optimal board structure, optimal board size, or developing a plan 

for leadership succession. (Despite this absence of training provided by the 

organizations, on every board there are some board members who take the 

initiative to seek out whatever training is available.) 

Furthermore, rarely, if ever, did formal board training figure in a board's annual 

plan. Several organizations have sub-contracted, on a more ad-hoc basis, with 

consulting firms that provide board training. However, this form of training is 

usually very abbreviated and also quite infrequent (e.g., 3 hours once every 3 

years). Only two organizations reported that they are currently engaging in a 

serious board development effort with the assistance of a professional board 

development organization. On the whole, governing boards appear to be 

ambivalent about allocating institutional resources for leadership development and 

board member training which they do not regard as current priority areas. 

Informal Training/Mentors 

Board members had different conceptions of what constitutes a good leader. 

While some maintained that a good leader is "genetic" and cannot be taught most 

people referred to leadership as a set of learned behaviors. For example, one 

board member stated: "Being a good leader is knowing when to speak and when 

not to speak." 

Upon embarking on their "lay careers", no board member reported having had a 

board appointed mentor. However, many lay leaders recalled having an informal 

• 
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mentor relationship with a more experienced lay leader who "taught them the 

ropes", often in lieu of a formal, board sponsored, orientation and training program. 

A substantial number of lay leaders said that they have served as informal mentors 

to the next generation of lay leaders. Most of those interviewed advocated 

instituting more formal board train ing supplemented by an informal (mentor-like) 

"buddy system", especially for first-time board members. 

D. Maior Challenges to Jewish Education 

Approximately one-half of the lay leaders who were interviewed were asked what 

they considered to be the 'major challenges facing Jewish education." When the 

responses were reviewed and coded, the following major categories were the most 

frequently mentioned. 

1. Lack of Proper Funding 

The major problem identified is the continued under-funding of Jewish education 

and Jewish educational institutions. Money is needed to train and recruit quality 

teachers, to improve the physical facilities and to make insure that schools have 

adequate administrative staff. 

2. Lack of Quality Teachers and Administrators 

The lack of well trained, competent Jewish educators and administrators was 

mentioned over and over again. The perception among lay leaders is that teachers 

appear to be trained either in content or in pedagogy, but rarely in both. 

Furthermore, the scarcity of talented teachers then drives up the cost of the 'good' 

educators. 

3. Lack of Respect ("Yichus") for Jewish Educators and for Jewish Education 

The lack of communal respect for education in general and Jewish education, in 

particular, is perceived as a major obstacle to upgrading the status of, and funding 



for, Jewish education. As one leader remarked "This problem will undoubtedly 

persist until children can be encouraged to pursue careers in Jewish education." 

4. Lack of Understanding About How to Improve Jewish Education 

Although an increasing number of lay leaders have accepted the premise that 

Jewish education is important, few appear to have seriously explored how to 

improve Jewish education. In the words of one board member "The greatest 

problem is a pedagogical one: how to reframe what we want people to know." 

There has been a frustrating inability to plan with a total community perspective in 

mind. The leadership needs to more broadly define Jewish education to include 

informal educational experiences such as retreats, summer camps, trips to Israel 

and celebrating Shabbat." 

5. Lack of Professionalism on the Boards 

Poorly functioning, undynamic, boards lacking in decision-making authority were 

identified as problematic by a large number of lay leaders. Board members 

expressed frustration at unclear board expectations and felt that the collective 

board wisdom was not being tapped. Board members who did not respect the 

confidential nature of board discussions and members who "didn't know when to 

talk and when to stop talking" were also singled out for criticism. 

6. Lack of Jewish Knowledge Among Lay Leaders 
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Despite the increase in Jewish learning, many lay leaders were disturbed that 

important decisions pertaining to Jewish education continue to be made by "people 

who are Jewishly ignorant and who don't recognize the importance of Jewish 

education." According to those interviewed, this situation is the consequence of 

Jewish institutions deferring to people who contribute the most money. In the 

words of an interviewed board member, "Unfortunately, there is a long tradition of 

American Jewish lay people deriving their Jewish identity primarily from their 

philanthropic activities rather than from their Jewish knowledge. 

• 
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7. Poor Fiscal Management of Educational Institutions 

Against the backdrop of the recognized, overall, funding inadequacy for Jewish 

education, several lay leaders raised questions about the quality of some 

institution's fiscal management. For example, one board member referred to the 

schools' "insatiable need for dough", while another asked "Has someone ever 

figured out what percentage of the cost of Jewish education goes to educators?", 

while another asked "Can we ever give the schools enough money?" Similarly, 

some fiscally knowledgeable board members questioned the level of budgeting 

and accounting expertise possessed by the administrators who perform these 

functions. 

27 
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V. Recommendations for Attracting Lay People to Jewish Education 

1.Convince Laity of Importance of Judaism and of Jewish Education 

Before American Jews 'buy in' to Judaism and to Jewish education, they must 

first be convinced of its importance and the benefits to be derived from their 

involvement. To accomplish this, lay leaders suggested undertaking a well 

funded educational campaign. As one lay leader said, "You must bring in lay 

people, one by one and try to connect with them by finding something Jewish in 

their heart and by showing them that there is joy in being Jewish ("Joie du Juif)." 

2. Recruit Prestigious, Creative and Interesting People to Serve on Boards 
Do what other non-profits do: recruit high profile, high status people in the 

community to the boards to indicate to others that it is socially acceptable to be 

involved. Recruiting people with "cachet" will create a club-like experience where 

people will look forward to attending meetings. The growth of adult Jewish 

education has created other arenas within which to find potential lay leaders. 

3. Create a Long-term Institutional Vision 

Each organization needs to create a clearly articulated mission that focuses on 

long term issues and that would provide a solid institutional agenda. This vision 

is often developed through an in-depth strategic planning process. This will help 

to create a board on which, goal oriented, meaningful work is being done. 

4. Implement Professional Standards for Boards and Board Members 

Jewish board members bring very high levels of both professional and academic 

accomplishments to their board work. Therefore, the voluntary boards on which 

they serve should also adhere to high professional standards. The interventions 

required to raise these standards were championed by the interviewed board 

members who asserted that "if expectations are specified, people will rise to the 

occasion." If necessary, professional board development experts should be 
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engaged to accomplish this goal. Among the changes that need to be made are 

the following: 

• Institute more formal recruitment procedures based on database containing 
community qualifications 

• Establish clear job definitions, including committee assignments, for all board 
members 

• Provide extensive orientation to all new board members 

• Compile a Board Orientation Book containing important board and 
organizational documents {e.g. policies and guidelines, by-laws, personnel 
guidelines, teacher contracts, board roster, meeting calendar, board 
expectations, organizational mission statement, etc.s 

• Provide training in specific process skills (e.g. meeting facilitation, conflict 
negotiation) 

• Identify and groom insiders for future leadership positions 

• Establish strategies for leadership development 

• Develop criteria for evaluating overall board and board member job 
performance 

5. Design a Lay Leadership Development Program 

In the course of the interviews, lay leaders actually faulted themselves for "not 

seeing the big picture." This is not really surprising given the extent to which 

each community - and often each institution within a community - functions in 

isolation. It is therefore important to provide lay leaders with structured 

opportunities to interact, to share information, to acquire additional Jewish 

knowledge, and to learn about the larger issues in Jewish education and in 

American Jewish communal life. This would also represent a strategy for "giving 

something back to them", as suggested by one of our key informants. 
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VI. Conclusi,ons 

As Jewish education assumes a more prominent place in the Jewish communal 

agenda, increased attention is being focused on the individuals who support Jewish 

educational institutions by serving on their boards of directors. This study found 

that the boards of these institutions are populated by a cadre of intelligent, 

professional and committed women and men who give voluntarily and generously 

of their time. The lay leaders' communal involvements are often intrinsically related 

to their own personal Jewish journeys. Many of these individuals came to Jewish 

learning as adults, a substantial number through the Wexner Heritage Program. 

Though their personal and denominational backgrounds vary, the profiled leaders 

share a devotion to promoting Jewish education as the foundation for life long 

learning. 

The research indicates that despite the high caliber of most board members, their 

talents and skills are not maximally utilized by the boards on which they serve. 

Those interviewed identified a range of difficulties related to board functioning and 

their adverse impact on the organizations. 

At this important juncture, it is critical that problems be addressed by imbuing all 

facets of Jewish educational organizations with more stringent and professional 

standards and by insisting that all educational endeavors articulate a clear vision. 

The retention and productive involvement of this generation of lay leaders is 

contingent upon such changes taking place as is the entire enterprise of revitalizing 

Jewish education in America. 
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