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MEMO TO: CIJE and Mandel Institute Stafrf
FROM: Daniel Pekarsky

RE: The January 1996 Jerusalem consultation
DATE: January 16, 1996

I have prepared a Goals Project Update for the CIJE Steering
Committee which summarizes some=wrincipal- the January meetlngs’
principal themes and decisions. However, that document is
somewhat abbreviaated as a record of our deliberations. I want
to use this occasion not to repeat but to supplement what is
discussed in the Update, so that we will not lose, or lose sight
of, important dimensions of the consultation. I know that Daniel
Marom took careful notes in the discussion concerning the Agnon
School, and I have therefore not made the effort on this occasion
to reproduce the major issues we considered during that rich
conversation. .

q
T\ ™
CONCEPTUALIZING THE KITCHEN

At the beginning of the consultation, Pekarsky summarized
the rudiments of the kitchen-document he had prepared. The
challenge, he suggested is to develop an organizational scheme
that meets several criteria:

a. it allows for easy sorting and accessing of relevant
materials.

b. It points in the direction of products we need.

c. It suggests fruitful relationships between
different sets of materials.

An additional challenge will be to decide which of the many
resources we might produce are most pertinent to our needs and
who should be responsible for their development.

The conceptual scheme Pekarsky developed included three
principal categories: Visions at work; Journeying towards vision;
and Meta-issues. Most of our discussion focussed on the "Visions
at Work" category. It will be recalled that this scheme relied
on the "five levels" developed by SF that we have often used as a
way of categorizing educational texts and discussions. As the
grid that was passed out suggested, this cupboard of the kitchen
was made up of a series of five-levelled columns, each
representing a comprhensive approach to Jewish education. Looked
at vertically, a column would quickly suggest the relationships
between philosophical ideas, educational design and practlce, and
educational evaluation. Looked at horizontally at any given
level, the grid would quickly reveal differences across
approaches, e.g.,in the way the importance of Israel is
understood or the way the teaching of Tanach is to be approached,
etc.

Pekarsky’s conceptualization also included a category called
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"Negations/actualities" which gave rise to considerable confusion
on the part of participants in our consultation. What he had;to
capture in this category was the world of the everyday which
stands in \sharp contrast to a vision-informed approach to
education.| The actual situation of American Jewry does—net—
represenﬁ>5 clear philosophical orientation towards t he meaning
of Jewish existence (Philosophy); educating institutions are not
typically guided by a clear and compelling conception of the kind
of individuals they hope to cultivate (philosophy of education) ;
approaches to the teaching of different subject-matters are not
informed by a deep understanding of how the approach will
contribute to or hinder the realization of any vision Jewish
existence (Translation to practice), etc. The intuitive idea
behind incorporating this negations/actuality category is that it
may be important to have readily accessible materials that speak
to the deep problems found in North American Jewry'’s life and
approach to education. [Whether, conceptually speaking, the best
way to do this is by having a special column in the "Visions at
work" cupboard is at this point unclear to me.]

Presentation of this conception and briefer discussions of
the two other major divisions of the proposed kitchen-
conceptualization established the background for some of the
discussion that ensued, discussion that served to clarify,
elaborate, and critique the proposed conceptualization. Some of
the points that arose are captured below.

MISCELLANEOUS THEMES, ISSUES AND INSIGHTS

The role of the conceptual scheme developed in "the kitchen
documents." The conceptual scheme developed in the kitchen-
documents and based on "the five levels" needs to be understood
as more than a device for identifying tasks, sorting materials,
and readily accessing materials. It is also a way of thinking, a
lens or interpretive framework that enables one who has
internalized it to understand ordinary phenomena in an
educational setting in new and fruitful ways. In fact, part of
what will be involved in initiating newcomers into the work of
the GP is to bring them to a point where they can use this
conceptual scheme in this way.

Two qualifications are, however, in order. The first is
that we should not assume that the technical language associated
with this scheme needs to be shared with the communal or
institutional representatives we may be working with. Just as a
psychoanalyst may be wise to use very untechnical language with
clients, so too in the case of GP activities. The second point
is that the conceptual scheme defined by the five levels needs to
be understood as a flexible, evolving scheme, rather than
anything writ in stone. Over time, and particularly as we try our
hands at sorting our varied resources, we may discover the need
for minor or radical changes in conceptualization. The important
thing for now is that the scheme we have adopted gives us a way
to begin identifying materials we need, as well as a basis for




systematically sorting them into readilly’accessible categories.

The role of "cases" in GP work. OCur meetings featured a
rich discussion of the important role of "cases" in GP work, with
special attention to the best ways to use cases to stimulate
learning. By "cases", we had in mind situations that might arise
- or in fact have arisen - in the life of an educational
institution, situations that can be used to catalyze reflection
concerning the process of interpreting a situation and ways of
using any given situation to catalyze the kind of reflection
concerning goals that we hope to promote. We imagined two kinds
of cases -- open-ended cases, where no information is given
concerning how the situation was in fact interpreted and
responded to; and filled-in cases in which how the case was
interpreted and responded to is specified, along with the
assumptions and guiding principles that informed this
interpretation and response. It was stressed that such cases are
most effectively used not as "Best Practice" examples (or "models
for transfer") but as stimuli to reflection and study.

There was considerable enthusiasm for the idea that some
carefully selected cases should be used as a basis for some of
the sessions at our projected summer-seminar. It was also
suggested that one of the assignments to be given to participants
in this seminar was a project that involved them in writing up a
case to be used as a basis for a subsequent discussion.

Visions and mission statements. There was a lengthy
discussion of the role and the dangers of mission-statements (as
distinct from guiding visions). Their tendency to "freeze
thinking" was discussed, and a suggestion was made that it would
be a useful exercise to examine a representative mission-
statement through the lens of the five-level scheme as a way of
better understanding what it might represent or entail. More
immediately, the suggestion was made that an interesting activity
for the projected summer seminar might be to analyze a mission-
statement in this way, as well as to think about the way an
institution’s mission-statement could be used to stimulate
fruitful reflection among the institution’s stake holders.

It was stressed during this conversation that the process of
arriving at a shared vision was as, if not more important, than
the actual product. A critical by-product of this process is the
creation of a culture of inquiry which will, it is hoped, become
institutionalized.

Reference was made during this discussion to an article on
the power of vision in the business world (See Annette for the
reference) .

The social milieu. It was suggested that in trying to
undestand an institution and seeking to help it work towards a
clearer sense of its basic purposes, it is important to
understand the social milieu. "Social milieu" as we were using




it refers to the outlook - clear, confused, or other - of the
community in which the institution is situated, and especially of
the parent-community. Attention to this problem is very
important in efforts to help an institution change, and it may be
appropriate to discuss this matter in developing an overall
theory of the Goals Project.

The principal focus of the Goals Project. At several points
during the consultation, questions arose concerning the major
focus of the Goals Project. The GP has been identified with
helping institutions become more vision-informed, helping
communities wrestle with the problem of developing overarching
community-goals, working with central agencies for Jewish
education, and encouraging the American-Jewish community as a
whole to struggle with larger questions of vision. It was
suggested that since we cannot do everything, we would be wise to
make some choices from among this list of possible foci, rather
than spreading ourselves thin. Making such decisions would be
enormously helpful to us in our efforts to decide which kitchen-
products are most necessary to us.

Pekarsky indicated that his conception of "the kitchen"
presupposed that the Project’s primary focus is on helping
institutions become more vision-informed both through working
with them and by creating a supportive cultural context. His
conception also assumed that it was important for institutions to
have the help of an individual (a coach, a facilitator, a
guide. . .whatever) who would move the process along.

BASIC DECISIONS MADE AND WORK PLAN

Our decisions concerning the most important resources the
project needs to develop followed upon examination of a more
extensive list of relevant materials that had emerged during our (
discussions. This lengthier list included the following, ldsted o\ﬁuw@K&
under the larger kitchen sub-divisions: -

Meta-issues.

1. A theoretical piece that makes the case for focusing
on goals and vision, drawing on pertinent literatures
from Jewish andgeneral education.

Visions at work.

2. One and if possible two rich descriptions of vision-
driven institutions (one of them being the Ramah
piece).

3. Two filled-in columns from the kitchen-grid, each
representing a comprehensive approach to Jewish
education, grounded in basic philosophical
orientations.




4. A compendium of vision-driven conceptions. That 1is,
articles that depict very different ways of approaching
given subject-matter domains, where each way is
grounded in a different philosophical position
concerning the nature of Jewish existence.

Journeying to vision.

5. Case-studies of institutions moving towards being
more vision-guided, one of them being the Agnon
project.

6. "Cases" - some open-ended, some filled-in - that can
be used to deepen our own thinking and to educate
others concerning ways of encouraging an institution in
the direction of greater goals-seriousness.

7. An institutional profile instrument that could be
used by the representatives of an institution or by an
outsider commissioned by the institution to ascertain
where the institution is vis-a-vis goals at a
particular moment in time.

From this list of possibilities, we narrowed down to the smaller
list reflected in the work plan described below. The presumption
was not that the full list is unnecessary, but only that we lack
the human resources to do it justice at this time. It is
conceiveable, as noted in the update, that some of the items on
this list could be addressed by individuals we will be bringing
into the Goals Project.

WORK PLAN WE AGREED TO

The Work Plan described below includes elements from the
aforementioned list, along with other GP tasks. The assignment
of individuals to different tasks is based on decisions made
during the consultation.

1. Pilot-projects and case-studies based on them. (Marom
and, if a suitable opportunity presents itself,
Pekarsky)

2. Portrait of a vision-driven institution: the case of
Ramah (Seymour Fox and Nessa Rappaport)

3.—%&J§rticlé articulating the theory of the Goals
Project (Different pieces to be written by Fox, Marom,
and Pekarsky)

4. Integration of Goals-related concerns into varied
CIJE activities (Pekarsky and staff)

5. Development of summer-and winter workshops for



potential colleagues (CIJE/Mandel Institute staff, led
by Pekarsky and Marom)

6. Faculty for workshops (CIJE/Mandel Institute staff)

7. Bibliographical work.

a. Inventory and sort extant Goals Project
materials (Marom)

b. Responsibility for appropriately sorting
new materials that are relevant (Staff and
Marom, with staff having the assignment of
making sure pertinent material gets into
Marom’s hands.)

c. Responsibility for searching out existing
materials not yet in our possession but which
belong in our kitchen (Undetermined)

d. Responsibility for revising, as

appropriate, the organizing scheme used for

sortlng materials (Marom and Pekarsky) 7
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[Note that 1s51ng f thlS llSt is the development of "cases"
that can be used as a basis for inquiry and dialogue during the
projected workshops for prospective colleagues; I am assuming
that two or three such cases can be developed out of the case-
studies.]

RECRUITING NEW PERSONNEL INTO THE PROJECT

This section is broken down into the following sections: a)
the people we are interested in; b) the projected workshops.
v The people we are interested in. The sense of the group was
v that we were looking for individuals who have the ability to work
}rﬁ Vi ‘with institutions and/or to contribute to the project in other
r&‘ ways -- for example, by taking on a kitchen-assignment. It was
also agreed that we want folks who, by virtue of temperament,
personality, experience, and competence, could readily become
"members of the family", people whom we trust enough to go
Lyf backstage with in the development of the project. There follows a
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N list of individuals we mentioned during our meeting (along with
lﬁb \\ two or three others - whom I‘ve starred - that were not
mentioned) :

PHIL MILLER, ALVIN KAUNFER, DANNY MARGOLIS, ELIZA KERSHAN STUART
SELTZER MOSHE SOKOLOV, DEBBIE KERDIMANN, DAVID ACKERMAN, JODY
HIRSH, MICHAEL PALEY, RAY LEVI, MARK SILVERMAN, LIFSA SCHACHTER,
STEVE CHERVIN, MARCI DICKMAN, CAROL INGLE, SUSAN SHEVITZ, JOE
RIEMER, HOLTZER, ARNA POUPKO, DEVORAH STEINMETZ, AMY
GERSTEIN, TZIVIA BLUMBERG POUPKO, MARC ROSENSTEIN, JOHNNY COHEN,



STEVE BBROWN, DAN CHAZAN, JACK BIELER, ELAINE COHEN, VICKI
KELMAN, BERNIE STEINBERG*, KYLA EPSTEIN¥*

From within this list, some participants expressed an
initial preference for KAUNFER, MILLER, KERDIMANN, RIEMER,
CHAZAN.

The projected workshops.

Timing. After initially thinking that the projected
workshops for new Goals Project partners could be held in July,
it emerged that July and early Auagust are simply too crowded
with other Jewish education activities, including our own
professors conference, the research conference, and the CAJE
conference. We tentatively determined to schedule the first
workshop for later in August, in Cambridge, with a follow-up
workshop to be held in Jerusalem in December. Included in the
second workshop would be appropriate individuals living in
Israel. We would meet briefly with these Israel-based individuals

in the course of the summer, so as to ready them for the December
workshop.

Structure. The general idea we toyed with is that at the
end of the initiatory summer workshop participants would be
given, or would carve out, an assignment that would then be used
as subject-matter for the December meeting. The assignment could
be to launch and document a small-scale goals intervention or to
do a piece of kitchen-work. The intent of the assignment is to
give participants a chance to get deeper into the work of the
Goals Project, as well as to contribute resources and lore to the
project.

The insides of the workshops. Since we have not begun to
plan these conferences, it is premature to speak seriously about
their content. But since a number of ideas were expressed at
various points during our consultation, I thought it wise to make
note of them so that they can infuse the planning process. A
general point to make is this: our shared sense is that we will
be dealing with sophisticated individuals who will, we hope, turn
into colleagues in the project; the challenge is to develop
activities that evidence our respect for their intellect,
experience, and possible contribution to the project’s
development. Put differently, the challenge is to bring them in
to our ongoing conversation as full partners. Here is a summary
of some of the specific ideas proposed:

a. Opportunities to grow acquainted with the thinking
behind the Goals Project and the Educated Jew Project,



including opportunities to seriously encounter
materials and thinkers associated with these projects.
The intent is to enable them to become at home with the
key concepts, issues, and insights that inform our
efforts, as well as to elicit their
thoughtfulreactions.

b. Acquaint the participants with some of the materials
suggested in a) prior to the summer, and then interview
them so as to ascertain issues/questions/concerns that
these materials provoke. Make these
issues/questions/concerns part of the seminar’s agenda.

c. Put Marom’s Agnon case-study on the table and give
participants a chance to discuss the development of
this project with Marom and other staff members.

d. In preparation for the summer, develop "cases" -
both open-ended and filled-in, and put these on the
table as bases for discussing the nature of work with
institutions on a goals-agenda, with attention to the
complex variables and principles that enter into
strategic decision-making.

e. Put on the table a possible problem-situation that
might arise in an educating institution, e.g.
pertaining to behavior problems, or to dissatisfaction
with the Hebrew curriculum, or to the wearing of
Kippot, etc., and inquire together concerning how such
a presenting situation could be used to encourage
progress on a goals-agenda.

f. Systematically examine ("explode") a typical
mission-statement with attention to its weaknesses and
implications. How such a document might be used to
stimulate thoughtfulness as part of a goals-process
could also be part of the process.

DECISIONS THAT NEED TO BE MADE IN THE VERY NEAR-FUTURE
1. Who do we want to invite to the summer and winter meetings?

2. Can these meetings be held in Cambridge in August and in
December in Jerusalem as we discussed?







* E»Pl';f
V ’ m‘r A 4 / ..

S 5 o o Gavesl

? L—SMETQS‘Z Su.~




Maarn o ¥ Wnl'{r\cc, 61 hys
(o
@ Avdagin a—A,ssuuf\ﬂm— 3

P wf,o ww\Awo — inshih
WQ‘—&(M&A}—&_V\:% .

| Dt
FONS7aME NS
| V}_ 0& c.FPNaCdA.S

%LJAA»Q M‘Jﬂ) hzd@r

| Am——\« s
8 i W«{Mﬂ«w

o bz, S /
g‘“‘mw_ e

Q‘D‘(J & lgl(‘,«-t hb
OQtO«l? Cov
of e Qo\/v&/

zl__o_sa fow




'5 Vianthtes s leadle, lences
TSN S S [Y72E
Mot - KhdAs

hé a...r{%&es
o btsr v ? L Jd b
e Clude 7

'L|- C/G\\S;&__(\ —1\ SsuwL
> g €. ?ﬁﬁ&c leecle.

| a——a{v VS 4)()7

Cv usts of ~thx downnd]
e P
Two Lied dcvnedS 227




D DDC\/M‘:&—) JﬂAC,hLi\a_
(= P e S
As MUJ\ V"ﬁ&ub(

A F6$S~ [ﬁ







~ove haburedshe

“—m\(ﬁb@u\% = Koy
o G halysis i
L8

AP O Sbn




%c\oﬂw& Pppatihs *
i A E @ob&'hm\-ﬁ/ﬂwcﬂ

Jon bk Luon




T Naed ey gl Gk

5, .
| e,xc,\g:u l\';u?& -%.\44‘7 S&-m&













\Oexy

t\I:} -tﬁ:l i rus\\ +° AU&‘M‘(—?’










Eoy B leodd” /\—Q‘
/\-chk A{ob!S’P

R W LAY TR 0
&lsc/»fﬂnﬁ\ 1.

S

Cordaon & “Succesel %n"
ckebE e Hebaa
L)» Bl oﬂ)ﬁ»& leaxn <ondl,

v '

%N SUAAM —@d_g'_ Q3

%M ew}ﬂ-Jn'-:) F/WU/—-"
O~




Ihm duchon to Ba
Bechoomd b Congltnhon

A Dids\wss edl J-\AY

. Dt \xcf ‘»ulmd‘walr by “Sevuee
, ok ‘ o\\Nhﬁ

A~ “Readinss— w&?hou“ orst Nnet
| \,0): sv(!(:wh(-'y in P““"'

Q Kmvhlg--ba&&.
E4. nehie of e vk,

Chnall
[ ' LS

Condthbhs of Sveerss
Q Morexiafs/tools » Lanses

C) An inforsd, Supporhva culbvrel

CD Humon C_a(».c&-f Kw\l ¥:




':.} 2. Prected] Decisions
o) Iwa\-r Consutehion :  reGny
\rahcv ; P\ah of achom designad

o “"‘N‘\V Hase Pﬁh-&
Chellense s

Q JUy > Jenway Ackivkieg
1. Plot ngtcf(s} glee.

2 Dreft of Kiele
Q,onquudizahon.

2.0 ts'\' &A Cm\m* Wt
-&-VSQ::S “é_v“'vra.

L. Bogin (Ll\lll v,
Pa;\no-ﬂ Puao\b'ﬁ

i Use \'eqy e chyHes L
| e Gov  lavnching 5' Mvw‘? -
Coonsv [t




B. :va -Janvawv Achivities -- Pveﬁy
i“\\)d\ O Cov(se.
) DPs K(\‘ckch-(;\eas“
5.) Marow's work wf  Asnon + Fper

#.IA . Foxca i Mlvk:
& 2 inshhhons

f3) Cardig Hu cumum
| 0) Rclhmora Centred Aﬁlnc.r
b Jecea C.a»'QS (s hd-&qr.Q)
C—) Werner-udvect rlie

P4 Diw
LD Faxi o\Me ﬂm Consvitwhons

Tks.kvmcas w o H‘Y




R)\E 73 gt e Consutehon
] Cohu(,\-udzzp"wc&m‘ dus

Qr’u‘s‘c}vk :\\iitsu}\.spv‘ dveks ) divign of Lot
2. “:.Pulo\-- va(]‘:.d"s"t

Beker wnbestand nabwo of e

iLaw((uay. Cov A:.su'\\giv,s
i"\ow ’\-o\-:zttt(o& MU Lwokle

o K ' Sead. Culbun |
2. kind of human cedy W heed
o edhiva "Yu&%;fs“ T
Bus Summer Savinal 1 Wha) Forwhel

b Consdt el up-Comn “Cowien'-
| C:Lc.\ hepts ) @4, %_c_“ Camps




. 2

Agﬂhéﬁ \'e,C\Ld‘.S His ﬁﬂ ngo_sz,s:

A bPDM  in Consultehon.

B) ﬁSa.i./mu.. —  Ruymen C.a‘nawy-g_}_al_
| N\ Bre heet deciang—last—

O Teshie Schebide
) Toh,: “hkeon®
2) TVJ-SAA,: Agnon — pil ot
D Wl 3% — 0¥t - Rull Cepacdy

W) wal o* - P2 Apvcft‘\:d
2cigions

Codl b e, ol b gloer

i See.  Booker




Intveduchon

A The C—Lal\mgz.
I On vromizahenal Schome ok
C netks Y savecad  covitexa:

o.. {: A&“Q’;:s& “C;( ecsy sa\%inz
. IR wnt T cb\
B - T e v

x ﬁmw,s*ut.h' nshi
- ii’»’?ﬁ%@m osd-s‘?_(vé’-
Md‘&‘ﬂd}

2. Mow P(ac.\-:c.al\vz |
| Dacils: W_‘f_\_ﬁ_* ,FYDAVOB
e




Dadeping "t ki
N Fom "By’
B) ]}\r\'-lal CUT

"Cormm. Vision

B). Qe
E‘d.
ek \mv\\'\r\’. \.O.Vlai:d ?é




. -

Probems Wl Tndid Cot

\) thCi\le M%M —= 4ot 745('

Know .Lhovz&
| —> Dwy?n(’
shil 3)  (epehbve/ OVL\-II@.S
'2) Wik inner logic

¥ Lok's seo Wt & wold oo ke
boue & lwels cc e 4 uids
{" 50"";'»6 ok 1_&$\<S/PV\Mid_>

| Y}S" bl tmsufheanst
L3 ) ol Ca)&goYieS

:}3 Divisions » E)@‘Gut’k




-

|. Eec® colvmn 5 & dabinchue cﬁchﬁ
| QS' lovals

2. Verheot/ Hoviz adat (ihk.‘éls
S Gul o

3 Rebres «’( Cades, o nes.
S ‘dowp v speeifes

r. " Negahion/ A chuadd
£ Ad‘i\nk@s
[b. Plus - Thlexwd Loq\c./ /UsL.ps/f{%.




Pﬂ
@ sS 6{ Bocomhé VsmmA

E,l; CGS‘ $“'VA\ S
Horece's ﬁﬁgnl -+ J'iwksﬁg

'CRanga — ldavahre :
“Vignektes ' Ceses 2= Regprd

N D Opt—- -4
2) Filed v

/\/ h&ini%

\

Sw&—x Clovo
lchm‘.wg“ = 0@,&325“/ Y araftes”

[nahbhong QWKL UtV e X




5 M-ﬂ ‘VlS\M 2

@ N dvva of VDL s

2 E\s‘f\w\m\ 4
~<0d

:l\\\zé\f\va——\ o

Pvmuy




| Bﬁ\& A

Kinds of Copecty s Kinds of browe

L Devévp avd P 20—
‘, inshev z:(:s UMN — il

2 Work wf wstbbions s “Cacches”

‘a&wms,‘ N Couwmsdlovs

3 Viid ccconlg ViSion=Sullsed
B i

 Fillng o Columns:
D C‘a.d"mé rekeieks.

Es Fow 192

»* 33

a4
LW-5




Rerrie Shiie
LiCsa Scheckber
Ml &(‘Y
Clenl Frce
ﬁAMI Grecstiin
Rob Torm

l>C..Ltcﬂ {f(,_g &y lagt yla\‘.'s
mam@_gl

D Dok by fonchon: uf puefebe

91 TM\% L\/() POI{'CO'/;—D




l; ond longuese of thu mP&sttzd.

2’ %\"’W\&t“ (’D ﬂtwa “6“95' |

‘MU " we coes

'l- Oppodtundy ks nofine ouv Comesphans
i H:tt ‘_'P o2 ss” 0{ WL SN wf f




Joxweole.  Canslizhon
Db il " Sep (/Pw
B Tregvies
Desins
wote Ao,

(MM & T (R8s

Assan. Elly o W P@%‘m
Ovexvieer 0/ Comsultpho

mxs- ot wld b Nfé
25 U 69 <

—




[/3/\\;\;.‘\,«"7 (99¢ T,

TO: ALAN HOFFMANN
FROM: DANIEL PEKARSKY
RE: GP UPDATE -- SLIGHTLY REVISED SECOND DRAFT
Here’s a draft. I hope this was what you had in mind. Let me
know if it’s not. Also, there are a number of matters I’‘d like

to discuss with you very soon. Please get in touch when you can.

DP




GOALS PROJECT UPDATE
January 1996

INTRODUCTION

According to plan, between August and December the Goals
Project (GP) has focused on two kinds of efforts: activities
designed to deepen the appreciation of critical constituencies
concerning the need to wrestle with questions of vision and
goals; and activities designed to build our capacity to meet the
needs of institutions that want to take on a goals-agenda. After
summarizing these activities, the report goes on to discuss
future plans as these were refined during the CIJE-Mandel
Institute January 1996 consultation.

RECENT ACTIVITIES

Seeding the culture. A number of CIJE'’s recent activities
have been used as vehicles of what we have come to call "seeding
the culture" -- that is, of nurturing among critical

constituencies an appreciation for the need to wrestle with "the
big questions" concerning the basic goals of Jewish education.
One of these activities was an all-day retreat for Baltimore’s
central Jewish education agency, designed to help its Board
clarify the role of the agency in the community. A second
activity was a day-and-a-half conference in Washington, D.C.for
the leadership of the JCCA and five JCCA overnight camps
concerning the Jewish dimension of JCC camps. Pekarsky’s upcoming
work with the JCC camp in Milwaukee will follow-up on this very
successful effort; other forms of follow-up are under
consideration. A third activity was CIJE’s collaboration with the
Wexner Heritage Foundation in planning a weekend retreat for some
three hundred East Coast alumni of the Wexner program. Held in
Landsdowne, Virginia in December 1995, this retreat was designed
to engage graduates of the Wexner program in efforts to
revitalize Jewish education in their home-communities. This was
an ideal opportunity to underscore the critical role that
thoughtfully determined visions and educational goals play in the
development of inspiring and effective educating institutions.

Building capacity. Current GP efforts to build capacity
emphasize pilot-projects designed to deepen our understanding of
a goals-sensitive educational reform process; the development of
a library of resources that can be used as tools in such a
process; and the identification of human resources needed by the
GP. Each of these is briefly discussed below.

As planned, Daniel Marom of the Mandel Institute continued
the pilot-project he had launched with Cleveland’s Agnon’s
School. An intensive visit to the Agnon School, supplemented by
regular long-distance contact, enabled Marom to make considerable
headway on a goals-agenda with this institution. Marom’s
insightful and thoughtful written account of his work with this




institution is proving a rich source of insight and reflection
concerning the process of helping an institution pursue a goals
agenda.

Pekarsky developed a concept piece entitled "Designing the
Kitchen" that was intended to do two things: first, to identify
crucial resource-materials that would prove invaluable to GP
efforts to "seed the culture" and to work with institutions; and
second, to develop a classification system for these resources
that would facilitate ready access to them.

How to approach the third element of the "building capacity"
challenge - the recruitment of human resources who can in
various ways enhance the GP’s development - was a prominent
subject of the recent CIJE-Mandel Institute deliberations. This
matter will be discussed below.

THE JANUARY CONSULTATION

Building on the documents developed by Marom and Pekarsky
during the fall, the January consultation was designed to deepen
our understanding of what is involved in facilitating a goals-
sensitive reform effort, to finalize decisions concerning the
resources needed for GP efforts, and to identify the kinds of
human capacity the GP needs and how to bring appropriate
individuals into the work. These discussions were to eventuate
(and actually did) in a more finely-tuned 1996 GP work plan.
Major themes addressed and decisions made are described below.

The Agnon pilot-project. Marom’s rich description of his
work with the Agnon school stimulated some valuable discussion
concerning what it takes to work successfully with an institution
on a goals agenda. His paper and the discussion based on it
illuminated the kinds of preconditions that are essential if
progress is to be made and led to some important points
concerning the bases for interpreting and responding to
encountered institutional realities. As discussion of this paper
continued, it became clear that it will be usable in a multitude
of ways to forward the work of the GP. There was consensus among
participants in the consultation that continuing work on this
pilot project and its documentation is a high priority for the
GP. If it proves possible for Pekarsky to develop a parallel
pilot project with one of the Milwaukee institutions he is
exploring, this would be important as well; but it was also
stressed, partly based on what is being learned from Marom’s
efforts, that such a project ought only to be entered into if
appropriate pre-conditions are in place.

Developing resources for the Goals Project. E?ekarsky’s
conceptualization of the GP resource library identified three
major categories: "Visions at work", in which can be found
examples of educational practices and institutions that spring
from powerful but different visions of Jewish existence;
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"Journeying to vision", in which category can be found literature
from both general and Jewish education which speaks to the
question of how to help educating institutions become more
vision-informed; and, finally, "Meta-issues", which is concerned
with identifying the most cogent reasons for making the problem
of vision and goals central to our efforts at Jewish education.

While participants in the consultation seemed comfortable
with this conceptualization and wit he kinds of materials that
were identified under each headiggpigg became apparent to us that
we would need to make strategic oICes from among the many
resources that had been identified as relevant to the GP’s work.
Seeking to identify those resources that are the most essential,
we were especially interested in materials that would prove
valuable in more than one arena, e.g., in seeding. the culture, in
working with institutions and in training personnel for GP work.
Our deliberations led to a decision to focus our energies on the
development of the following published materials:

a) at least one case-study, built on a pilot-project,
that documents the efforts of an educating institution
to become more vision-informed, with special attention
to the strategic decisions made by the individual
facilitating this process of change;

b) one vivid, in-depth description of a vision-guided
institution - of an institution that has succeeded in
becoming organized around a compelling vision of a
meaningful Jewish existence.

c) a well-articulated discussion of the theory of the
project which highlights the critical reasons for
believing it critical that educators and leaders
concerned with Jewish education pay careful attention
to questions of vision and goals.

In a related vein, it was agreed that staff-time needs to be

allocated to the task of identifying, gathering, inventorying,

and sorting extant mat 1als that w1ll ove useful to GP
tﬂs\-v

efforts. .
v wis &».s

L]
sﬁé consultation team felt at successfu¥~y creatlng,
gathering and sorting the aforementloned materials will suffice
to fuel many GP efforts, both in the "seeding the culture" and
"working with 1nst1tutlons“ arenas, and - we-proceeded—to-divide up
& sks—among€IFEand Mandel—Institute—staff
Jmam@apsT—it is, however, _important to note our shared sense that
the project would benefit from certain additional resources which
are presently beyond our capacity to produce. We concluded that
these resource-priorities needed to be kept in mind as we
recruited new individuals é::g the project’s work. This challenge
of “bulldlng human capacity" (See below) represents the third
major issue explored during the consultation.




"+ A ’Thu { hv waﬂl&l—«ﬁ
adallpd €3 Aot b 5 SECod @‘*
D2 Ctbr. wis b-l-uf aW( . BdeL.

Building human capacity. The GP requilires human capacity in

least two domains: individuals who will work with 1nst1tutlons S.

ound a goals-agenda and who, by documenting their efforts,*will\"

rich our understanding of the work; and individuals who will P‘_th

rticipate in the effort to develop appropriate resources for ?Lb

e GP. In order to draw appropriate individuals into the GP’s wuwy [ LJ‘
it was agreed that CIJE and the Mandel Institute would

jointly develop an intensive set of workshops for select- 6~S$.(c\p‘

The consultation focussed on the ‘1&5

workshops’ atx e .e t, and-clientete. ‘*f’[’“’l’“‘:& \ 2

Scheduled for August and December of /1996, the projected
workshops will be designed to initiate &£hese individuals into theb~.((
thinking behind the GP and to engage them in addressing the GP’s
challenges. At the end of the August workshop participants will M‘LM
be given assignments that will become part of the subject matter
for the December workshops. Depending on the individual’s fj{,
competencies and interests, the assignment might be to launch and
document a small-scale goals-oriented intervention in an n
educating institution, or it might be to work on developing tools Ce:k
and resources needed by the GP. The development of an inventory
of different kinds of vision-driven educational practices in a S
subject-area domain like "Hebrew" or "Israel" is just one example
of the kinds of resources that might emerge from these ‘d’
assignments. ’\{goyr

&

It is expected that this sequence of activities will serve ~ S
the interests of the GP at least two ways. First, it will 4{ “
increase the GP’s working partners, enabling it to expand the
circle of its activities. Second, it will enrich the body of
tools and resources that are essential to the GP’s work. f%

CONCLUDING COMMENTS ; " %

In concluding, it is important to add that as CIJE’s work C,
has unfolded, we have grown committed to the principle that
questions pertaining to goals need to be integrated into the ‘\‘Qa:
whole gamut of CIJE activities. As an example, GP staff will \ls
collaborate on the planning of the upcoming Harvard Principals
Seminar, and the important place of vision and goals in
educational leadership and planning will be featured during the
seminar. The principle that CIJE’s own activities need to be
infused with the goals-dimension represents a serious commitment
to practice what we preach, and it promises to enrich CIJE'’s
effectiveness.
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