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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing Address: 163 Third Avenue #128 . New York, NY 10003
Phone: (212) 532-1051 FAX: 3-4078

TELEFAX

TO: Seymour Fox DATE: November 12, 1992
Annette Hochstain

FROM: Art Rotman FAX #: 619 452

Number of pages (including this sheet) {7

MESSAGE:

| asked Shulamith to develop an interpretive piece on CIJE based on what has

already been preparsad. This is for discussion on the 18th and 20th.
Warm regards,

Art
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WHAT [S THE LEAD COMMUNITIES PROJECT?

The Lead Communities Project is a joint continental-local collaboration for
excellence in Jewish education. The purpose is to demonstrate that it is
possible to significantly improve Jewish education, both formal and informat, in
communities in North America with the right combination of leadership,

programs, resources, and planning.

II.

RATIONALE

A.  IMPROVING EFFECTIVENESS

The heart of this effort is a commitment to help improve the effectiveness of

Jewish education in North America.

Jewish education involves not only acquisition of knowledge but aiso the
development of skills, shaping of values, and influence of behavior. It can
take place in a day school, a supplementary school, summer camp,
congregation or Jewish community center, on a trail in the Galilee, in a
living room in lowa, or in a setting where young and old learn together. |t

happens through study of text, a lecture, film, computer, discussion groups,
or field trips.
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However it happens, Jewish education must be compelling -- emotionaliy,
inteflectually, and spiritually. It must inspire greater numbers of Jews,
young and old, to remain engaged, to learn, feel, and act in a way that

reflects an understanding of and commitment to Jewish valuses.

To achieve this objective, Jewish education must be nurtured, expanded,
and vastly improved. Both the CIJE and the Lead Communities will set

goals for "improvement." These wili take a concrete form through:

. more and better Jewish education programs and services,
«  greater participation in Jewish education; and
’ better outcomes (related to Jewish knowledge, skills, behaviors,

and values).

The central thesis of the Lead Communities Project is that the best way to
generate positive change on a continental scale is to mobilize the
commitment and energy of local communities to create successes that

stand as testimony to what is possible.

"MODELS" AS A STRATEGY FOR POSITIVE CHANGE

Local efforts that are working well need to be reinforced. Local
communities have t0 be connected to the pockets of excellence across the
nation that too often have worked in isolation. Positive change will require
a vehicle to encourage inspired approaches and to support innovation and
experimentation. This project makes it possible to evaluate, improve, and

try out a variety of approaches for Jewish eduction throughout the




community, and prepare the groundwork for adoption and expansion of

good ideas elsewhere.

Fundamental to the success of this project will be the commitment of the
community and its key stakeholders. The community must be willing to set
high educational standards, raise additional funding for education, involve
all or most of its educational institutions, and, thereby, become a model for

the rest of the country.

Systemic Change at the Community Level

For the purposes of this project, a community is an urban or metropolitan
area with a communal organization structure and decision-making
system in place. The initial focus is on three communities with a
population range of from 28,000 to 92,000 -- Atlanta (70,000}, Baltimore
{(90,000), and Milwaukee (28,000).

A cornerstone of the Lead Communities Project is the emphasis on the
entire [ocal community rather than the individual school, program, or
Jewish camp. The evidence is growing in general education as well as
Jewish education that lasting educational reform involves the interaction of
school, family, and community because there is a continuing interplay
among them. One needs to affect the entire community, not just a single

setting, program, or age group.

To improve Jewish education we need to create integrated service delivery

systems and dramatically increase the quantity and quality of Jewish

education in the community.







Lead Communities will benefit from successtul experiences across the
continent. CIJE is undertaking a systematic effort to identify the best
examples of specific programs, projects, or institutions in North Amaerica,
called the "Best Practices Project." In preparing action plans, Lead
Communities will have access to the inventory of the most promising

programs.

There are two kinds of programs -- "gnabling ontions™ and programmatic
options,

The report of the Commission on Jewish Education in North America

recommends that Lead Communities concenirate on personnel and

broadening community support as critical "enatling gptions.”

"The Commission realizes that personnel and the
community are interrelated, each being dependent on the
other for success. For Jewish education to attract talented
and dedicated Jews to the field, these individuals must
believe that the Jewish community will give them the
support and resources necessary to make th difference.
The community, on the other hand, wiil only mobilize for the
cause of Jewish education if it believes that a highly
qualified profession of Jewish educators is being
developed. ltis, therefore, necessary to develop a program
that includes simultaneous treatment of both the shortage of
personnel and the community's support for Jewish
education.” (Fox and Hochstein, Jewish Education. Fali

1991)
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APPROACHES TO PERSONNEL: THE ROLE OF EDUCATORS AND
RABBIS

Within each setting and mindful of the required in-service training for all
parsonne! in all programs and in all settings Lead Community-wide effon,

planning will focus on the "enabling option" the building of the profession:

»

articulation of content

. curricular issues

. introduction of "Best Practices”

. recruitment

v training (pre-service)

. compensation issues (to include benefits)

' retention

. identification of best use of the resources of the national organizations

and training institutions

MAXIMIZING THE IMPACT OF THE INTEGRATION OF FORMAL AND
INFORMAL EDUCATIONAL PROGRAMS

In a community-wide effort to improve Jewish education, the integration of
formal and informal programs is the optimal approach for the introduction

of innovation and change.
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One of the purposes of the Project is to assist the individual communities in
bringing about significant change in local institutions through consideration of

adaptation and possible replication of "best practice."

By January 1993 it is anticipated that materials and approaches will have been

developed to introduce this Project to the Lead Communities so that it can be

i

It is expected that the Talent Bank wijknclude the individual experts who have

utilized in the planning process.

participated in the Best Practices ‘Rroject as well as those professionals

~
responsible for the succes/s_ft:lf best practic s@the project has identified.

-
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FOUNDATION LINKAGES AND FUNDING

Contacts have been established between the CIJE and foundations interested
in Jewish education, in general, and specific programmatic areas. Proposals

are being developed around the following areas:

. systemic change in Jewish education

. demonstration projects in three local communities {simultaneous efforts

in a single or severat programmatic areas)

' introducing Best Practices to a local community (progc/s‘al sub_m/lftted to

e e
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. to provide feedback (channel findings back to the community and the

CIJE)

During the initial year of the Project, the field researchers will seek to insure that
each community has a specific set of goals for the improvement of Jewish

education. For example,

. What are the visions for change in Jewish education held by members of

the communities:

. How do the visions vary among different ind viduals or segments of the
community?
. How vague or specific are these visions?

To focus attention on the critical role of the Jewish educator and to address the
community's attention to the enabling option of "building the profession” of
Jewish education, the researchers will address personnel concerns by

surveying the community with regard to the following:

. What is the nature of the professional life of educators in this community?
. Under what conditions do {eachers and principals work (i.e., what are

their salaries and benefits)?

’ Are school faculties cohesive or fragmented?

. Do principals have offices?

. What are the physical conditions of classrooms?

. is there administrative support for innovation among teachers?

The community's ability to mobilize broad-based support -- the second of the

enabling options -- will be addressed by the following questions;

15
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Who is invoived, and wh is not?

How broad is the coalition supporting the CIJE's efforts?

How deep is participation within the various agencies (i.e., bayond a
smali core of leaders, is there grassroots involvement in the community}?
To what extent is the community mobilized financially as well as in

human resources?
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CIJE STAFF MEETING
Thursday, November 19, 1992
Friday, November 20, 1992

Foge

Participants: S. Elster, S. Fox, E. Goldring, S. Greenfisld, A. Hochstein, B. Holtz, D. Marom,
J. Meier, A. Naparstek, A. Rotman, J.A. Schaffer, J. Ukeles, J. Woocher,

S. Wygoda

12:30-3:00 p.m.
{Inciuding Lunch)

AGENDA

T v 1

THE FIRST YEAR

+ Desired Outcomes

+ Expectations of CIE

Monitering, Evaiuation, and Feedback
Mobilization of Funding Resources
Goals Project

Pilot Projects

Other

+ Expectations of Lead Communities

Post-tt™ brand fax transmittal memo 7671 In of pages » 0»2

Short & Long Range Pian

Self Assessment

Desired Outcomes

Invalvement of Broad Spectrums
Development of Plus Resources for
Jewish Education

To

From
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S. Elster
J. Ukeles
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3:00-4:30 p.m.

4:30-6:30 p.m.

B8:30-11:30 a.m.

11:30 a.m.-12:00 p.m.

r1JE 221388

COMMUNITY MOBILIZATION AND WORK PROCESS

Introduction of Lead Communities Idea

into the community

Local Mechanism for Implementation
Organizational and Process lssues
Purveyors of Educational Services

Lead Communities: An Interpretive Statement

FUNDRAISING
+ Local
»  Foundations
» CIJE Board
D V' 2

LEAD COMMUNITIES PLANNING WORKSHOP
(November 23-24)

Desired Qutcomes and Format
Participants

Program

Timetable

Evaluation

* L) L} » L]

NEXT STEPS

+ Next Staff Meeting
+ Assignments

+ Timetable

+ Other

Poge =

J. Ukeles

S. Eister

J. Ukeles

A. Rotman
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing address: 163 Third Avenue #128

Phone: (212) 532-1961

DATE: November 12, 1992

TO: Lauren Azoulai
Chaim Botwinick
Shulamith Elster *
Seymour Fox *
Steve Gelfand
Roberta Goodman
Annette Hochstein *
Barry Holtz
Nancy Kutler

FROM: Jo Ann Schaffar

New York, NY 10003
FAX: (212} 2134078

MEMORANDUM

Marshal Levin
Daniel Marom
Jim Meier
Howard Naistein
Claire Rottenberg
Julie Tammivaara
Jack Ukeles *
Jon Woocher
Shmusel Wygoda

SUBJECT: November 23rd/24th

This is to confirm a dinner meeting on Monday, November 23, from 6:00-
9:00 p.m. to take place at UJA/Federation ,150 Easl 59th Street, the Carl

Leff Room on the Second Floor.,

The meeting will continue the following day in the JCC Association's
Conter-1ce Room on the 14th fioor from 8:30 a.m.-4:00 p.m. A light
breakfast will be available at the start of the meeting and we will aiso

provide a dairy lunch.

*

This group will meet with Art Rotman from 4:30-6:00 p.m. in the JCC
Association's Mazer Study

4
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing address: 163 Third Avenue #128 . New York, NY 10003
Phone: (212) 532-1961 FAX: (212} 2134078

MEMORANDUM

TO:! S. Elster * DATE: November 12, 1992
S. Fox y
E. Goidring
S. Greentfield
A, Hochstein  *
B. Holtz

D. Marom

J. Meier

A. Naparstek

J. Ukeles *
J. Woocher

S. Wygoda

Henry Zucker

FROM: Jo Ann Schaffer SUBJECT: November 19/20

This is to confirm a meeting on November 19 from 12:30-6:30 p.m. 1o take
place at 15 East 26th Street, 11th floor (NY County Medical Society's
Conterence Room, Suite 1101). A dairy lunch is planned.

The meeting will continue the following day and will be held in the JCC
Association's Conference Room on the 14th floor, 8:30 a.m.-12:00 p.m. A
light breakfast will be available at tthe start of the meeting.

*

This group will meet with Art Rotman from 11:00 a.m.-12:30 p.m. in the JCC
Association's Mazer Study.
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION \/6/\0\
il : 163 Third #128  «  New York. NY 10003
Ehao Inré? %ﬂ)essgz‘:geg1 hird Avenue .?:x;?mz) 214-4078 Y?QW e t{_Qg
_Qvi/mc\ &’)
TELEFAX {C) VA (
TLP\JMLQ/%
TO: Annette Hochstein DATE: November 12, 1992 24\ )
FROM: Art Rotman FAX #: 619 452

Number of pages (including this sheet) __1__

MESSAGE:

As you requested, Shmue! Wygoda will be included in the Staff Meetings on
November 18/20. However regarding the Planners Mesting on the 23/24, i am
really anxious to reduce the number at the table, so for the moment let's say
Shmuel will be an observer. Wa can talk about this again later.

It looks like our next statt meeting will probably be on Tuesday, December 1, from
9:00-11:00 a.m.

You can cail me on November 17. | will be free from 10:00 a.m. to 12:30 p.m. and
from 2:30 p.m. on.

| will be out of the office Thursday and Friday attending the GA. The agenda has
not been finalized but you will recaive it as quickly as possible.

Warm regards,

An
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Facsimile Transmission

To: Art Rotman Date: November 11, 1992
Annette Heochsteiln :3
From: No. Pages:
x Number:

Dear Art,

It was good talking to you yesterday. I enclose the latest
version of our agenda for the CIJE workshop. I hope that you find
it useful.

Best regards,

(L&

Annette

P.S.: I was delighted to find out yesterday that "A Time to Act”
has in fact been reprinted. It would be great i1If we could have
copies available for the lead communities planners workshop. We
have found it to be an effective tool in explaining and putting
forth the intentions and ideas of the Commission.

(Ch.






2. The local mechanism for implementation

a. Representativeness
b. Staffing
c. Process
3. Other organizational and process issues

Lead Communities Planning Workshop (Nov. 23-24)

1. Desiﬂred outcomes and format
2. Participants
3. Program

4. Timetable

Other CIJE Assignments:

1. Working with purveyors of educational services
{e.g., training institutions, JCCA, JESNA, CLAL, CAJE,
etc.)

2. Working with foundations

3. Fundraising

Next Steps

1. Next staff meeting
2. Assignments

a. Timetable

4. Other
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Js Art Rotman
FROM: Richard Meyer
DATE: Novembexr 4, 1992
RE: Milwaukee's Participation in the "Lead Communities"
Project

I am pleased to inform you that our Federation Boaxrd of Directors
has approved Milwaukee's particpation in the CIJE's "Lead
Community"” Project. As a condition for our participation, we are
requesting some changege 1in the lanquage of the "Letter of
Understanding” that was forwarded to us on October 21, I have
attached a copy of the proposed changes with the most significant
being a revision of the second paragraph on page 4.

Our leadership is committed to the success of the "Lead Community"

Project. However, it would be unrealistic for our community to
ommit to significantly expand communal resources committed to
Jewish education at this time. We ask that you be sensitive to

the decline in our Campaign achievement over the last two years and
to acknowledge our already high proportion of resources allocated

to Jewish education. We therefore request that the paragraph on
page 4 to be revised as follows:

- “Work to maintain and expand the aggregate communal resources
devoted to Jewish education - While it is recognized that
Milwaukee already allocates a higher percentage of its annual
Campaign to Jewish education than most other communities, the
Commission on Jewish Education and the Milwaukee Jewish
Community will seek to obtain those financial resources needed
to meet the goals of the project through endowment funds,
local foundation grants and other sources of local funds."

We await hearing from you further on this revision or any of the
other language changes in the attached document. We look forward
to working with you on this exciting new venture.

HN/RM/nm

1360 N. Prospect Avenue Milwaukee, Wisgonsin 53202-3094 114.271-A338 FAY 414.771.70A0
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COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

LEAD COMMUNITIES PROJECT - Malhng AGOIESS - 183 THIG Avom 128 o New York, NY 10003
tel: (212) 532-1961 - fax: (212) 213-4078

,@Maw- -u;’w( e

October 21, 1992

LETTER OF UNDERSTANDING

Dear Mr, Meyer;

I am writing to contirm that the Jewish community of Milwaukee ard the Council for Initiatives
in Jewish Education (CIJE) have agreed to participate in a joint local-continental collaboration
for excellence in Jewish education, called the Lead Communities Project.

The Commission on Jewish Education in North America (COJENA found that the best way to
generate positive change at the continental scale is to mwbilize the commitment and energy of
local communities to Jewish continuity, and recommended the creation of lead communities.

The lead community is expected "to function as o local laboratory for Jewish education; to
determine the educational practices and policies that work best; to redesign and improve Jewish
education through a wide array of intensive programs; to demonstrate what can happen when
there is an infusion of outstanding personnel nto the educational system, with a high level of
mmunity support and with the necessary funding.”” ®
Taosh Coucaon Vot Toa,
The Jewish community of Milwaukee has established a Mibwanlee—Agsoetetiomrfeor—Jewish

Education. The community views the Lead Communities Project as an opportunity to

This letter is a summary of discussions between the Council for Initiatives on Jewish Education
(CHE), and the Mitwaukee Jewish Federation. lIts purpose is to clarify our mutual expectations
with regard to the implementation of the Lead Communities Project in Milwaukee.

W (rende @2‘.!& Visyon and

. MNoackeen A2 A Coe DeworunTavcnhon Lo *‘r“N‘- \Qac's | Yo doiny &
adh base 6 ¢ supprst Al packaapation owel) fc \nple e &_&\M(, @ a, plaos et

\‘Vlwlf(’
ves Yo owe’C\\\c\\xa.\\*_j of whok of‘f{e.«e- N R A e L T

l(Ch‘) +"I"\ 4 QLL(l(cb 5&_&'\3\‘\ t.c_x\\\r\-..\\_) GOV ES (2%

' A Time 10 Act (University Press of America, Lanham, Md., 1990}, p. 17; sce also pp. 67 - 69.

3 QFP alemn 1 and ivrmemniimitioer . v = 7 700 st T -
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availaple belwet:n Octgber, 1992 and the end of May, 1993, The lead community will Consides Y.
and P . these models in the fight of local needs and interests during the
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COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

This letter covers the three year period from (Scpt 1, 1992)through Avgust 31, 1995, -
Qorowor an L) -duad ¢ of a?nmqoi
1992-93 is the Planning Year (see below)

1993-94 is the first Action Year
1994.95 is the second Action Year

During 1992-93, the Jewish community of Milwaukee with the advice and assistance of CIJE,
will prepare a five year plan for improving Jewish education. The ptan will include: a needs
assessment, mission or vision statement(s), program priorities, and a strategy for financial and
human resource development. The plan will build on the work of the MitwarvkesAuseciation

. : . W

w—tewisi—dveation and incorporate appropriate elements of work already completed. The ‘ﬂ-’n\:(w‘
community by February 1, 1992 will prepare an outline of the 5 year plan identifying the major -\‘:::_v"‘-
topics to be cavered, preliminary f:nd:ng% OEFAM TUCiy P bbb S D "(‘_‘\,ﬁ\"’
b

Along with the five year plan, the community will also prepare an Action Program for 1993-94

S ad
which will inchude the schedule of the specific improvements to ne undertaken; and the costs o o

<
and revenues associated with each specific improvement effart.” 2

The plan and the action program will be compleled by May 31, =9 |aa3

During 1993.94, the community will carry out the implementation of the first year’s Action
Program and prepare an Action Program for [994-95.

During 1994-93, the community will carry out the implementation of the second year's Action
Program and prepare an Action Program for [993-96.

In support of these efforts, CHJE agrees to:

n Offer models of successtul programs and experience through the Best Practices Project.
Best practices will be identified in a variety of areas, including: Supplementary
Education, Earty Childheod Education, JCC programs; [srae! Experience; Day School;
Campus Programs; Camping; & Adult Education. [nformation on ail areas will be made

otnd”™  Action Years of the project, with the advice of CIJE.

n Provide technical assistance in planning and educational development. The community
will have access 1o assistance from a roster of experts provided by CITE at no cost to the
community.

* Sce Appendix A for a bricf description of some of the possible areas of content of a Lead

Communites Plan.

|
|
1
L
b
1
1.
|
i
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COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

L] Introduce potential funders to the community -- including continental foundations
interested in specific project areas.

= Negotiate with foundations, organizations, and providers of programs -- training
institutions, JCCA and JESNA -- to define the nature of their involvement and their
contribution to Lead Communities.

l Provide a monitoring, evaluation and feedback system to serve both the Lead Cammunity

and CIIE. _ ) )
/ ‘i.lA"b /
{:L‘L-];) .

t Convene lead community leadership for periodic meetings on commaon concerns.

o

The Lead Community agrees to:

55 O™, &m;ﬁ%mm :
= Establish a gg—&mfh:::g‘;:&m to direct the project. Thcm;“will be

made up of top community leadership representing all elements of the community --
Federation, congreyations, institutions invalved in formal and informal education, and the
full specirum of religious movements represented in the community. The Committee will
be chaired by Aeust, Shennod Tane Gaiiman Cormdsion

u Provide opportunities (such as town meetings or subcommitiees) for stakehoiders from
all sectors of the community to meaningiuily participate in the planning process --
including consumers of Jewish education, (e.g. parents and students), educators, board
members and Rabbis. L

A o
) L . 0?‘-‘"" \“\ N imasTsgn @S Sk Saocebaen,
w Appoint a Lead Communities Pianning Breeterr,to statt the Loaé—%%mmrm%&m#»ue e
and to coordinate the work of educational :m.a planning professional resources in the

community on the Plan. Senior professionals in the community (e-g—the-Rlanaing

Direeor-at-hederationramithe-Bhecter-olhe BLE) are expected to be fukp-inusluad in
the process. ace Pﬁt"nu s
n Prepare a five-year plan, and annual action programs (as descrihed above).

= Appoint a Lead Communities B4 to directy the Action Program for 1993-94
onward. (Whien ™Ay be Phe Sare. oo an +re P\anmr\') Coehvnaves”

. Integrate the findings of the Best Practices Program appropriale to the Lead Community.
(as discussed above).

| Identify and begin one or more experimental progranis within the first year.

QA ddws. e ponaieg ok whe
| Bwird—the profession of Jewish education, and thereby address the shortage of

qualified personnel.




t3z 85:235 PHM ClIE 2213D8 Pose B

COUNCIL FOR INITIATIVES
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urces committe
implementing
"significant ex

10 Jewish education,
he recommendatio
nsion” should resu

ﬁ& a A0 % increaseAn communai resoprces for JewishAducation by the third yearAction
\o\D ogram. Cophmunal resources fnclude regular Allocations, endowm
o ants, and other sdurces of local fands.

Collaborate with CIJE on the monitaring, evaluation and feedback svstem, and utilize the
resuits.

] Work with CIJE to disseminate the results of their cxperiznee to other communities.

During the summer of 1993 and the summer of 1994, the work of the preceding year will be
reviewed by the partners. This Agreement may be terminated at the end of one of these reviews
if it appears to either partner that the other has tuiled to perform in relation to this agreement.

ClIE Federation
By: By:

Title: Title:
Date: Date:

> Work 4o manatae and expacnd e aagaeaadt Comemvnod
(es00(ils AeNtred o TSewtsh educsinoem = Whik 1t (s recagonaed el

Mg MW aukee OlWeady QMo eakes L Manec peaentoae 9( ARC OO
Cac*"'me)q o S@J\bh c.d.u(.fﬁ“ént mc} mof:ta?*ﬁv< Clx)mrr\m“\éh }-ﬂ\t‘
Commiosion on Sewd s Educainon L\ seek, Jo obtuin Yo Livemeed
Ceoou (ep Necded Jo mect Yhe arols oL Yhe Proyect Mrkoonn endowoned
Sonds, teed Coomdednon 6mn-\5 Qcd OVhes Soures 04 Loanl Lueds .










TASK

COMMUNICATION & PR
8 ldentify Publics

® Communications Plan

B {mplement

RESPONSIBILITY

KEY MILESTONES
D B

ISSUES/COMMENTS

Usc of outside comsultanyfinm; Assignment of
responsibility; Coordination (if any) betwoen Local
PR in cach community and overall CUE plao

November
carly November

Design links to Best Praclices

S, e aw asSlEL 11723 & 11/24
= Mcel with commur '~ Fam ot lanuary For alk: agenda. invites, location, dates
leaders ("the Sceminar
® {ommunity planni ongoing,
LIASION TGO NATL ongoing Link to communily consultation (takent bank); who
RESQURCES pays for what
® JHIL,
® Organizalions
® Depominations
® Scnior Advisors Dreoember
FINANCIAL RIESOURCES ongoing Process for linking local needs definition to
o Nuat'l Foundations foundation intcrests; funding How; CHE as roopient;
® Loct Foundations & and CIJE a5 broko
individuals

Page 2 of 3
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TASK
e
MONTTORING, EVAL & -
FEEDBACK

Imroduce field researdhers to
community
= Dev focdback loop

Sct teems for first report

RESPONSIBILITY

Ekter & Rotman

Gamoran & Goldring
Gamosan & Gokdring

KEY MILESTUNES ISSUES/COMMENTS
m

ongoing

late Sept, carly Oct Include bascline porirait

October
October
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LAUNCH OF LEAD COMMITTUES: WORKPLAN

|Revised 11/9/92]

e —_—

Post-1 * brangd lax transmittal memo 7671 Iror peges v :7

To From -
4— (e des frgnd A” )éj“" ﬁ;',.(’)_)
Co. Co.
Dept. Phone #
Fan it Fax ¥

TASK RESPONSIBILITY KEY MILESTUNES ISSUESYCOMMENTS ’
—m“—

ILETTER OF

UNDERSTANDING

w Dralt #} UAI {Ukcles)

® Draft #2 UAJ {Ukeles) 10/1 & 1072 Link to Local Event

& Nepolistion LElster & Ukeles 10115

a Jinal Rotman as rrecterd November

= Signing Rotman & CUE Lay Leaders December

PLANNING GUIDULINES

w Drall 8} UAl (Meicr)

= [raft #2 UAL (Meier) 10745

® Ncvicw with community UAI (Mcier) 11/4 Wikshop with Planning Direclors
planncms 11718

o Final 11723 & 11/24

11730

PRESENTATION 10
COMMISSIONS

= GA l'orum & Event
® Local cvents

Rotnuin
Rotman & CIIE Lay Leaders

1112 & 11713

Communily-specific cvents to introduce Projedt 1o

varivus publics; Liok lo Signing

CHE STAIF CUORDIATE
m |ixeculive staff
® Program Dircctors

Rotimun
Rotman & Elster

Wkly migs (Rotman, Elster, Greenficld & Ukcles)

BEST PRACTICES

® [Jesign (inform & acoess)
® {nform

® ACcess

Elster, Iols & Ukcles
Chler & Holtz
Elster & loltz

Need to finalize limetable for delivaables amd design
methods to inform communitics and creale points of

J00Ess
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TASK

COMMUNICATION & PR
B fdeniify Publics

® Communications Plan

® lmplement

RESPONSIBILITY

e S

Ulster

KEY MILESTONES i ISSUES/COMMENTS

Usc of gutside consultany/Tirm; Assignment of
responsibility; Coordination (if any) between Locd
PR in cadi commumity and oversll CUE plan

COMMUNITY
CONSULTANTION
{"TALENT DANK™)

® Concept Document

® Asxign Responsibility
® Manage Sysiem

® Locate Individuals

= Tnform Communitics
W ACCUSS

Mcicr

Rotman
"

?
?
1

November
carly Novemnber

Design links to Dest Practices

CONTINENTAL/COM
PLANNING PROCESS

o Nai'l Foundations
m |oci Foundativns &
individuals

® plect with Plangers Ukeles & Elster 1123 & 11724

w Mcet wilh community lny Rolman & CHE Lay Leaders January For al: agenda, invites, localion, Jales
lcaders ("Lhe Sceminar®)

® Communily planning process | Cister & Ukeles ongoing,

LIASION T0 NATL Elster ongoiug Link to community consultation (takent bank); who
RESOURCES pays for whal

s L

® OQiganizations

® Depominatioons

® Scnior Advisors December

FINANCTIAL RESOURCES Naperstek ongoing Process for linking local nceds delinition o

foundation interests; funding Oow; CUE 2s recipient;
and CUE as brokur
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TASK

MONITORING, EVAL & -
FEEDBACK
8 Iniroduce field rosearchers to
COmMMUuUILly
® Dev locdback loop
® Sct terms lor first report

RESPONSIBILITY
Rotman
Elster & Roumm

Gamoran & Goldring
Gamoran & Goldring

KEY MILESIUNES

e s e —

Ongoing
late Sept, early Oct

October
Oclober

[SSUES/COMMENTS

Include bascline portrail
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COUNCIL FOR INITIATIVES IN JEWISH EDL

Mailing Adgress: 163 Third Avenn % . New York, NY 10003
Phone: {212) 532-1961 FAX: {(212) 213-4078
TELEFAX
To: Annette Hochstein Date: November 9, 1992
From: Arthur Rotman FAX # 011 972 2 619 951

Number of pages (including this sheet) __ 1

MESSAGE:

Some time ago we discussed the fact that you will have two of the
Jerusalem Fellows join us for the meetings here in November, At the
time, | asked for a one or two sentence bio on each. Would you please
provide.

Thanks for your prompt revisions to the mailing to the Lead Communities,
etc. Material as revised going out immediately.

The plan for November 23 and 24 now calls for six community
representatives and to be "trained" by nine of us doesn’t sound right.
What do you suggest?
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Tel. 972-2-617 418:618 728
Fax: 972-2-619 951

Facsimile Transmission

To: Art Rotman Dats November 8, 1992
Annette Hochstein
From: No Pages:
“ax Number:
Dear Art,

Following our conversation on Friday I did some planning for the
staff meeting of November 19th and 20th and the lead communities
meeting of November 23rd and 24th. Here are my thoughts:

The general framework of the meetings should remain as you have
planned them, though if the meeting on the 19th could start
earlier and/or end later, that could give us much needed time.
With minor changes (to accommodate a changed agenda), I recommend
that your memo to participants should also go as planned (see
exhibits). The major change suggested is the ager a for each of
the meetings. Could we discuss them when we speak on the phone?
There are alsc some additions to the participants 1list which
otherwise should not be altered.

I think both of us would be happy if we could conclude this round
of meetings with the following outcomes:

1. That the participants understand the lead communities
project and the tasks resulting from it (e.g., the 1idea of
focussing simultaneously on several major areas such as
personnel; the need to hire 2-3 educators for new positions).

2. That the staff agree on how to present and introduce the
project to various actors and actor groups in the community (what
do we want lay people, professionals, educators, rabkis to know
about the project and how and when do we want to do this}.
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Draft-11/3/02

MEMORANDUM }

To: Friedman

Mevyers

Sarnat
(separate memos)
From: Ant Rotman
Date: Novamber 8, 1992
Rea: Lead Communities: next steps

E S = e T T 1 1 1 I L T - L L L L L e g gy

I envision the following next eteps In the Lead Communities procsss:

1 The Letter of Understanding. By now, you hava had a chance to review the draft.
Unless | hear from you to the contrary, | am assuming that you foresee no major
difficulties from your community's point of view. If you do foresee problems with

the dates, | am available to come to [Atlanta, Baltimore, Milwaukes] to help
the process aiong. Please let me know as soon gs possible if such a visit is
nesaded,

2 The GA. By now invitations should have been received for the forum on Thursday
and the breakfast on Friday.

3 Planners Workshop., We have scheduled a workshop in New York City rn ) Jr
November 23d and 24th for your Lead Community planners. This will be a ‘Sllee +1 7S

<BErEe - discussion of the Lead Communities Pianning process, ” T it
9B =¥ additional material will go out bafore the meeting. "' “fc""‘y
L%’P{}b ?euw webhed for oua Wwogh 1-;_)%@ Flaa . MCLM cu«,g

We anvision an "event® in December in your community. We anticipate aformat
similar fo the site visit last spring:

A pre-meeting with the lay Presldant of Federation; the Exec; and the Chalr
of the Lead Communities Committee to discuss overall progress and dsal
with jssues or concerns,

A meeting with top community lay leadership at which the Letter of
Understanding would be signed, and the plans for the vyear will be
discussed,

A meeling with pros to discuss both planning and educational issues,

You may also want to consider:















a. Introduce lead community idea into the community

Prepare plans including:

1. Educational self assessment
2. lLead Community plan (5-year plan)
C. Year 1 workplan - including:
1. Introduce monitoring, evaluation, feedback project and

set up feedback process

2. Implementation of several projects in each of the Xey
areas of endeavor (personnel, community)

3. Launch vision/goals project with particular reference to
Monitoring Evaluation and Feedback project.

4. Learning best practices

Here is a very brief elaboration on each:

a. the concept of lead community, the broad idea and its details
needs to be introduced thoughtfully to various populations in
each lead community so that they know what to expect and what to
do (educators, rabbis, lay people, professionals and planners in
the community). One of our assignments at the staff meeting would
be to discuss how this is going to happen. It would be wonderful
if we could, at the end of the meeting, agree on what needs to
happen with each of these population groups (e.g. we want to make
sure that their needs are addressed, their concerns taken into
consideration, their participation in the project specified, the
mode of work defined, the benefits likely to accrue to them ex-
plained, etc...). We would also decide how to do this (individual
meetings, meetings by groups in the lead communities, meetings of
all groups at a joint seminar convened by the CIJE, etc.).

b. The second element of this year's workplan is the planning
assignment. This includes:

1. The need for the
community to study its own educational system, its strengths,
w  knesses and needs. For that to happen, the staff must be in a
position to offer guidelines and guidance, including on such
items as how to conduct an assessment of the educators in the
community, whether to introduce achievement tests or not, what
sort of inventory of educational opportunities we need and to
what level of detail, data on attendance, etc. Preparatory work
includes the need to identify elements of such assessment studies
that have been undertaken in the Jewish or the general education
systems.

2. Preparation of a
five-year plan. This would be the outcome of the work of the
local mechanism, whatever its form (committee, commission, sub-
groups, planner, etc..); together with the joint CIJE-Lead Commu-
nity seminar. It would include all the elements of plan from the
definition of needs and targets, through the implementation
plan.



c. Year-1 workplan.

This element has already bequn. Let me just illustrate item c.2.
In order to keep the momentum, to build on expectations and
respond to them, to begin to build the local educaticnal capacity
and in order to gain time we would recommend that the CIJE offer
for immediate implementation several projects which we know will
be reguired, and for which we need very little lead time. These
projects would be in the areas of personnel training and communi-
ty mobilization (e.g., summer in-service training seminar for
lead teachers at each of the training institutions; seminar for
program for all day school principals in the lead community;
program for all supplementary school principals and all informal
settings program directors; training program for all school
board members; etc.). These suggesticns (of which we would
bring many more to the staff seminar) would represent areas of
consensus and agreed upon needs,

* *® *k * &k & *k

If the staff seminar end with a better understanding of these
items and the way to introducc them and bring them about in the
lead communities, we will have advanced the project significant-
ly. I would love to discuss this with you whenever convenient on
the phcne.

Best regards,

9
{
Annet



COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing Address: 163 Third Avenue #128 . New York, NY 10003
Phone; (212) 532-1961 FAX: {212} 213-4078

%

TELEFAX
To: Annette Hochstein Date: November 6, 1992
From: Arthur Rotman FAX # (011972 2619 951
Number of pages (including this sheet) _{/
MESSAGE:

1.

In view of the fact that Seymour was not available Friday, we will nat make
any final decisions until the three of us have had a chance to speak together
early next week.

In the meantime, we have, as you know, invited the planners of the three
communities to a meeting on the evening of the 23:d and all day on the 24th.
We agreed in our phone conversation that this meeting would proceed. |
asked you to develop the program and approach for this meeting. It is
entirely in your hands. You will also determine which of the staff you will
want with you at those meetings.

We have also scheduled a meeting of the extended staff, including
Naparstek. Holtz and Woocher, on November 19 from 3:00 p.m.-7:00 p.m.
and Fric.., tr 20th, 9:00 a.m.-12 noon.

We agreed that the documents that you wiil want to use with the planners
should be the subject of the discussion at the meetings on the 19th and 20th.
You undertack to develop these documents by either editing what we
already have available and/or creating whatever new documents you may
find necessary, These documents would, of course, have to be in the hands
of our statf several days in advance of the meeting on the19th which wouic
then call for them being faxed by November 13 the latest.

it is all yours.

The Planning Guide to which reference is made in the papers | sent you
yesierday is the one that was developed some time ago and | am enclosing
a copy.

Looking forward to talking with you and Seymour.



{draft 10-21-92]
Lead Communities Planning Guide
Preliminary Qutline of Contents

I. Analysis of needs
A, Profite of current community demographics:

1. General popuintion characteristics: cohort sizes

2. Other Jewish education sub-group sizes (e.g,, eariy childhood, supplementary
schioal, day schooi, lay leaders, aduit education learners, communzl service
professionais, college-age youth, other speciai groups)

B. Profile of present Jewish education personnel

1. Size of key proups of personnel {e.g.,- day school principals, day school
teachers, supplementary, early childhood ...) by institution/program
2. Skills, expertise and background

C.  Program capacities and participation rates {farmai ard informal programs, by
institution/program)

D. Estimate of community ne=d;demand (in categories of A2 & B1l)
E. Gaps [D-C]

1. Asscssment of swengths and weaknesses (What works, whal doesn’t work)
A. Areas for assessment

1. Students and programs (e.g. levels of attainment)
2. Personsnel

* by program: quality, assets and limitations

+ professional development programs and opportunities
3. Communily support

+ Lay involvement and {eadership

* Caardinalion and collaboration within system

» Funding: Amounls and participation raies

4, Other systent and planning issues (e.g.:)
: * Fundraising and allocations
+ Information {(system capabilities)
* Uses of technology

B. Exploratory comparisons (Programs and performance in other places)




HI. Strategic issues {confronting and resolving critical choices)

A. Identify strategic clhoices
B. Resolve strategic chaices
C. Develop community-wide mission or vision statement(s)

IV. Establishing strategies and priorities

A. Formulate strategies

B. Establish priorities
1. Population groups/program areas
2. Persoanel
3. Community supporl

V. Designing programs (to address prioritics)

A. lnitiate program idens or strategies/preliminary proposals

1. Leadership (lay and professional} and community support (2.8.:)
+ coalition building
« recruitment (of leadership and community involvement)

2. Programs for personnel

3. Programs (e.g.: Isracl (rips, innovation)

4. Planning and evaluation

5. Financial resources

B. Select program priorities/phasing
VI. Prepare implementation sirategy: multi-year framework, {irs! vear action program

Program/Task
Responsibility

~»st and funding
Timetable

Performance Management
Program Evaluation

mmuampe

VII. Next Sleps: Impiementing the plan
A. First-year aclion plan oversight

B. Mid-course modifications
C. Prepare second-year action pian

APPENDICES
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing Address: 183 Third Avenue #128 . New York, NY 10003
Phore: (212) 532-1961 FAX: (212) 213-4073

{/,)/ TELEFAX

\
N

TO: Seymour Fox DATE: November 6, 1992
Annette Hochstein

FROM: Art Rotman FAX &: 619 452

Number of pages (including this sheet) _ 1

MESSAGE:

| HAVE ARRANGED A MEETING FOR THE TWO OF YQU, MORT AND MYSELF
FOR MONDAY, NOVEMBER 23, BEGINNING AT 9:00 AM..

REGARDS.

ART P Oﬂ
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Maihng Agdress: 163 Third Avenue #128 . New York, NY 10003
Rhong (2)12} £32-1961 FAX: (212) 213-4078
bl
i TELEFAX
TO: Annette Hochstein DATE: Novembear 5, 1882
FROM: Art Rotman FAX #: 619 452

Number of pages (including this sheet) /.3

MESSAGE:

LET'S DISCUSS THE ATTACHED.

REGARDS.

ART

1
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MEMORANDUM

To: Art Rotman
Shulamith Elster
Sol Greenfield

From: Jim Mcicr '
Date: November 4, [992
Re: Talent Bank

The attached draft relates to our discussion of ‘alent Bank al tomoriow’s meefing.
You will see that the first page and hall is a synopsis of the componcnts of the
talent bank, and the numerically conesponding attachments that follow lay out
details ol each component.

I am wotking under the assumption that our object is to make the talent bank

operational at the latest by the January "seminar.” | believe that we have no time
10 spare if we want to achicve that deadline. (Sce the timetable in Attachment 7.)

Sce you tomorrow.

P UKELES ASSOCIATES INC.
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
Mailing Address: 183 Third Avenue #128 . New York, NY 10003

Phone: (212) 532-1961 FAX: (212) 213-4078
).
TELEFAX
TO: Annette Hochstein DATE: November 5, 1892
FROM: Art Rotman FAX #: 619 452

Number of pages (including this steet) /3

MESSAGE:

LET'S DISCUSS THE ATTACHED.

REGARDS.

ART
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[draft: 11-4.92] ---- for internal discussion only ----

Talent Bank for
Lead Communities

Introduction

The talent bank is an allocation and deployment system for directing experts in diverse areas of
Jewish education to assist Lead Communities.

The talent bank will provide sources of professional assistance for planning and education to
assist the Lead Communities. By mobilizing continental resources and recognizing exceflence,

the Talent Bank will also contribute to CIJE's long range goal of building the profession of
Jewish education.

Consistent with CIJE’s role as a catalytic agent for Jewish education, this proposal assumes that
resources of existing organizations such as JESNA, JCCA znd CAJE will be made available
through the Talent Bank.

To meet differing needs of the Lead Communities, Talent Bank members should represent a
broad spectrum of approaches and skills. In keeping with CIJE’s commitment to quality and
independence, the selection process should be fair and comprehensive.

The talent bank is built upon a database of educators, professionals, and others who are expert
in diverse areas of Jewish education. A line of credit is provided to each Lead Community to
obtain the assistance of these experts. The currency is hours of service. CIJE staff function as
loan officers: they watch each account, approve major requests for services, and may recommend
that a Lead Community avail itself of a particular eaperc or an expert of the community’s choice
in a particular area of expertise.

To become functional, various components of the Talent bank need to be minimally developed,
and then expanded upon thereafter. These components, summarized below, are elaborated upon
in proposals in the correspondingly numbered attachments to this draft.

Components of the System

1. Areas of expertise: The categories in which expert assistance is likely to be needed.
Expertise is grouped in two broad categories: a) "client" expertise, and b) subject or skill
expertise,. These categories encompass programs (e.g., starting with "Best Practice" areas),
curricular areas, as well as specialists in areas of supervision (e.g., training, personnel evaluation),
and administration (e.g., budgeting, fundraising, negotiation, systems development).




2. Selection of Experts: This section proposes protocol for identifying and contacting experts
about their willingness 1o assist in this project. The abililies, strengths and limitations of experts
in a fairly large number of areas are described according to a standardized and succinct format
for entry into the database.

3. Terms of agreement with experts: One or more standard agreements specify the terms for
expert participation in this project. Experts may be offered some combination of honorarium,
fee, recognition, reciprocal services, or reimbursement of expenses. Differentiated agreements
may apply to persons affiliated with national institutions, university faculty, private practitioners,
or lay leaders.

4. Resource database and distribution: Define fields, develop database system, enter information,
Tun reports,

5. Allocations: An allocation formula for distribution of hours of service to the three Lead
Communities. The formula could combine a series of factors such as: base allotment; size of
the community; however, a fixed amount per community is proposed for the immediate future.
Incentive for community input or performance; replenishment of hours for achievement of targets
or accomplishment of outcomes related to the use of prior experts are issues to be addressed for
the future.

6. Management protocols: Delineates set of simple but consistent procedures by which
communities initiate requests, indicating when CIIE approval is required, arranging expert visits,
tracking and recording outcomes.

7. Calendar: A proposed timetable for making the talent bank operational by the mid January
meeting of the lead communities.

Future steps:

. Elaborate funding formula (see Na. 5).

. Publish Talem Bank directory.

. Expand to include institutions as well as individuals.

. Expand to other-than lead communities.

. Develop ways a community can replenish its "account” other than by new ClJE
allocation (e.g. consulting assistance to other communities; developing and/or
disseminating curriculum materials to other communities).
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A

Client Expertise

Attachment 1

AREAS (

EXPERTISE

{B)

Professional Subject/Skills and Expertise

Settings of apency
and  Institutional
clients

Adull residences
Camps
Central agency
College campus
College of
Jewish Studies
Community
Supplemeniary
Schools
Congregational
Schools
Federation
Ysracl Programs
L.ibrarics
Synagogues
Youth Groups
jce

Community Clicnts

(tife-span)

Infants-Pre
School

Early
Childhood
(N-K)

School age
(6-18)

Collepe age

Young
Adulis/Singles

Parcnts with
young children
Empty Nesters
Mature Adults
Senior Citizens
Immigrants
Mixoed Mamieds

Educational
Personne]-Clienis

Curriculum and
Instruction (formal
and informal)

Bureau of

cecniral agency
staff

Camp Direclors
and Siaff

Cenler
1Jirectars,
Program
Directors
and siaff

Princi@
Habbis

Social Warkers
Specialists
Teachers

The Arts

Hible

Hebrew
language

Hebrow
literature

Folidays

Holocaust

Jewish History

Isract

Prayer theology

Text: Traditional

Sources

Yiddish

Jewish
litcrature

Jewish
Philosophy

Rabbinic
literature

Midexst Affairs

Administration and

Management

Mcihods/Skills

Administrative
Praclice
Budget Finance
Development
Facilities
Personncl
Planning
Public Relations
Research and
Evaluation
Systems
Devclopment
Board
Development
Demographic
Analysis
Fund-raising

Curriculum
Development
Staff Development
Leadership
Development
Program Design
Questionpaires
Schiool
Organization
Child Psychology

Hd fE:GR ?R.
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Attachment 2

SELECTION OF EXPERTS

Criteria
. Recognized expertise in an area of potential value to lead communities.
. Ability 1o assist (that is, past evidence or reasonable basis for concluding that person can

relate and respond to situation other than own).
. Reasonable availability (with respeet to time, cost).

. Recommendation by 2 or more reliable sources.

Nomination Process

1. Steering Commitice: Talent bank "warking™ steering committee is formed consisting of easily
convenable members, ¢.g.:

s Shulamith Elster, chair

« Sol Greenfield

« John Woocher

« 1 or 2 senior advisors whu know schools and programs
« Barry Holtz

» Judith Ginsherg

+ Jack Ukeles or Jim Meier

2. Solicit Nominations: The Chief Education Officer, with the assistance of other ClJE staff and
consultants, sends letter including sets of nomination forms to specific contacts in national
agencies, training institutions, lead communities, principals of selected day and supplementary
schools, JCC and camp directors, foundation officers, etc.

Short and easy nomination form would ask:
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4, lInvitations:

* Steering committee reconvenes to decide on names: a) proceed with invitation, b)
maybe, more information needed, ¢) no.

« Chief Education Officer, or delegate, contacts selectees about willingness to serve on
Talent Bank, and if so, for more information (see below).

* Phone invitation, followed by standard letter, covers:

. Purpose of talent bank

. Obligations/responsibilities of experts

. Committee’s perception of nominee strengths

. Talent bank listing

. Compensation for services

. Follow-up information/profile required from expert

Follow-up letter will also include information on:
. Training and support (none contemplated)

. Reporting (if contemplated)
. Standard contract (see attachment 3)

5. Expert Profile:

» Expert asked to submit the following information:

. Resume
. Talent bank description for data bank
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Attachment 3

TERMS OF AGREFMENT

1. Compensatic Scale:

All travel and other reasonable expenses reimbursed and, unless circumstances dictate
otherwise, the following compensation scale:

Private practitioner S350 preparations. reading, phone calls
S00/day
400 tor follow-up/reporting

Staff of national umbrella organization $400 honorarium

Educator in training institution/schaol 400 honorarium
400 to irstitution for released time

Lay leader

[Note: Two-day visit to out-of-town location will cost $1,500 1o $3,000, depending on distance
and selection. Comes cut to about 10 - 15 trips per site, at 530,000, community.

2. Non-Solicitation: Expert agrees nat to contact community with the purpose of setling his/her
services, nor to promote self in conversatons with the community.

3. Community Selection of Experts: CHE Talent Bank reserves the sight to make final approval
of any consulting request by a community.

Communities may contact experts directly as they review credentials and/or consuliant
approach to community’s specific need.

?
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Attachment 4

RESOURCE DATABASE, and DISTRIBUTION

Set Up Systems

1. Hire systems consultant to identify software, set up talent bank expert database (e.g., sortabie
by variety of descriptors), and set up management tracking systerns for accounts.

2. Secretary enters information into talent bank.

3. Printout and review profiles of experts,

4. Distribute first installment of talent bank to lead communities.

Update/Maintain Systems

5. Add new expert profiles to talent bank as they are identified.

6. Track talent bank use, including withdrawals by lead communities, and use of experts.
Plan, Prepare, and Issue Directory

7. Prepare glossier document that explains talent bank and includes profiles of resource experts.

Directory

8. The directory will make the results of the search available to a larger audience. This product
could be one or both of two forms: a computer disk or an 8 1/2' x 11" loose-leaf notebook with
two sections: reference indexes and member profiles listed alphabetically by name. Cross
indexes will list the names of resource people by specialty or specialties in a variety of areas
reflecting the categories of the Talent Bank database.

1
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Attachment 5§

ALLOCATIONS and Talent Bank BUDGET

1. Community Allocations: 25 - 30 days of consultants $35,000 35105,000
2 The Talent Bank, including database (first year, set-up)

* Part-time coordinator (1.5 days/week, 8 months)  8,00()

* Part-time clerical (1.5 days/week, 8 months) 5.000
* Benefits for part-time staff 3,000
e Hardware and software 4,000
» System consultant 7,000
* Miscellaneous 3,000 30,000

3. Other direct expenses

* Mailing, copying, communications 5,n0

* Meetings, travel 2,500

* Printing and publication of talent bank 2,500

* Design and set-up reporting/evaluation plan 5,000 15,000
TOTAL: $150,000
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Attachment 6

MANAGEMENT PROTOCOLS

Summary of Process

1. Talent Bank Profiles: CIJE issues profiles on available experts to Lead communities.

2. Pre-Approval: Lead community contacts CIJE program officer by phone to discuss need for
expert assistance in specific area. Community indicates:

* Reasoning behind identification of this area of need.

* How need relates to community priorities or action pan.

* What is desired from expert, objectives to be accomplished.
» Whether they have specific person in mind.

* How many days of expert are needed; what is agenda,

» What expert needs to know in advance of visit.

CHE gives concept approval to plans of community, and suggests particular experts if
desired.

3. Communjty Engages Expert: The community directly contacls one or more Talent Bank
experts, selects the one(s) it considers most fitting, settles dates and logistics, forwards any
appropriate background materials to the expert, and alerts CIJE about finalized plans.

4, Expert visits community.

5. Expert sends receipts to CIJE for reimbursement.

6. Evaluation: Community completes and forwards to CUE short evaluation form on
effectiveness of expert.
Talent Bank Account

Each lead community is issued a talent bank account with an initial value equal to their
CIUJE aliocation (proposed at $35,000 per community).

As experts are engaged, the community’s balance is reduced accordingly.
(A future task will be to develop ways for the community to replenish its account other

than by a new CIJE allocation. E.g., consulting assistance to other communities; developing
and/or disseminating curriculum materials to other communities.)

10
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[Issue: The account currency can be dollars or units of service. In the latter case, CIJE
would estimate the average value of a consultant visit and translate that into days. An
initia] projection is $2000/visit, or $1,000/day -- see Attachment 3. Providing a dollar
value rather than a service unit equivalent would give the comunities more incentive to
exercise scrutiny in controlling costs (e.g. hotels) and therefore is recommended.]

CLJE Management Roles
CIJE plays several roles in managing the account:
1. Acts as Program Officer:

+ May, based on monitoring reports or other knowledge of community, urge community
to obtain assistance of a particular expert.

* Approves of "withdrawals", meaning approval of the use of an expert.
* Receives report from expert foilowing visit .

{Issue: Is reporting necessary and desirable? How would CIJE use report? Would this
step inhibit role expert plays with respect 1o community? Recommend scrapping this
item.]

2. Administers and monitors account spending:
+ Issues payment to expert for honoraria and expense reimbursement.

« Keeps record of account balance and issues periodic (e.g. 2 times/year) balance reports,
Or upon request.

Program Officer Role

CIJE will assign a program officer to each community. The program officer is authorized
to approve Talent Bank assignments.

[Issue: This oversight role can be carried out by a) the Chief Education Officer, by b)
two or more CIJE staff and consultants assigned to work with a specific community, or
by ¢) the steering committee. Whether a) or b) is preferrable depends primarily on the
vision of CIJE’s ongoing work with a community: Is there a need for someone from
CIJE to develop a close working relationship with each community? The last alternative
is not recommended since fast decisions may be desired.]

LA
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Attachment 7

TIMETABLE FOR LAUNCHING TALENT BANK

Pressing Tasks

Completion date

0. Preliminaries
. Approve overall plan mid Nov,
. Hire p-t coordinator and clerical help
(See 4. Allocations and Budget)
1. Define areas of expertise end Nov,
2. Seiect experts: first round
. Set up steering committee mid Nov.
. Solicit nominations late Nov.
. Review initial nominations early Dec.
. Invite experts mid Dec.
. Obzain profile information from experts late Dec.
3. Terms of agreement
. Devcelop standard agreement early Dec.
. Send to experts following acceptance
4, Systems/database
. Hire consultant late Nov.
. Set up system late Dec.
. Data entry early Jan.
. Distribute listing mid Jan.
5. Allocations and Budget
. Decide on budget asap
. Identify/hire p-t coordinator early Dec
. Identify/hire p-t clerical late Dec.
. Announce allocations to LCs early Jan.
6. Management Protocols
. First draft late Nov.
. Final draft late Dec.
. Distribute mid Jan.

12
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To: At Rotman
From: Jack Ukeles |, A
Date: November 3,71992
Re: att'd
cc! Shulamith Elster

Sol Greenfield

Jim Moier

I o I A I I o T e W A e et A ey e e o e R e o i e R A ot EE na i o ey e g rem e mm mm A Em E e — e
= = = P e e R g -

! am enclosing a draft memo from you to the Execs on c¢alendar and a draft memo from
me to the Planning Directors about the Workshop on November 23 & 24 {to be enclosed
with the first memo).

[ assumed that you would only participate in the evening session and not participate in
a formal way on the 24th since the Federation Execs wll not be present; which is why
| didn't list you for any sessions. This wili leave you free to come in or not as your day
develops. If you are planning to spend the day, you should be on the program. Please
advlse and | will adjust accordingly.

| also assumod that Sol would not play a role in leading any sessions. Please advise it
that is correct.

We can use this draft as the basis for our discussion on Thursday, and | can fax it to the
communities on Friday.

1212508 TEN PAGE, I
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Draft-11/3/92
MEMORANDUM

To: Friedman
Meyers
Sarnat

(separate memos)

From: Art Rotman
Date: November 6, 1992
Ra: Lead Communlties: next steps

I envision the following next steps in the Lead Communities process:

1 The Lettar of Understanding. By now, you have had a chance to review the draft.
Unless | hear from you to the contrary, | am assuming that you foresee no major
difficulties from your community's point of view. if you do foreses problems with

the dates, | am available to come to [Atlanta, Baltimore, Milwaukes] to help
the process along. Please let me know as soon as possible if such a visit is
needed.

2 The GA. By now invitations should have been received for the forum on Thursday
and the breakfast on Friday.

3 Planners Workshop. We have scheduled a workshop in New York City on
November 23d and 24th for your Lead Communpity planners., This will ba a "nuts
and bolts" discussion of the Lead Communities Planning process, A draft agenda
Is enclosed; additional material will go out before the meeting.

4 We envision an "event' in December in your community. We anticipate a format
similar to the site visit last spring:

A pre-meeting with the lay Presldent of Federation; the Exec; and the Chalr
of the Lead Communities Committee to discuss overall progress and deal
with issues or concerns,

A mesting with top community lay leadership at which the Letter of
Understanding would be signed, and the plans for the year will be
discussed,

A meeting with pros to discuss both planning and educational issues.

You may also want to consider.
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From § Lkeles Associztes Inc. PHCOHE No. ¢ 12122683768 Nov.Bd 159z 9:24AM PR3

a community-wide event to which the Jewish educational "stakeholders" are
invited

[for Baltimere letter only]

a small meetiné with Charles Bronfman and the key local major donors and
potential donors to Jewleh education.

[for Atlanta letter only)

- 5 Sometime later this year -- the oxact date will have to built around calendears -- we
envision a moating involving a major CIJE ieader (e.g. Mort Mandel} to meet with
the most important current and potontial local donors.

[for Milwaukee letter only]

5 Sometime later this year -- the axact date will have to built around calendars -- we
envision a meeting involving a major CIJE leader (e.g. Chuck Ratner) to meet with
the most important current and potentiat local donors.

[for Baltimora lett-~ - 1ly]

5 in January, we would like 1o convene lay and professional leadership from each
of the three communities with CIJE lay and professional leadership to discuss the
project and our progress. We will need 1o talk soon to clear an appropriate date
and to set an agenda.

[for Milwaukee and Atlanta letter only]

6 In January, we would like to convene lay and prcfessional leadership from each
of the three communities with CIJE lay and professional leadership to discuss the
project and our progress. We will need to talk soon to clear an appropriate date
and to set an agenda,

| will be in touch with you in the next few days to review these next steps in our process.
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Draft-11/2/92
MEMORANDUM

To: Steve Gelfand

Marshall Levin

Howard Neistein
From: Jack Ukeles
Dateo: November 6, 1092
Re: Lead Communities Planning Workshop

As you Know, we are planning a workshop on Novembsar 23 and 24th to focus on the
development of Lend Communities Plans. | am writing to share our thinking to date, and
to elicit your suggestions for the agenda. If you have any minor comments, please just
mark this up and fex it back. if you have major concerns, please give me a call,

The draft agende includes an 9:00AM "sketch” of each community, We are suggesting
that one person from each community take ten to fifteen minutes to touch on the
highlights of the community’s Lead Communities Proposal, and to share the basic facts
about the community, We will circulate a summary of the basic data on the three
communities in the packet mailed just before the meeting.

5
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Title:

Purpose:

Participants:

Location:

Logistics:

LEAD COMMUNITIES PLANNING WORKSHOP
To develop & common epproach to Lead Communities Planning.

The emphasis Is on "how to do it". To the extent possible, we want to

identify potential roadblocks to successtul planning and devise approaches
to eliminating these,

Lauren Azoulai’ Allanta
Steven Gelfand
Chaim Botwinnick Baltimore

Nancy Cutler
Marsha! Levin

Howard Neistein Milwaukee
Shulamith Elster CiE

So! Greenfield

Jim Meler

Jack Ukelas

JCC Association

14th Floor (conference room)

15 East 28 Street (between Madison Avenue and Fifth Avenue)
New York City

CIJE will cover costs at the mesting ({food and hotel); the community is
expected to cover transportation costs. Joanne Schaeffer in our office is
handiing hotel arrangements. She will be booking a room for each out of
{own participant in the Hotel on Street. It anyone

prefers to make their own arrangements, please let her know as soon as
possible.
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Program
Monday, Novernbar 23 '
6:00PM Walcoma Art Rotman
. Workshop Introduction Jack Ukeles
8:30PM Dinner
7.30PM Towarde Systemic Change In Jowish Edueation Seymour Fox
The Genesie of the Load Communities Concept Annette Hochsleln
9:00PM Open Discugsion of the Lead Communities Project Shulamith Elster
Juesday, November 24
8:.00AM Cotfos
B:304AM Aaview of Load Communities Planming Salendar Jack Ukales
S:00AM A aketch of each Loaad Community ae & oontoxt for Improving Jewish
o education
Atlanta
Baltimore
Milwaukes
10:30AM A Portrait of a Lead Community [Plan) Shulamith Elster
11:30PM Planning Guide Jim Maior
12:30 Lunch
1:30PM Connections
. Introgucing Best Practices Barry Holtz
The Taient Bank Jiml o _jer
Continental Educational Resources Shutamith Elster
Continental Financial Resources Shulamith Eister
.00 lssues Jack Ukeles
Toward a common language: what do we maan by
“‘Improvemant®; "system"; "settings" "popuiations* "and
"orograms”
How should the CIJE staff interact with the Community staffs
vhen should we work as a foursome and when as a set of
doubles?
Where in the prooess !t makes sense to have a community-
spocific approach and where it makes sense to have a genoral
North American Approach.
Agenda; Timing and content of Meseting in January with execs
and {ay leadership
4:30 Adiournment

Pas
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;.JOUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Aailing Address: 163 Third Avenue #128 . New York, NY 10003
hone; {212) 532-1961 FAX: (212) 213-4076

TELEFAX
TO: Annette Hochstain DATE: October 2, 1992
FROM: Shulamith Elster FAX #: 6139 452

Number of pages (including this sheet, __ 8

MESSAGE:

FOR YOUR INFORMATION... FROM MY OCTOBER 14 MEETING IN MILWAUKEE
WHICH WAS MY SECOND VISIT SINCE THEIR SELECT ON.
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MILWAUKEE JEWISH FEDERATION
S T - I T

AGENDA

Jewish Education Task Force
Octcocber 14, 1992
5:45 p.m.

I. Lead Community Project - "Letter of Agreement”
IT.

Planning System for Jewish Education

Program Coordinator

Poge

1360 N. Prospect Avenue

Milwaukes, Wisconsin 53202-3094

414-271-8338

FAX 414.271-7081

Betsy L. Green
President

Richard H. Mever
Executive Vice President
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Principles of the Letter of Understanding Between CIJE and

Milwaukee as a "Lead Community"

How Will CIJE Be Staffed?

CIJE is a catalytic agent for change in Jewish education. The
board consists of the leadership of national organizations,
foundations, and key resources in Jewish Education. It is
staffed by an Executive Director, a Chief Education Officer
and a Planning Director. The Chief Education Officer and
Planning Director serve as a team that will consult and work
with "Lead Communities" as they proceed in developing their
strategic plans to benefit Jewish Education. In addition,
CIJE employs three field researchers that will document the
process of change in each community and to report progress
back to local leadership as well as national sponsors. Cne
cf the three field researchers will be deployed in each of the
"Lead Communities”.

Components of the "Letter of Understanding”

A. The "Lead Community" Project is a collaborative effort
between the CIJE and three local communities. It is
premised on the assumption that the best way to maximize
improvement in Jewish Education continentally is to
demonstrate success at the local level.

B. CIJE's agreement with the "Lead Communities" is for three
years. The first year will be dedicated to planning with
the outcome consisting of:

1. A five year plan for Jewish Education. The content
of each plan should include mission or vision
statements, a needs assessment, an articulation of
program priorities and a strategy for developing
human and financial resources for Jewish Education.

2. A minimum of one program initiative to be undertaken
in the spring of 1993.

3. An implementation plan for the year 1993/94.
C. CIJE's Responsibilities

1. CIJE will bring to each community the results of its
"Best Practices" project which is a systematic
effort to collect what is working well around the
country in the field of Jewish Education. It will
be organized by program area.
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CIJE will provide a roster of experts and will pay
for their work with and in Milwaukee as needed.
{Preliminary estimate of value, about $30,000 to
$40,000 per community in the first year.)

CIJE is not a Foundation. However, CIJE will
introduce "Lead Communities" to national foundations
that have expressed an interest in Jewish Education
and help advocate for grant funds to support program
initiatives.

CIJE will coordinate the assistance from national
organizations and training institutions to "Lead
Communities" as needed.

CIJE will fund the field researcher component of the
project to monitor the process of change and report
back progress to communities approximately three
times a year.

Responsibilities of Milwaukee As A "Lead Community*

l.

Each "Lead Community"” will establish a committee of
top community leadership to direct the project
including a "wall to wall™ coalition of institutions
and religious movements and agencies.

Each community will develop a planning system that
draws input from a broac base of education
stakeholders. The planning system should allow for
meaningful participation by all segments including
teachers and parents.

Each community will identify and/or hire a lead
staff person to assist in the design and development
of the planning process and to manage the project.

Each "Lead Community" will wutilize the "Best
Practices" project.

Each community will develop one pllOt project in
1993 to demonstrate that progress is being made.

Each community will significantly expand resources
available to Jewish Education. These resources may
evolve from private foundations, endowment
development, Campaign allccation or any combination
of the above.






Propose Model for Jewish Education Planning

[ L

Schools and

Commission on Jewish Education:

Communal Agencies —- Federation |

Constituted from representatives of participating
synagogues, communal agencies, organizations, __‘Stemdng(kmmitUE[
educators and Federation leadership.

[ Synagogues

[Organizations

__% Donor's ForuT_J

Task Groups on sSubstantive Issiies

To extend Jewish learning beyond the Bar/Bat Mitzvah age groups
through effective utilization of feormal and informal education
resources (e.g. through adult education, family education
opportunities for teens and young adults).

To reduce financial barriers which limit participation in Jewish
Education activities.

To increase recruitment, training and retention of qualified
personnel in all settings where Jewish Education takes place.

Maximizing the effectiveness of Jewish Education as a key vehicle
for Jewish continuity through joint planning and broad
participation of agencies and synagogues.

HN/nm
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Models for Edqcation Planning: General Findings From Select Communities
That Have TInitiated, Or Are In the Process Of Creating, A Broad Based
System Of Planning For Jewish Education

The following is a listing of general themes that were elicited
through a survey of six (6} communities that have recently been
involved with develeoping a community-wide planning system for
Jewish Education. Those communities include Baltimore, Atlanta,
Columbus, Cleveland, St. Leuis and Syracuse.

1. All systems were initiated through the Federation. However,
ultimate success depends upcn ownership by a broad consortium
of education stakeholders.

2. All systems maintain planning for Jewish Educticon structurally
linked in some way to the Federation's planning and alleocation
committees.

3. While each system has been structured to incorporate broad
input and participation, it doces not take the place of
individual agencies pursuing objectives that fall within their
current mission. The planning system needs to be sensitive
te these missions and the ongoing operational needs of
participating agencies and synagogues.

4. Composing these broad based c<ommissions has been both
approached through having organizations designating
representatives and through the Federation selecting members
that reflect a broad spectrum of the community. In those

cases when the majority of the coomission members were
organizational representatives, the Federation often appointed
a steering committee to frame the commission's agenda and
coordinate its activities. Again, the composition of the
Steering Committee (12-15 people} should reflect a broad
spectrum of perspectives.

5. Each system utilizes sub-committees and task forces to address
substantive issues rather than attempting this process through
the commission as a whole. This has also been a more
effective means of involving professional and educators than
creating a separate educators adviscory counsel.

6. The broad commission serves as a forum for priority setting,
policy development, exchange of information, planning
coordination and reviewing the recommer "1t * ins of each task
force.

7. These systems must be adequately staffed. Attention should
be given to available staff support when creating the planning

system.
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8. Consideration should also be given to the strength and time

that can be devoted by community leadership when deciding the
number of subcommittees to be created.

S. The development of a broad community planning system under the
framework of the Federation has often paralleled, and in some
cases has emerged from, transitions in the community's Central
Agency for Jewish Education.

10. 1Integral to each system is a strategy to develop funds beyond
what is available to the general Campaign.

HN/nm
9/24/92
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
Mailing Address: 163 Third Avenus #128  «  New York, NY 10003

Phone: {212} 532-1961 FAX: (212) 213-4078
TELEFAX
TO: Seymour Fox DATE: Octeber 2, 1992

Annette Hechstein

FROM: Art Rotman FAX #: 619 452

Number of pages (including this sheet) __ 9
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DRAFT FOR DISCUSSION ONLY

THE CIJE -- PRELIMINARY WORKPLAN

1992/1993

A. Function, structure and staffing assumptions
The following assumptions guide this plans:

a. The function of the CIJE 1s to do whatever necessary to bring
apbout the implementation of the Commission's decisions. This
includes initiating action, being a catalyst and a facilitator
for implementation The CIJE is not a direct provider of serv-
ices.

The CIJEZ is a mechanism of the North American Jewish Cecmmunity
for the development of Jewish education. QOptimally an increasing
umber of leadexs would see it as their organization for purposes
of educational endeavors.

c. It will always be a small organization with few staff and high
standards of excellence. We assume that its staff will include,
in addition to the executive director and an administrative sup-
port staff, a planner and a chief education cofficer as well as
possibly some addition staff with content expertise.

The p’ 1 ' : based on the assumption that the assignment in-
cludes fundraising for the CIJE and for the CIJE's contribution
to Lead Communities.

B. Establishing lLead Communities

.1e bulk of the CIJE's work for this coming vear, will be the
pro-active efforts reqguired tc establish lead communities, to
juide them and guarantee the content, the scope and the quality
of implementation, and to help raise the necessary funds for the
CIJE's share in their work, as well as for the Lead Communities
themselves (the CIJE's role in funding was debated at the August
meetings ~- I am not sure that this formulation accurately re-
flects the debate).

C. Elements of the workplan for Lead Communities

Immediate: Prewvaration, neqotiationa and launch

l. Prepare written guidelines for Lead Communities (LC), includ-
-ng proposed agreement, planning guidelines, description of the
project and of the CIJE's support role.




. - Prepare CIJE staff for the assignment with LC's and have
eriodic staff meetings for ongoing work. Items 1 and 2 involve

in 7 ' p 1t of the conc . ~ id Communi-
“ies, 1ts tTranslatiol .awo s..cific content ana practice,

Fht N

3. Qffer ongoing guidance and backing to the two support
projects: Best Practices and Monitering, Evaluation, Feedback.

4. Launch the dialogue with lay and professional leadership in
each LC towards an understanding of the broad lines of the
project, an agreed upon process for the project and the formula-
tion of an agreement or contract. The chronolegy is to be deter-
mined. In particular we discussed the guestion of whether we
ought to push for rapid, written agreement, or rather engage in a
joint learning process that would lead to agreement when the
Comnmunities are more knowledgeable. Whatever the decision, the
dialogue with communities would revolve around the concept oxf

ad Community, the terms of the project, the planning and
cecision-making process, the relationship with the CIJE - includ-
ing funding and the twao projects.

5. Work with educators and rabbis in the community: they usually
have strong views, commitments and expectations on which we wilil
want to build.

6. Convene an ongcing {monthly?} planning seminar of the Lead
Communities and the CIJE to further develop and design the con-
cept of LC's. Given the innovative and experimental nature of the
project much needs to be worked ocut jointly, with the best avail-
able talent joining forces for the design and planning work.
This will zalso provide a basis for networking among LC's.

The character of the first meeting, to be convened as soon as
possible, is yet to be determined (e.g. should it be a major
meeting aimed at socializing, acguainting, familiarizing the
‘eadership (lay and profe=ssional) with the ideas, staff, actors,
projects, foundations, related to the CIJE, or should it be a
smaller meeting of several representatives of each community and
of the CIJE (see appendix B for pessible scenario).

7. Set up the various expext contributions of the CIJE:

a> Provide planning guidance and guidance for the community
mobilization process (Community organization and ongoing trouble-
shooting). Prepare guidelines and discuss them with the communi-
ties. Assist as needed in the establishment of a strong planning
group (commititee, commission) with wall-to-wall representation.

b> Negotiate with foundations, organizations and purveyors of
brograms the nature of their involvement and their contribution
t0 Lead Communities. Begin training them for the assignment (e.g.
discuss +the institutions of higher Jewish Learning their role in
in-service and pre-service training, as well as their role Zfor






5) ongoing contacts with coenstituencies (organizations, purveyors

of programs, foundations lay leaders, educators,rabbis)

&) Staff meetings (for planning and discussion of educational
content: twice a year

7} Guidance t key pr jects

8) Networking with educators, organizations and institutioens.
9) Plan the second and third years of the project.

C. Beyond Lead Communities:

Major areas of endeavor of the CIJE and suggested acticn in each
area for the next 12 months (please note: areas 1,2,and 3 below
must be dealt with both at the continental level and in Lead
C munities) :

-- Community Mobilization ard communications

Plan and launch the activities that will help mobiliza communi-
ties, organizations and leaders to Jewish education and create
more fertile grounds for access tc the resources required (beyond
the three communities selected). Areas of endeavor might in-
clude:

* work with the 23 applicant communities to the Lead Communi-
ties project for with any differently defined large agroup of
communities) capitalize on good will, initial interest , local
initiatives. This should initially include a very limited number
of activities —-— until the CIJE's workload permits more. For
example, during the coming year one might convene once or twice
representatives of the communities to share with them two topics:
findings of the Best Practices project and methodology of the
" .nitoring, Evaluation Feedback project

and meeting with programs and representatives of programmatic
foundations (CRB for Israel; Melten for the adult mini-school;
Revson for media; etec...)

* launch a communications pregram that will continue the work
begun with the publication of A Time to Act”.

In too many guarters the work of the CIJE is not known. This
limits our effectiveness, particularly with reference to fun-
draising, and misses on important opportunities for community
mobilization.

This area has not yet been planned and very limited work was done
to date.

-

2. Building the Profession of Jewish education




Iin order to deal w ' ‘“he shortage of gualified educators a

. Lan nee be prepa: 1 concerning- action required
at tne central or continental level. We have deferred dealing
with issues such as a portable benefits plan, salary policies;
what would it take to meet the shortage of qualified personnel in
terms of both pre-service and in-service training (beyond the
grants to the training institutions) etc...In the course of the
current year we may want to begin the planning the work. (I
believe this requires initially an in-house or commissioned plan-
ning piece).

3. Developing a Research capability

Two steps were taken so far: the development of two major re-
search projeczs to support the development effort in Lead Commu-
n; ies (Holtz and Gamoran} and the preparation of a background

iper by Dr.Isa Aron. We have not yet found financial support for
this project.

4. Establishing Lead Communities
(see above).




Fall Seminar -- Some Suggestions

An event to start work, inform, set the terms, create the dia-
logue.

The components might include:

1. General meeting of CIJE and lead community representatives re-
the project in general and CIJE contribution. Includes CIJE and
Lead Community Lay leadership. (10-20 people per community plus
CIJE staff and consultants, as well as lay people for part of the
meetings)

a.Communities introduce themselves, their views, hopes, ideas,
past achievements, etc..

b. ‘he CIJE introduces the present state of the Lead Community
"iea ——- its evolution from the Commission to today. The notion of
.nese communities as spearheads for systemic change —-- for ad-
.ressing the problems of Jewish education/continuity.

2. lay leaders to lay-leaders -~ issues of funding and community
mobilization

3. Vision and goals: presentation and discussion followed by work
with representatives of the training institutions and others who
will be leading this effort.

4, Professionals, educators, rabbis: build upon their work,
conmitments, convictions.

a.discussion of the project, the process, getting to work

b. The Best Practices project: presentation and discussion--
includes consultants on content

¢. Monitoring, Evaluation and Feedback :same

d. Planning :
-~ self study
-— pilect projects
-- one year plan
-—- five year plan

-— The ongoing CIJE seminar
5. networking among Lead Communities

6. Meetings with organizations, purveyors of programs and Pro-
grammatic Foundations: -- to discuss specific interests and
projects: - .

-— in-service training programs

-— CAJE




JESNA

JCCA

the Melton mini-school
-T7 Foundation

etc. .

sessiaon and discussion of next steps




CIJE -- Workplan --Dre¢ Tt

/ 1992 1993 )
Task Name Slart End Sep| Oct|Nov] Dec| Jan] Feb[ M AprlMayl Jun] Jul [Aug[Sep Ocl [Nov|D
Lead Communiities 15/Sep/92| 02/Sep/a3 PSR PT Ty . P R ST D
15/Sep/92] 15/5ep/92 |
Launcli Activilies 15/Sep/92| 02/Sep/93 B R KPR
Prepare wrillen guideiines 15/Sep/82) 20/Ccli92
Wiillen agreement 15/8ep/92| 30/Sep/92
Planning guidelines 15/5ep/92| 20/0cl/92
Negotiale Agreement 15/Sep/92( 30/Nov/82
Presenl project 1o Communily 15/8ep/92) 01/Dec/92
CIJE slall preparalion 15/Sep/92} 01/Dec/92
Launch Moniloring 15/Sep/92| 26/Aug/93
Inlreduce in community 15/Sep/92| 25/Sep/92
Develop feedback loop 156/Sep/92| 30/Nov/g2
Set terms (or first report 15/5ep/92] 27/Nov/82
Feedback from findings 19/Jan/g3| 26/Augrs3
Launch Bes! Praclices 15iSep/92| 02/Sep/B:
introduce 15/Sepl92) I0/MNov/9:
develop method 15/Sep/82! 02/Sep/9s
provide consullanls 15/5ep/82) 02/Sep/93
Vision project 15{Sep/92| 31/Auqi93
develop project 15/3ep/o2| 31/Aug/93
work wilh 1HJL elc.. 15/Sep/92| 26/Aug/93
introduce in_communilies 16/Nov/92| 26/Aug/93
Convene firsl ptanning seminar 01/Dec/92] D1/Dec/92
Communily process 15/3epi92| 26/Aug/93
Work wilh educalors, rabbis 15/Sep/92| 27/1Aug/93
Planning guidance 15/Sep/92 26/Aug/93
Self sludy 06/Nov/82| 30/Aprigd
Flrst year plan 15/5ep/82( 31/0ec/92| P
Filol projecls 08/Feb/93| 08/Feb/93
Five year plan 01/0ec/92| 26/Aug/93 ,- o
Woark with foundations 15/5ep/92| 26/Aug/93 -*_»-tﬁ_
mmt wil}] Ero{graml purveyorsi 15;20[13:22 ggiugigg d“_ﬁ— i i i ey el
ork with_natlignal organizations 15/Seap ug/93 T T AT A
FFunding facilitation 15/Sep/92| 2G/Aun/93 -y_-—_-ﬂmh___'
"\

Pritded: 15/Sep/92
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LEAD COMMUNITIES AT WORK

. INTRQDUCTION

ae CommlSSlon on Jewish Education in Narth America completed its
srk with five reconmendations. The establishment of Lead
camunities is one of thase recommendatians, but it is alsoc the
2208 or the place where the other recommendations will be plaved
2t and implemented. Indeed, a lead community will demonst—=zte
scalliy, how to:

1. Build the profession of Jewish education and +thereshby
ddrass the shortage of gualifled perscnnel;

a Mobilize community support Lo the causa of JSewish

D

L)

lity which will pr

. Cevelor a ressarch capabl s
infora decisions -and

knowledge needed to guide
development. In Lead Communities +his will Dbe
undextaken throuch the rnmonitoring, evaluation and

feecback project;

i

Establish an implementation mechanism at the local

level arallel to the Council for Initiatives in
’

Jewlsh  Education, tae be 2 catalyst for the

implementation of these racsommendations;

The £ifth recommendation is, of c¢ourse, %the lea
community 1tsa__, to function as a local lahoratory fo
Jewish education.

[&]]

a)
r

‘The implementaticn of recommendations at the continental level

: -scussed in saparate documenzs.)

I TEZ SCQPE QF THE PROJECT

1. A2 Lazad Community will be an entira cammun**v engaged ia a
majer development and improvement program’ of its Jewisi educa-

Zlon. Threze model communities will be chesen 42 demonstrate what

can happen where there is an infusien of. outstanding personnel
into the educational system, where the: impertance of Jewisa
sducation is racognized by the community 2nd its leadersnip and
Wners <tThe necessary reasources are sacurad to meet additiecnal
needs. .

mhe v*slon and programs develeved in Lead Comnunities will

denonstrata to the Jewish Communit ty of Noxth America what Jewisi

2 Lt )

LCaTicn at its best can achieve.

o

Zucztion; i




The Lead Community project will invelve all or poss ewish
- i

?c ucation acters in that community. 7Tt is evpecteq

_saders, educators, rabbis and heads o~ educational that lay
% all ldeologlcal si.eams and polnts of viay will lns itutions
The Dlann;ng group of the project, to shape it Participate in
sar< in decisions. 1%, guide it and take
1. The Lead Community project will deal wi

th the major educa-

~ional areas —— those in which most people a
re invaolved
a2t some

ocint in their lifetime:

- Supplementary Schools

- Day Schools

- JCCs

- Israel programs

- Earlv Chllchood prograns

acdditlion +to *thesa arsas, other lelds o=
c communities wi
e particularly i

Adult learning
- Family education
- Surmer camnping
- Campus prograns
- etz...

4, Most or all instituticns of a CiVares will e ¢ )
K .
the program (e.g¢. most or a’l supplenery schools) ~“nvolved in

s. A large propdrtion of the communiyg sayjgp popul
De involved. e

c. YISION

T Lead Communpity wil e characterized ;
" L5 *S aongoing ’nte“est

-4e goals of the project. Educational spigja and lay in
ill projeet a vision oI what the Q= hopes <a Ek:lers
several vears hence, whers 1T wants Lo in Terms o Eh acn_EVn
Xnowledge and benavior of Iits mewne_‘oujq e Jewish

. . -I'lCl T"'
vision could include eTements such as: adul This

— adolescents have a command of spoken Ly,
- intermarriage decreases;
- many adults study classic Jewish texts
- educators are gualified and encaged Jhlng traini
- subplementary school attendance has in;eq dr;matwng11
- a locally prcduced Jewlsh history curnjgg I chaca v;
way the subject is addressed in fornalatlon, nging the
- the.local Jewish press. 1s educating tk
its caverage of kg; issues. 9 T the nigh level of
The vision, the goals, the content of ¢ educa+ i .
adéressad at two levels: =s2en will be




1. At the communal level the leadership will develop and artic-

ulata 2 not  an of where it w = to 2, what it v to a ileve.
2, AT the level of individual institutions or groups of insti-
tutions of similar views (e.g., all Reform schools), educators,

rabbis, lay leaders and ; rents will articulate the educational
goals.

It is anticipated that these achtivities will create much debate
and ferment in the cammunity, that they will focus the work of
the Lead Communities on core issues facing the Jewish identity of
North American Jewry, and that they will demand of communities to
face complex dilemmas and choices (e.qg., the nature and level of
commitment that educational ﬁnst;tut1ons will demand and aspire
to}. At the sznrne time thev will re-focus the educational debatas
on the contant of education.

e Institutions of Highar Jewish Learning, the denominations,
2 rational organizations will join in this effort, to develop
ternative visions of Jewish education. First steps have alrezdy
f=]
n

h g
h Q
1

een taken (e.g., JTS preparing itself to %take this role for
servative schools in Lead Communities).

Dol

@]
!
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D. BUILDING THEZ PROFESSION OF JEWISHE EDUCATION

Comnunities will want to addresss the shortage of qualified personnel

Zor Jewish education in the following ways:
1. Hire 2-3 additiocnal cutstanding educators to holster the -
rength edu :tional practice in the cammunity and to energize

thinking about the future.

2. Cre=atas several new positions, as reguired, in order +to mest
the challenges. For example: a director of teacher education or
Arriculum development, or a director of Israel Programming.

3. Develop ongoing in-service education Icr most educators in
the community, by programmatic area or Dy subject matter (e.g.the
teaching of history in .sunplenentary 5c1ools, adult education in
community cencers). N

4, Invite training institutions and other national rescurces to
jein in the effort, and invite them to undertake specific assign-
ments in lead communities. (E.g. Hebrew Union College might
assume responsibility for in-service eddcation of all Reform
supplementary school staff. Yeshiva University we i do so for
day-schools) % )

S. Recruit hlghly motivated graduates of day schools who are
students at the universities in the Lead Conmunlty To commit

Themsalves to mulux—yeav assignments as educators in supplemen—
<ary schools and JCCs.

b




6. Develop a thoughtful plan to improve the terms of employment
of educators in the community (including salary and benefits,
career ladder, empowerment and involvement of front-line educa-
tors in the Lead Community deve™. oment process.)

Simultaneously the CIJE has undertaken to deal with continental
initiatives to improve the personnel situation.. For example it
works with foundations to expand and improve the training capa-
bility for JTewish educators. in North Anerica.

E. DEVELQPING COMMUNITY SUPFPQRT

This will be undertaken as follows:

b3 Establishing a wall ta wall coalition in each Lead
Community, including the Federacion, the congrecgations, day

=¢..o0ls, JCCs, EXllel etc..

Developing a2 special relationship to rabbis and synagcgues.

-

z. Identify a lay "Champion" who will recruit a leadership
group that will drive the Lead communitv process.

4. Increase local funding for Jewish education.
5. Develop a vision for Jewish education in the community.

6. Involva the professicnals in a partnershins ta develop this
vision and a2 plan for its implemen tion. -

7. Establish a local implementation mecharism with a profas-
sional head.

Encourage an ongolng public discussien of and advocacy for

3.
J~wish education.

b

. TEZZ RQLE QF THE CIJEZ IN ESTABLISEING LEAD COMMUNIT. I

The CIJE, through 1its staff, consuliaznts and projects will
facilitate implementation of programs and will ensure continental
input into the Lead Communities. The CIJE will make the following
available:

1. Best Practices

A project to create an inventory of good Jewish educaticnal
practice was launched. The project will offer Lead Communities
examples of educational practice in key settings, methods, and
topics, and will assist the communities in “"importing,"
"translating,” -"re-inventing" best practices for their local
serttings. .



The Best Practices initiative has several Iinterrelatad

Fimensions. In the first vear (1991/92) the project deals with
st prac 1e foll« B 151

-- Supplementary schools

—— Early childhoed programs

~= Jewish community centers

—— Day schools

-~ Israel Experience programs

It works in the following way:

a. First a group of experts 1in each specific area Is’

recruited to werk in an area (e.g., JCCs). These experts are
prought tocgether to define what characterizes best practices
in their area, (e.g., a cood supplementary school has effec-
tive metheds Zor the Le=ch1.g of Hebraw).

k. The experts fthen sesk out existing examples of good
programs in the field. They undertake sits visits to
programs and report aktout these in writing.

As lead communities begin to work, experts from the &b
team wWill be brought inte the lead cdommunity to of:
guidance about specific new ideas and programs, as well
to help import= a best practice into that community.

2. Monitoring ZEvaluation reedback

The CIJE has established an evaluation project. Its purpese 1is
three-fold:

a, o carry out ongoing monitoring of progress in Lead
Communities, in order to assist comnunity leaders, planners
and educators in =their work. A ressarcher will be commis-

sioned for each Lead Community and will collect and analyze

data and offer it to practitioners for their censideratien.
The purpose of this process is to improve and correct
inplementation in each Lead Community.

b. to evaluate progress in Lead Communities -- assessing,
as time gees on, the impact and effectiveness of each
proqram, and its suitability for replicatiocn elsewhere.
Evaluation will be conducted by a varlety of methods. Data
will be collected by the local researck . Analysis will be
the responsibility of the head of the; .evaluation team with
two purpeses in mind: 1) To evaluats ‘the effectiveness of
individual programs and of the Lead Communlhles themselves
as models for change, and 2) To begin to create indicators
(e.g., level of participaticn in Israel programs; achieve-—
ment in Hebrew reading) and a database that could serve as
“the basis for an ongoing assessment of the state of Jewish
education in North america. This work will contribute in the
long tara to the publicatiecn of a perlodic "state of Jewish
education" rTeport as suggested by the Commission.

-
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c. The feedback-loop: findings of monitoring and
evaliunation ac=ivities will be continuously channeled to
lccal and planning activities in arder to affect them
and acT as an ongoing corrective. In ' -.ls mannexr theres will

be a rapid exchange of knowledge and mutual influence
betwean practice and planning. Findings from the field will
require ongoing adaptation of plans. These changed plans
will in turn, affect implementation and so on.

During the first year the field researchers will be
rincipally concerned with three guestlions:

(a) What are the viasiomns for change in Jewish education
held bv members of the communities? How do the visions vary
among diffsrent individuals or secments of the community?

Heow vacue or specific are thesza visilons?

{b) What is tRe extarnt of communiiy mobilization £
Jewish education? Who is involved, anc wno is not? How bro
is the coalition supporting the CIJE’s efforts? How deep Iis
rarticipation within the various agencies? For example,
hevond a small cors of leaders, 1s there grass-roots
involvement in +the communitv? To what extent 1is the
community mobilized financially as vell as in human
reasources’?

s}
&

H

¢) What is the nature of the professional life of educaters
n this cemmunity? Undexr what ccnditions do teachers and
rincipals work? Foxr exanple, what are theixr salaries and
benefits? Ares school <aculties cohesive, or Iragmentsd? Do
principals have offices? What =re the physlcal conditions orf
classrooms? Is there adminiscrative supgort for innovation
among teachers?

g e~

specific goals exist for lamproving Jewish educaticn, and
disclosing what these goals are. The second and th
questions concarn the "enabling opticns" decided upon
Time to Act= , The areas of improvement Whlichh are essantl
£a “he success of Lead communitlies: mobilizing communi

The first guesticn is essential for establishing th
i

supportT, and building a profession cf Jevilsia educaticn.

Srofessional services:

mhe CIJE will offer professiconal sarvicas to Lead Communities,
including:

a. Tducational consuliants to help introduce besc
practices. '

b. Tield ressarchers for monitoring, evaluation and fesd-—
back, .




c. Planning assistance as requixed,
d. Assistance in mobilizing <the community.
4, Funding facilitation

The CIJE will establish and nurture contacts between foundations
interested in specific progr matic areas and Lead Communities
that are developing and experimenting with such programs {(e.qg.,
the CRB Foundations and youth trips to Israel; MAF and personnel
—raining; Blausctein and research).

S. Links with purveyors or supportsrs of programs

The CIJE will develop vartnerships between national organizations

(e2.g., JCC2, CILAL, JZSNA, CAJE), training instituticons and Lead
amunities. Thesea purveyors will undertake specific assignments
o meet specific needs within Lead Communities.

G. LEZAD CCHMMUNITIS AT WORK

The Lead Community itself willi work in a manner very similar to
that of the CISt. In fact, it is proposed that a lecal "CIJE" be
established to be the mechanism that will plan and see to the
implementation and monitoring of programs.

What will this local mechanism (the local planning grsup) do?
c 2 2ll tThe acuors;

;
1 launch a2n congoing planning process; and
1 dezl with content in the followling manner.

<

—

0
H Il I
r
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. Tt will make sure that the content is articulatad and
s implemented. -

lJ. ]._.I

2. Together with € & Bast Practices project
ar © wii’ T+ ChieZ Ed T =, it will integra :
varigus content and Drogramma crcmponents into a wnaole,
Tor example: 1t will integrate fcrmel and infermel prograns.
It will see to it that in any given a*ea (e.g., ZIsrael
exmerienca) the vision piece, the goals, 'are articulated by
The various actors and &t the various levéls: '
- by individual institutions -
-- by the dencminations ,
- by the community as a whole. d

.

Y

In addition, dealing with the content will inveolve having a
"dream department" or "blueskying unit,"  aimed at dealing
with innovations and change in the programs in the communiiy
(this is elaborated in a separate paper).
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. LAUNCEING TEE LEAD COMMUNITY --— YIAR ONZ

During its £irst year (1222/93) the project will include <the
ftoillreing:
1. Negotiate an agreement with the CIJE including:
2. Detzil of mutual obligations;
b. Process issues -- working relations within <the
community and between the community, the CIJE and other
organizations
c. Funding issues;
Y d. ther.
2. Establish 2 local planning croup, with 2 proifessional stall
znd with wall-tTao—-wall renoresentation.
3. Gearing-up acktivities, e.g., prepare a l-year plan,
undertake 2z salf-study (ses € below), prepaze z S-year plan,

\
[

4, Locata and hire severzl outstanding educators Ifrom cutside
The commnunity To begin weork the Zollowing yeaxr (13993/94).

5. Pr2liminary implementation "of pilot projects +that result
Z-om Dprior studies, incsarests, communal priocities.

6. Under<ake an educational self-study, as part of the plann
activities: - :

Most comnunities have recently cocmpletaed sccizl and demographic
stucdies. Some have begun to deal with %he issue of Jewish conti-
nuizy and have taskforce reporcts on these. Teachers sTtudlies exist
in some communities. All of tThese will be inputs iInto the self
study. However, the study itself will be designed <To dezal wit

(5

“he important issues oI Jewlsh education iIn that communily. It
+ 11 Include scome of the fallowing elements:

a. 2ssassment oif needs and of target croups (clients).

b. Rates of participacion.

c. Preliminary assessment of the educators in the community

(e.g., their educational backgrsunds).

The salfi-study will be linked with the wozk of the monitoring,
evaluation and Zeedback vroject.

Some of the definition of the study and some of the data collec-—
tion will be undertaken with the help of that project’s field
Tasearcier. . _ :

* T *® T *® k w® %

[#3}
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August 4, 1992

The Best Practices Project
Progress Report and Plans for 1992-93
Barry W. Holtz

Introduction
In describing its "blueprint for the future," A Time to Agt, the report of the Cornmission on

Jewish Education in North America, called for the creation of "an inventory of best
educational practices in North America” (p. 69).

The primary purpose of this inventory is to aid the future work of the CIJE, particularly as
it helps to develop the group of Lead Communities which will be selected this summer. As
the Lead Communities devise their educational plans and put these plans into action, the
Best Practices inventory will offer a guide to Jewish educational success that can be
adapted for nse in particular Lead Communities.

In addition, the Best Practices Project hopes to make an important contribution to the
knowledge base about North American Jewish education by documenting outstanding
educational work that is currently taking place.

The Best Practices Project as of today

This past year has been spent in designing a methodology for conducting a project that has
never really been done in Jewish education before in such a wide-scale fashion. How do
we locate examples of best practice in Jewish education? As the year has proceeded both
an approach to the work and a set of issues to explore has evolved. We began by

identify _ the specific programmatic "areas” in Jewish education on which to focus. These
were primarily the venues in which Jewish education is conducted such as supplementary
schools, JCCs, day schools etc, A best practices team is being developad for each of these
areas, These teams are supervised by Dr, Shulamith Elster and me.

We have come to refer to each of the different areas as a "division,” in the business sense of
the word. (Thus the Best Practices Project has a supplementary school division, an early
childhood division, ete.) Each division’s work has two phases. Phase 1 is a meeting of
experts to talk about best practice in the area and to help develop the criteria for assessing
“success”; Phase 2 is the site visit and report writing done by members of the team.

This year four different divisions were launched. We began with the supplementary school
primarily because we knew that a) there was a general feeling in the communisy,
particularly in the lay community, that the supplementary school had not succeeded; b)
because the majority of Jewish children get their education in the supplementary school
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and because of that perception of failure, the Lead Communities would certainly want to

address the “problem" of the supplementary school; ¢) as the director of the project, it was
the area in which 1 had the most experience and best seuse uf whow I vowld rum to for
assistance and counsel,

As I reported earlier this year, a group of experts was gathered together to discuss the issue
of best practice in the supplementary school. Based on that meeting I then wrote a Best
Practices in the Supplementary School guide (see Appendix). A team of report writers was
assebled and assignments were piven to the team to locate both good schools and good
eler..znts or programs within schools (such as parent education programs).

We currently have a team of seven people looking and writing reports (see Appendix), By
the end of the summer we should have the reports on ten schools as written up by the
group members. The first results indicate that, indeed, there are successful supplementary
schools and we are finding representative places that are worth hearing about and seeing.
In the spirit of Professor Lee Shulman's talk at this year's GA, we have discovered real
exarnples that "prove the existence” of successful supplementary schools. These are sites
that people in the Lead Communities can look at, visit and learn from.

In May Dr. Elster and ] 1aunched our second division, early childhood Jewish education.
We met with a group of experts (see Appendix) in this fizld and following up that meeting I
wrote 2 Guide to Best Practice in Jewish Early Childhood Education . Many of the
members of the group have already agreed 10 join our team of report writers. The writing
will take place in September and October.

A third division, education in the JCC world, is in the ea-ly stages of development. Dr.
Elster and I met with a 1eam of staff people at the JCCA, Mr, Lenny Rubin of the JCCA is
putting together a graup of JCCA staff and in-the-field practitioners to develop the Phase 1
"guidelines” for this area. We will work with themn in writing up the document. After this is
completed (in the fall) a team of report writers (from that group and others) will be
assembled to do the actual write-ups,

Finally, a fourth area-- best practices in the Israe]l Experience-- has been launched thanks
to the work of the CRB Foundation. The Foundation has funded a report on success in
Israel Experience programming which was written by Dr. Steven M, Cohen and Ms, Susan
Wall. The CLJE Best Practices Project will be able to use this excellent report as the basis
of further explorations in this area, as needed by the Lead Communities.
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Next Steps: The 1992-1993 Year

New Areas

As mentioned above, we should have repons of the Early Childhood division completed in
the early fall. The JCC division should be operationalized in the fall. During the 1992.3
vear we also plan to launch the following areas: day schools, adult education, etc. Each
presents its own interesting challenges. Of these we have already begun to planina
preliminary way for the day schools division. Here the goal is to gather together exper:
from the academic world of Jewish education (like our supplementary school group) as
well as actual practitioners from the field. The current pian is to have each school that is
written up be analyzed for one particular area of exceflence and not for its over all
"goodness." Thus we would have X school written up for its ability to teach modern
Hebrew speaking; another for its text teaching; another for its parent education programs;
another for its in-service educarion, et¢.

Documentation

Anotber task that needs to be considered is finding more examples of best practices within
those areas that we have aiready looked at, or to look at the examples we currently have in
even greater depth, This applies particularly to supplementary schools because we will
have only explored ten schools and programs and there is such a wide range of
supplementary schools across America that we ought to have some more breadth in this
area. A similar case could be made for early childhood programs.

At the time of our first exploration of supplementary schools, we sent a lerter 10 all the
members of the Senior Policy Advisers asking for their suggestions. In addition, we worked
with Dr, Eliot Spack, Executive Director of CAJE, 10 send a similar letter 1o "friends within
CATE." Because of these initiatives we now have a list of 20 to 30 Hebrew schools that we
might want to investigate,

Dr. Jonathan Woocher, Executive Director of JESNA, has asked the following question:
"for the purposes of the project, how many examples of best practice do you really need in
any one given area?” Do we need to have ten reports of supplementary schools or twenty
or sixty? Another question might be raised about the “depth” of the current reports. Many
of the report writers have said that they would like the chance to look at their best practice
examples in more detail than the short reports have allowed. 1 bave called this the
difference between writing a "report” and writing a “portrait” or study of an institution.

The research component of the Best Practices Project would certainly weicome either
greater breadth or greater depth, but at the present moment we believe that the first
priority is to answer another question: What do the Lead Communities need? After
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meeting with the representatives of the Lead Communities that are chosern, we will have a
better sense of the next stages of the Lead Community Project-- what the planning and
implementation needs will be. At that point we will be able to decide the best direction
the documentation should move in,

Y ead Communities: Implementation-- and How to do it

Aside from launching the other divisions mentioned above the other main initiative of the
Best Practices Project for the coming year will be thinking through the issue of best
practices and Lead Communities, Professor Seymour Fox has often spoken about the Best
Practices Project as creating the “curriculum” for change in the Lead Communities. The
challenge this year 15 1o develop the method by which the Lead Community planners and
educators can learn from the best practices that we have documented and begin to
introduce adaptations of those ideas into their own communities. This can occur through a
wide range of activities including: site visits by Lead Community planners to observe bast
prasctices in nction; visits by best practices practitioners ta the T 2ad Cammunities!
workshops with educators m the Lead Communities, et¢. The Best Practices Project will be
involved in developing this process of implementation in consultation with the Lead
Communities and with other members of the CLJE staff,

From Best Practice 1o New Practice

On other occasions we have spoken about the need to go beyond best practices in order to
develop new ideas in Jewish education. At imes we have referred to this as the

"departrr 1t of dreams.” We believe that two different but related matters are involved |
here: first, all the new ideas in Jewish education that the energy of the CIJE and the Lead
Community Project might be able to generate and second, the interesting ideas in Jewish
education that people have talked about, perhaps even written about, but never have had
the chance to try out. It is likely that developing these new ideas will come under the
rubric of the Best Practices Project and it is our belief that the excitement inherent in the
Lead Community Project will give us the opportunity to move forward with imagining
innovative new plans and projects for Jewish educational change.
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APPENDIX

Team Members: Best Practice in the Supplementary School
Report Writers:

Ms, Kathy Green (Reconstructionist Rabbinical College, Philadelphia)
Ms. Carol Ingall (Melton Research Center and BJE, Providence, RI)
Dr, Samuel Joseph (HUC-Cincinnati)

Ms. Vicky Kelman (Melton Research Center and Berkeley, CA)

Dr. Joseph Reimer (Brandeis University)

Dr. Stuart Schoenfeld (York University, Toronto)

Dr. Michael Zeldin (HUC-LA)

Additional Consultanis:

Dr, Isa Aron (HUC-Los Angeles)
Ms, Gail Dorph (University Of Judaism, Los Angeles)
Dr. Samuel Hellman {(Queens College, NY)

Team Members: Early Childhood Jewish Education

Report Writers
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FROM: Barry Chazan
RE: Best Practices and Life

It vas great seeing you twice at JCC Association during my
re nt trip. Indeed, I am pleamed that you have increa:t gly
become 2 *ben bayit”™ in the center vorld and that the center
world hao been able to profit from your vork, Also,l am pleased
that it has enebled us to spend more time together.

I thought that the Wednesday meeting with you and Shulasmit
wvas excellent. It breaught cut tha best in the JCC peaple and
eanabled them tc reflect on imsues and on & level in avay that
imn‘’t slvays posmsible.

Indeed, they got guite teken with the ides of JCC being
able te develop msome more sarious kind of "study® (the album
idea) @I venues and "culturea” of outstanding Jevish edugational
worlds in JCC’e and the idea vas discussed in greater detwsil on
Thursday by the two key execs of the agency. The idea of CIJE
financing that vwae briefly <flomsted at our Wede. meeting
intereated them and there 18 a good chance that ve could put
together a nice study project (vhieh I vould do since I am taking
& leave Ifrom teaching next vesr) if they can get some Zunde for
it. To the extent that you can comment on this (thia is an
informal “*schmooze® betveen us): do you think that there is a
resl pomsihility of CIJE funde for thig, and if mp, in what
range? I believe that wve might be able to put together semething
valusble here if we can recruit some msupport funds Zfor it.
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From: @d"f}' HC’H?’ ‘
|

Date: ] W?Cflr_ A

Total pages including this ome: _/

RE: - )

*If you experience difficulty transmitting to this FAX number,
please uga thae JTS pain FAX number as an alternate:(212) 678-8947.
Kindly indicata that this message should be forwarded to the Melton
F sarch Center. Thank you.
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To: Mort Mandel, Isa Aron, Adam Gamoran, Mark Gurvis, Steve
Hoffman, Jack Ukeles & Jim Meier, Jon Woocher, Seymour Fox
& Annette Hochstein

From: Barry Holtz

Friends,

The enclosed article just came out in the new Melton Journal.
Since it deals with issues that have come up in our CIJE work,
and indeed discusses some of our projects, Shulamith suggested
that I send out a "reprint" version to each of you.

Many thanks to Seymour and Annette who first suggested that I
read the sSmith and 0’day article discussed in the article.
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Prospects for Innovation in Jewish Education

By Barry W. Holtz

t would not be an exaggeration to say

zpat the issuc of change and innova-

tion has been the dominant concern

In American educational writing for
lhc_past two decades. In fact, as one recent
al:uclc_put it, “Willk  Torrey Harris
wnose influence waned in the early 1900s,
was the last major figure in American edu-:
cation not identified with change™!

Of course the term “change” means dif-
ferem things 1o different writers, For some
it means finding ways to change the cur-
~~nt nedagogig practices nsed in schools.

; writers change «

Lthrough new curricular mfterials ot:igsclri
er education programs (either in the “pre-
service” phase of teacher trainingp or
through innovative “inservica” programs)
For others it means focusing on issues of
personal growth either for students or
Iea.chers. For others still, it suggests devel-
oping systems through which educational
Structures such as schools can avoid being
lock;d into rigidity. Change in this last
case is n matter of administrative and sys-
temic fiexibility. !

Although the literature empioys ail
three of thesa meanings for charge, by far
the most prevalent usage is the first:
change means introducing new ways of
teaching and learning into educalional set-
tings. The search for the “new and
improved” is a particularly Amcrican con-
cern, of course, but in a ceriain sense, this
enommous emphasis on change poinis 1o 2
deeper malady: any educational system
which so obsessively looks toward change
must have considerable doubts about its
own suceess or effectiveness! Jewish edu-
cation, too, shares these doubts, thus the
literature on change and innovation has
significant implications for our work as
well, What does contemporary writing
about change tell ug? And in what way is
this research relevant to the situation of
Jewish education today?

The process of change, a3 undersiood in
the manner that we are using it here,
essentially consists of three refated phases.
First, the educational setting must sense
dissatisfaction with the way that seme-
thipe is currently operating. Second, an
ajte  tive educational mode must be pro-
posed, whether itbe a method of weaching,
a conception of subject matter, & vision of
educational organization, or anything else.
"The alternative mode may be a new cre-
ation or it may be adaptation of an idea or
approach currently in practice (this is
sometimes called the “best practice”
approach) el s. Finally, the innova-
tion must be iniroduced into the field,
tested and evaluated. Thus, to choose a
well-known exampie, the dissatisfaction
with the teaching of science in American

. public schools in the late 1950s, spurred or

by the Russian Sputnik launch, led to the
creation and implementation of the “ne¥
science” curricula of the period?

Of the three stages of change it is th
jast—the jmplementation phase—that ha
engenderad the most research. The reaso
may be obvious: there is no dearth ©
information about phase ane, dissatisfai
tion with education (both in general an
Jewish contexts). And in the general ed'
cation field there is certainly a good de
of literature proposing innovation «
delineating best practice. The dep
question is something else: why—with
of our discontent and with ali of the ma
proposals that pecple have made for int

Barry W. Holta is co-director of the Mel
Rescach Center and an editor of this Journa.
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vation~——why has so little changed? As
Marshall 5. Smith and Jennifer G'Day,
authors of an important recent essay on
the topic, have put it:
The past decade has seen a blizzard of
reports, Federal and state legislation,
and local efforts designed to siem the
“rising tde of mediocrity” in US edu-
cation. ...

Yet for all this effort, evaluations of
the reforms indicate only minor
changes in the typical school, either in
the nature of classroom practices o7 in

achievement cutcomes. . . . For the
most purt, I0¢ processes ana content

of instruction in the public school
classrooms of today are little different
from what they were in 1980 or in
1970....2 '

Smith and O'Day are by no means the
first to raise this kind of complaint. Their
" ns echo one of the classic works in
the tieid, Seymour Sarason’s The Culture
of the School and the Problem of Change
{Allyn and Bacon, 1971). It was Sarason
whbo nestly sammmed up his thesis by ask-
ing: why is it true that in education the
more things change, the more they remain
the same? As a social psychologist, Sare-
son saw the answer in the nature of human
interactions in fixed structures such as
schools.

Sarason pointed out that work in
schoois proceeds by a set of established
frameworks and ways of acting which he
termed “regularities.” Some regulanties
are “programmatic,” that is they relate to
the spedific programs of the school (some-
times the state or distriet mandates
tbese)-—such as the number of hours that
certain subjects meet, the dismissal time,
the report cards, etc. Other regularities

naviorz|”  hey concern those spe-
cific activities which tend to be on the
“small scale” such as the number of ques-
tions that teachers ask students when run-
ning & class. In both cases, Sarason
pointed cut, the estahlished patlerns of
action are very difficult to change, When
Serason as a researcher began raising
issues about the pature of both programs
and behavior, he faced enormous re-
sistance,
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Sarason would challenge his listeners by
playing the role of a visitor from Mars
who asked the most basic questions about
why we do the things we do in schools. He
pushed people to think about “what is the
universe of alternatives that could be con-
sidered” and “what is the intended out-
come of the programmatic regularity.™
He was especially concerned about situa-
tions in which there were programs in
place for many years, when the way things
were done seemed to be the only way that
one could do them, What Sarason discov-
ered from these exercises of analysis and
questioning was that the naormal mades of
behavior were o powerful that people
often could see no other way of acting,

We know the phenomenon of regulari-
ties well from Jewich education. For
example, many aspects of the program at
Camp Ramah (how Shabbat meals are
done; prayer; orgapizational structure;
classes, etc.} have often seemed inviolate,
These are the way things have to be done.
If you ask why, you can often get a host of
interesting answers, but more often than
not, lurking behind them is the real point:
because it's the way things have always
been done,

Or consider another example: Some
years ago the Melton Center tried to
argue in its curriculum for Holi

days/Mitzvot/Prayer that Hebrew schools
should eliminate the school-wide model
seder. The curriculum writers made a
strong, and 1 believe convincing, case for
the change. The problem was no one
would accept it. The model seder was
torah min ha-shamayim—to change it, (o
eliminate it, was impossible, no matter
how incisive and compelling our argument
was.

Sarason's book was 8 powerful report
on the prablems of innovation, but one
reads it almost with a sense of hopeless-
ness. Can nothing make a difference?
Perhaps Sarason’s psychological arienta-
tion exacerbates the despair by giving his
presentation an air of inevitability: this is
how human being behave; there is little we
can do about jt. More recent writers, how-
ever, have tried to explors the question of
chenge from different perspectives to see
it there may be some way in which change
can effectively be implemented.

Probably the most famous of ail the
recent explorations of change in schools
was the project launched by the Rand
Corporation in the late 1970s, usually
called the “change agent”™ study.* Recendy,
onc of the principal rescarchers in the
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change agent study, Milbrey W, Mc¢Laugh-
lin, revisited the Rand study to reflect on
what the passage of 15 years bad meant 1o
her view of the original work’ The article
provides both a useful summary of the
carlier findings and thoughts by the author
on which of those findings have held up
and which have not.

Cne of the important findings of the
original study had to do with the relation-
ship between “outside” agents for chbange
and the internal staff of » school. The orig-
inal study pointed out the many inadequa-
cies of the typical “top down" approach 10
uuplemcniiug tiunge. Rand argued that
projects planned in a ¢ollaborative way
with teacbers and siaff work better than
¢either top-down or bottom-up approaches
to inservice work.

Although McLaughlin's new thinking
does not reject the ofiginal finding about
collaboration as the optimal model for
inservice work, she now amends that posi-
tion and argues that sometimes “belief fol-
lows practice”, That is, it is possible for
the outside agent to come in and “con-
vert” the on-site peopie to the need for
change, even if the insiders didn't invent

or call for the new program or change to
he implemented.

The “new" Rend, likewise, is much less
skeptical about the role of “cxternal
agents and their ability to promote posi-
tive change in local practice.”* The rzal
key, McLaughlin points out, is that the
outside consultanis must not impote a
standardized practice from above, but
rather must recognize the importance of
“mutual adaptation,”

The other main emphasis in the new
Rand echoes other recent writing about
the change process—the need to view
change as part of a large scale effors rather
than attempting to introduce smali bits of
innovation in & piecemeal way. As
McLaughilin states toward the end of the
article, “special projects focused on single
issues ignore the systemic and intercon-
nected conditions that influence classroom
practice.” And “reform needs to be sys-
temic and on-going.™

The issue of systemic changeis aiso dis-
cussed perceptively by Larry Cuban in an
article that explores the reasons for the
failure of school reform. Cuban sugges:s
that we can define rwo types of change—
“first-order changes” are those which
change particular practices in schools,
“without disturbing the basic organiza-
tional features, without substantially alter-
ing the way that children and adulis
perform their roles,™ Such changes might
include “raising salaries . , . selecting bet-
ter textbooks . . . and introducing new ver-
sions of evajuation and training.™
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Second-order changes are more radical.
‘They effect the deepest structures of
schools themselves. They “introduce new
goals, structures and roles that transform
familiar ways of doing things into new
ways of solving persistent problems.”"
| These might include open classrooms,
voucher programs ot teacher-run schools.
It is this type of radical change which
schools have resisted most powesfully.
The prablem, Cuban argues, is- that
reformers tend to underestimate the prob-
! lems of inroducing second-order change,
and in doing so they make promises that
cannot be fulfilled. “For those who seek

fundamental, second-order changes that
will sweep away current structures and
start anew . . . basic social ond political
changes would need 10 occur outside of
schools™ (emphasis his),"" What Cuban
ralls for is “clearer and more modest
35 of what is possible within current
stru..ures of schooling,"™
Nothing more characterizes the recent
literature on change then the focus. such
as Cuban's, on the ways to effect the strue-
tures of institutions, One of the best exam-
ples of a “systems™ approach to change is
the article by Smith and O'Day mentioned
previously. These two writers argue that
current research has shown certain basic
charactenstics of good schools—*a s¢hoo!
wide vision and school climate conducive
10 learning, enthusiastic and knowledge-
able teachers, a high quality curricutum
and instructional strategies, a high level of
engagement, shared decision-making, and
parental support and involvermnent.”” The
probiem, then is not that we don’t know
what works; what we nced to discover is
“why aren't more of our schools like this?
...why are these schools so exceptional
r >vilnerable?™
rur Smith and O'Day the answer is that
most refarms which have been iptroduced
have not touched the basic structures of
schools; they have been scattershot and
unintegrated. Smith and O'Day want 1o
sec approaches that hit the basic organiza-
ticnal modelities of schools: “If the new
reform movement is to have a lasting
effect on what happens in the classroom, it
will thus have to overcome the current
fragmentation of the system and provide a
coherent direction for change and the
resgurces 1o accomplish those changes.™$
In their article they try to outline what this
wauld mean. By and large the recommen-
dations of the Smith and O’Day article
aim at utilizing the power of states (rather
than local authorities) to “design and
orchestrate the implementation of a
coherent instructional guidance system.”
Here is how they sum up their ideas:

The comersione of the system would
be a set of chalienging and progressive
curriculum frameworks. The frame-
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works would be develaped through a
collaborative process involving master
teachers, subject matter specialists,
and other key members of the state
community and would be updated on
a regular basis. . . . The state would be
responsible for establishing a set of
challenging student achievement
goals. based an the frameworks.
Teachers and other Jocal school pro-
fessionals would be responsible for
designing and implementing the cur-
riculum and pedagogical strategies for
their schools. . | to best meet the needs
of thelr particular students.'s

In addition, Smith and O'Day argue.
these “curriculum frameworks"” would
form the basis of both preservice and
inservice education programs by giving
the planners of those programs a clear
sense of the goals that would need to be
achieved in helping 1eachers grow and
develop,

Smith and O’Day are not, I believe,
calling for “second-order” changes in the
way that Cuban has describec this phe-
nomenon, They are hoping to improve
what currently cxists rather than seeking
to reconceptualize the wbole notion of
schools and schooling, In that sense one
might believe that what they propose has
the possibility for success. As Cuban bas
suggested, most reforms since the turn of
the century have succeeded (o the extent
that they supported and improved “the
quality of what already existed—what had
come to be called traditional sthooling—
and not to alter the existing organizational
structures.”’

But to my mind Smith arnd O'Day are
averly optimistic in believing that the state
could take such an active and pasitive role
in determining curriculum, learning objec-

tives and tescher education programs, °

They very much want to retain the locat
autonomy of teachers by saving that the
state should merely set the frameworks,
and that the local school will plan the cur-
riculum. Yet in real life it is unlikely that
this subtle distinction will be maintaioed,
We are more likely to get, 1 believe, at
best a rather flat and uninteresting set of
“objectives” with no bite or content or at
worst the serious meddling into edueation.
al planning that will completely diseniran-
chise the teacher, I hope Smith and O'Day
are right, but I don’t hold much hope their
pian will be implemented with the serious-
ness that they recommend. Without that,
it seems unlikely to me that it will work,

Looking at their aniicle, however, gives
us a sense of the ways that Jewish educa-
tion both resembles and differs from edw
cation in the public sector and suggests
ways that the issue of change may be
approached within the field of Yewish
cducation.
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To begin with, of coutie, like the field
of general education in America, thereisa
good deal of dissatisfaction with contam-
porary Jewish education and the desire to
implement change is in the air. American
education has seen a piethora of repornts
and recommendations during the last
decade and a half in which a number of
ideas for change have been articulated.”
The nearest thing to such a report that we
have in the Jewish community is the
recent publication of the Commission on
Jewish Education in North America, a dis-
tinguished panel of community Jeaders,
institutional professionals and academi.
¢ans. The Commission's report. A Time 1o
Act, outlines the crisis in contemporary
Jewish education and sounds a call for
change and innovation. Thus like Ameri-
can education, Jewish education has
entered the first phase of change—deter-
mining that something is wrong.

When we turn toward the second phase
of change—ideas for innovation and prac.
tice—the situation differs from what we
have seen in American education. To take
the Commission on Jewish Education as
an cxample, we note that unlike reposts
such as the Carnegie Commission or 4

Nation at Risk, A Time 1o Act, does not
outline a specific agends for change
beyond 1wo important recommendatians,
namely the need for “building community
support” for Jewish education and for
“building the profession” of educators
through recruitment, training, and tech-
nigues of retention, The Commission
refused to choose specific “programmatic
options” for change (e.g. focusing on day
schoels or early childhood education or
media for Jewish education), although it
listed twenty-three such options that had
been raised in its meetings.

Insiead the Commission called for
esiablishing & group of model Lead Com-
munities. “local laboratories for Jewish
education” in which the best ideas avail-
able ahout educational practice woulid be
tried out, It seems that twa factors influ-
enced the decision net to choose specific
programmatic approaches. First, the Com.
mission wished to hold on to the unusually
broad-based coalition that it had meanaged
to assembie. Had it opted for some pro-
grams over others, it might have endan-
gered that delicate balance. But beyond
that specifically structural agenda, some-
thing more important was at work here.
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.jon over another because it did not
ow which one fo choose. In other words,
¢ state of Jewish educational Tesearch
d the panicular nature of Jewish educa-
on and its issues (as opposed to general
ucation) is such that we simply do not
ow whether an investment in, say, early
ildhood education is better than invesl-
g in college age students or curricuium
form. We have opinians or hunches, but
cre is no inherent logic by which the
fficacy of one option over another could
¢ proved.

A century of research in general educa-
ion has led to conclusions about what
Lorks and what doesn't, But the goais of
ewish education are different from gener-
| education, especially when the stakes
aised by the Commission's report are 50
1gh: nothing less than the continuity of
he Jewish peopie. In those arcas in which
ew -n - Augation closely resembles gener-
pe .o .on (such as day school educa-
lion), we might be able to extrapolate
trom ane to the other and say that in so
far as any school is still a school, we cin
guess what would probably work in a Jew-
ish day school.

But nothing in general education can
Hetermine what will help children identify
with lsrael or learn to experience prayer
or cclebrate the Jewish life cycle. At this
\ime we do not know what aspects of Jew-
ish education, if any, will really enhance
the possibilities for longterm Jewish conti-
nuity. Thus the call for the establishment
of living laborataries through the Lead
Communities takes the term quite literal-
ly: perhaps by such experiments, by blend-
ing options in interesting ways, we can
hegin to figure out what really will meke
{or success.

Whe-- the research in general educa-
4 oe helpful is in the issues of the
third phase of change—implementing
innovations. First, the findings of the
Rand sludies seems to urge us toward 8t
least a certain level of boldness. MeLaugh-
hin points out that "ambitious efforts were
moare likely to stimulate teacher change
and tnvolvement than were modest, nat-
row projects.™'* At the same time she
wamns llhal lhese changes need to be intro-
duced in 3 way that they wauld not over-
whelm the implementing system. To me
this suggests that it is important to think
g;‘;:‘;g-f:: {;:: sheridous apd significant
cateiul (o builg :z education, but to be
these changes in a pport and structure for

meticulous snd carefully
consiructed fashion,
“‘;‘;":Q"::“Rand tindings stating that out-
lmpiemenm:a':hs can_be of assistance in
| for innova:ign \::83_15 also 2 hopeful sign
1K in Jewish education.

side consultants must wark in an “adap--
tive" way with the local constituents is
something that we must take guite seri-
ously. In Jewish education, even more
than in general education, we tend to
believe (apd perhaps accurately) that
there is a great paucity of expertise at the
local level, Many teachers, for exemple, in
the supplementary schools are not pro-
fessionally trained or see themseives as
»avocational™; a similar situation obtains
in much informal Jewish education.
Nanetheless, tbe need to adapt to the spe-
cific setting to work collaboratively with
the local personnel is crucial to success. As
McLaughlin puts it, “Rand's conclusion
that local choices about how (or whether)
to put & policy into practice hzve more sig-
nificance for policy outcomes than do such
policy features as technology, program
design, funding levels or governance
requirements. Change consinues o be a
problem of the smaillest unit® (emphasis
mine).®

Finally, we must heed the warming that
a focus on single issues is unlikely to pro-
duce significant results. Change needs to
be broad, systemic and on-going.

But what are the means of moving the
system toward cbange? Jewish education
exists both on a different scale from gen-
eral education and within a different orga-
nizational system. Thus it is unclear if tbe
suggestions in the article by Smith and
O'Day ¢an be of assistance in thinking
about Jewish education. Smith and O'Day
assume an educational {framework which
is under the supervision of public officials
and under the control of state authorities.
Their idea is to use that legal structure as
a way of goading the system inte action.
Whether such ap approach can be success-
ful is irrelevant to our concerns here; what
matiers is that essentially Jewish educa-
tion is a voluniary system that has few of
tbe enforcement controls that general
education does. By comparison to public
education with its legal controls, the
Jewish Federation framework is a weak
enforcement agency and while certain
financial power is in the hands of Federa-
tion, much of Jewish education (for exam-
ple. congregational scbools) answers
primarily to itself and not to any outside

agency.

LN COurse, tmes-= noy NECessarily os
Unlike the complex 1egal and bureaucrat
structures of public education, Jewish ed
cation is (at least in theory) significant
leaner and easier to move. Jewish educ

' ' ' T ¢
5eCOnO-OTOEr cnanges wauau LArry Lub:
has discussed.

It seemns to me that the particular natu
of the concerns of Jewish education mi
help lead toward reform. 1 see this in t»
slmost contradictory ways: First, becau
of the sense of erisis engendered by tt
trecent CIF National Jewish Populatic
Survey,® particularly around the issue
intermarriage, there is a considerab
interess in viewing Jewish education as
means of ensuring Jewish continuity fi
the next gencration. An impetus towa.
change may emanate out of both the an
cty created by the CJF study and the pe
ception that until now Jewish educatic
has failed. In other words, the leadersh
of the community may fee! that if il
future of the Jewish people is to be pr
served, we must now introduce serio
change into Jewish education.  ~

Ironically, change may also be possib
because of another tendency as we
Namely, the very marginality cf Jewi:
education in the lives of most Jews, Tt
factor might work in the following way:
public education every proposed chan
calls forth an enormous hue and cry. Maj
potlitical batties are fought; special intere:
protect their turf; unions and minoritic
parents and ieachers view any possit
change with 2 great deal of sericusness
often suspicion. Moreover, in a certz
sente the entire system in set up ina w
that will not allow change 1o happen®

But perhaps in Jewish education chan
can happen more easily because the stak
are perceived as being so tow! That
except for the leaders of the commun’
who are disturbed by the CJF study a
who hope that education may be able
siem the tide of intermarriage, mc
American Jews find Jewish education
be rather Jow on their list of priorities.
certainly not as high as the public or p.
vate education that their cbildren are gt
ting. It is this {atter form of educatic
after all, that will get their kids into e
leges and careers, Jewish education, {
most of American Jewry, may be a kind
barely toterated frill.

Because of that very fect, howeve
because the concertr is low, changes in 1!
system of Jewish education, even maj
second-order changes, have the kind
chance to be introduced in a way th
would never e able to happen io pub
education® No matter what the motiv
tion much will depend on whether we, !
Jewish educational community, have @
will, the imagination and the boldness
aim for serious chiznge.
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The Troubled Crusade (Basic Books,
1983), pp. 228-232, and Lawrence A,
Cremin’s The Transformation of the
Schoo! (Knopt, 1961) p. 347.
Marthall . Smith and Jennifer O'Day,
“Systemic School Reform,” in Palitics of
Education Associztion Yearbook 1990,
p. 233.
A well-known tummary of the Tesults,
“Staff Development and School Change™
by Milbrey W. McLaughlin and David
Marsh, appeared in Siaff Dewlopment,
edited by Ann Liebermean and Lynne
Miller (Teachers College Press, 1979),
Educational Researcher Volurme 19:9
{December 1990}, pp. 11-16.
McLaughiin, p.13.
Tbid., 15.
Larry Cubsn. “A Fusdamentsl Puzrle of
Schoo] Reform™ in Phi Delta Kappan 68:5
(January, 1988), p. 342. The termy come
{from » book by Paul Warziawick, John
Weazakland and Richard Fiseh, Change:
Principles of Problem Formation and
Probiem Resolution (Norton, 1974).
Ibid.
Thid.
Tbid., p. 244
Ibid.
Smith and Q'Day, p. 236,
Ibid.
1bid., p. 245.
Ibid., p. 261.
Cubar, p. 343,
Thay include: 4 Namion ar Risk (National
Commission on Excelience in Educstion;
1983), High School (y Erest Boyer, for
the Carnegie Foondation for the
Advancement of Teaching; 1983), A Place
Caifed Schoo! (by John Gaudlad; 1983},
Tomorrow's Schools (the Holmes Group;
1990), etc.
Mcl.aughlin, p. 12.
1bid.
Barry Kosmin, et el,, (Council of Jewish
Federations, 1990).
Cuban discusses this in enother article,
“Reforming again, again, and again” pub-
lished in Educational Researcher 19:1
{1990),
Oddly cnough, for that very reaten, it is
the srea of day school education that we
may see the least openncss to change.
Since day schools are not only responsibie
{or the Jewish education of children, but
for their general education as well, parents
may be much more wary of introducing
secand-order change into the day school.
There the stakes are perceived 83 being
“Higher™!
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TO: Art Rotman DATE: October 8, 1992
FROM: Shulamith Elster SUBJECT: CRB Foundation Meeting

10/5/92

, Attached is the final draft statement describing tha e nis

mounting in cooperation with UJA, CJF, JCC Associat

. As you recall, earlier this month it was agreed that the three ClJE Lead
Communities would be involved in this project. Peter Geffen subsequently
reported to me that if the CRB program (with several North American
communities) were to begin with three CIJE communities, this would be very
limiting and would not achieve the type of North Amarican "outreach’ (coverage)
that CRB desires. The suggestion foliowed that CRB phase-in our three
communities over a three year period in this order: Atlanta, Baltimore, and
Milwaukee.

. Because of CRB's desire to be more inclusive and to take advantage of CIJE's
information and experience. Peter asked for specific recommendations from
among the other CIJE 19 (non-selected) commcnities. On the basis of the
communities’ own reportings of past activities and interest in pursuing israel
experiences, | gave Peter a short list that included: Boston, Columbus, Dallas,
MetroWest, Oakland, Ottawa, Palm Beach, Toronto, and Winnipeg. (I omitted
Montreal probably because | assumed that they wculd be involved.)

. Using CIJE's data, his own and CRB's experience in communities, Peter
developed the following list of possibie communities for inclusion in the project.:

Atlanta Baltimore Boca Raton/Palm Beach
Boston Cleveiand Columbus

Dallas Los Angeies MetroWest

Milwaukee New York Qakiand

Ottawa Toronto Winnipeg {special status

as "resource community™)

The following were added later: Washington, San Francisco, and Philadelphia.
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A NEW RITE OF PASSAGE
bringing the Israel Experience
to Jewish high school youth
of North America

a pilot project

United Jewish Appeal
Council of Jewish Federations
Jewish Community Centers Association
Jewish Education Service of North America
in cooperation with
The CRB Foundation

announce a continent-wide initiative to mobilize the leadership of the North
American Jewish Community to the imperative of providing all North American
Jewish High School Youth with the opportunity to participate in an Israel
Experience Program. Believing that the Israel Experience holds great promise for
heightening awareness, strengthening identity, and, making a significant
contribution to contemporary Jewish life and education and Jewish continuity, the
CJF, CRBE, JCCA, JESNA and UJA have joined together to increase the current level
of participation in these programs throughout the United States and Canada.

In order to effectively coordinate these efforts with the North American Jewish
Youth Organizations, a senior Advisory Committee will consist of representatives
of the American Zionist Youth Foundation({AZYF) and the North American Jewish

_ Youth Directors Association (NAJYD). Consortium staff will consult regularly with

the Advisory Committee.

The campaign will focus on 8-10 communities selected for their potential to produce
effective change: heightened recognition of the importance of the Israel Experience
amongst lay and professional leaders; increased numbers of participants in Israel
Experience programs; increased pre and post-trip programs for teenagers and their
famnilies; increased availability of scholarships, saving plans, and other financial
mechanisms to support a greater number of ggrticipants; and other elements that
the comununities consider appropriate for their particular needs. Programs will be
developed with the goal of produding replicable models for use throughout the
continent. The Consortium will facilitate the sharing of these approaches and
programs with communities beyond the pilot project.
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Projected Pilot Community Program:

Upon selection, Communities will receive a challenge grant each year of the pilot

project. In addition, CRBF staff 1 will consult with the pilot communities to
determine which of the following services may be provided:

a) marketing advice, program development, and other related guidance.
Marketing consultation will be provided by JCCA Marketing Services.

b) feasibility assessment of establishment of local community-based Israel
experience programs within the framework of existing national
organizations and/or as new independent programs.

¢} Guidance in the development of financial packages to provide necessary
scholarship assistance, matching savings plans, and other creative techniques
to effectively reduce the financial barrier to greater participation.

d) Assistance in the identification and mobilization of local lay leadership for
Israel Experience initiatives.

e) Dissemination of research from CRBF sporsored studies covering such

topics as: components of the Excellent Israel Trip, Economics of trips, etc. will
be made available to community planners.

f) Coordination with current marketing outreach initiatives being conducted

by recipients of CRBF/JAJZE support with efforts in pilot communities
{wherever possible).

g) Assistance in the development of comprehensive pre-and post-trip
programs.

The Consortium is focused on high school age, but also encourages those
communities who may wish to direct some of their efforts at college-age.

The program envisages a three year commitment in the pilot communities.
Communities are expected to phase-in their own commitment to the program

during the three year pilot project so that it will emerge self-sufficient at the end of
the pilot period. ¢

1 In coordination with and with participation of designated staffs of consortium agencies.
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Selection Criteria

The Management group will receive recommendations (from staff committee) of

pilot communities. (We seek to complete this process before the GA.) Selection will
be based upon the following criteria:

1. Communities which have undertaken to develop (or agree to develop) broad-
based local coalitions aimed at strengthening Jewish continuity.

2. Communities which will {or commit to) establish an Israel Experience Committee
with the participation of the highest level of lay and professional leadership

representing all appropriate local agencies (e.g., Bureaus, Federation, JCC's,
Synagogues, Zionist Youth Movements, etc.).

3. Communities which have evinced interest in expanding their work in the Israel
Experience area (e.g., through the development of proposals to The CRB

Foundation/Joint Authority for Jewish Zionist Education (JAJZE) Marketing
Initiative).

4. Communities which will commit to providing a staff member(s) to coordinate
these efforts in the local community.

5. Communities which will commit to the development of comprehensive

programs for teenage participants in Israel Experience programs including pre-trip
preparation of child and family and post-trip follow-up. '

6. Communities will be expected to identify college students to serve in positions as
staff members for local as well as continental programs. This will include support

- for student participation in continental staff training programs provided by CRBF.

7. Communities will be required to participate in an evaluation of their project.

In addition to the above, communities will have to commit to a minimum annual
financial commitment of matching (by a three to one ratio) the funds provided by
UJA (50% of that total to be used for partial scholarships and 50% for other local
initiatives, staffing, etc.) Communities that already have significant funds directed to

" Israel Experience Programs and/or staff may ghoose to receive a lower matching

grant than offered. Matching funds, however, must represent new funding. Funds
received from UJA must be used only for Scholarships. Budgets must be submitted

to the consortium for review. @g

ph
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Selection Procedure:

1. The Consortium will utilize the extensive research done by CIJE to assist in
selecting pilot communities. The 3 CIJE lead communities (Atlanta, Baltimore, and
Milwaukee) will be approached immediately to ascertain their interest in
committing to this project. We have decided to offer participation initially to these
communities because of the anticipated potential benefit of integrating the Israel
Experience into the overall educational changes to take place within these cities.
(They will, of course, have to agree to meet all of the selection criteria.)

2. Winnipeg, where The CRB Foundation has supported community-wide
initiatives in this area for the past several years, will serve as a resource
community. 2 At least one additional Canadian community will be chosen from
amongst Montreal, Ottawa, Toronto, and Vancouver.

3. Up to 4 additional communities will be chosen from amongst the 20 remaining
applicants to the CIJE Lead Community Project. Each of the members of the
management group may recommend additional non-CIJE communities for
consideration. A report (with pilot community recommendations) will be rendered
to the Management group by the end of October, 1992.

4. Finally, New York and/or Los Angeles, although not applicants to the CIJE
project, will be considered, with at least one being a confirmed recommendation
from our earlier discussions. Work in these communities will be in targeted
catchment areas and will require greater commitments of matching funds from the
local Federations.

€

1 Please note: Winnipeg has already reached very high levels of youth participation in Israel Experience
Programs, (in part through the initiative supported by The CRBF). Therefore, it is suggested that
Winnipeg serve as a “resource community”, given their several years of experience, and that an additicnal
Canadian Community be chosen through the selection process, most probably Toronto.
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Qperational Plans:

Operational planning has just begun, however several conclusions have already
been drawn:

1. While selection will include 8-10 communities, work will be phased in over the
next 12-18 months, beginning in one of the Lead Communities, one Canadian
community, New York or Los Angeles, and one additional community in the
Fall/Winter, 1992-93. The program will expand into two additional communities in
the Spring, 1993. Work in the other selected communities is expected to begin in
Fall/Winter, 1993-94.

2. We expect that a major portion of Jay Levenberg's time will be provided by JCCA
as their contribution to the Consortium. This will allow for the creation of smail
field teams to be assigned to each of the pilot communities. CRBF staff and
consultants available for this role are: Mark Charendoff, Barry Chazan, Peter Geffen,
Irwin Kula, Jay Levenberg, John Ruskay. Staff from the Consortium members are
also available.

3. Consortium staff will be meeting on a monthly basis over the coming months.

4. A meeting of the Management group with the inclusion of the advisory
committee is being considered.

5. The announcement document for the GA must be approved by the Management
group and a dissemination plan and Press Release developed.
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AGENDA
MEETING WITH J.8. UKELES & AH

NOVEMBER 19, 1992 -- NEW YORK

Write planning guidelines and self-study guide
Help communities with planning assignments

Help communities with self-study

Train project directors for performance management
His article

Israel visit
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Scope of This Chapter

‘The purpose of this chapier is W suggest a model for policy planning’ appro-
priatc to the Jewish communal enterprise in North Amcrica in the 1990s,

The purpose of policy planning is to improve the content and process of
community decision making. By ““improved decisions™ we mcan that decisions
are more rational in the use of scarce communal resources, more humance and
jusl in lhe tradition of the Jewish prophets, and more cffective in improving the
quality of Jewish Jife and reducing conflict.

There are scveral important caveats that himit this discussion. IFirst, the role
of lay leadership in planning and the interaction between lay teaders and profes-
sionals in the Jewish comymunal planming process is a very important subject
requiring an exposition of its own. Au in-depth treatment is beyond the scope
of this chapter. In gencral it is asswmned hat professionals collect and analyze
information and clarify choices while lay lcaders make pohicy decisions, often
with professionals providing secommendations. ‘This is not 1o suggest that the
relationship is atways so cicar. Second. planning for fund-raising or for resource
development in genceral is a separale subject. Some of the principles of planning
developed below are relevan(, but (und-ragising (ends (0 operate as a separale
ficld. Third, this is not a discussion of planning at the level of ““technique,”™
such as iow to conduct a ficld survey, conputer mapping, or the construetion
of forecasting modcels. Such subjects require & separate treatment and are oo
speeific for this volume.

THE ELEMENTS OF A MODEL FOR JEWISH
COMMUNAL PLANNING

The Context: The Voluntary Sector
}

When a Jewish community entity cngages in planning, it sharcs some conumon
clements with any other organization or institution. Typicaliy. at feast in Norih
America, Jewish community institutions arc part ol a vast “*third scctor’’—the
voluntary or not-lor-profit sector, sometimes called the independent scetor, Uni-
versities, hospitals, and setement houses arc part of a huge world perched.
oftcn precariously, between the worlds of government and the private sector.
Planning in the independent sector sharcs some clements with each, Like gov-
crnment, voluntary agencics respond fo social rather than cconomic objectives.,
Muitiple constituencies each have their own definition of the community tterest.
Like private indusiry, voluntary agencics do not have to deal with the vagaries
of electoral politics or the [requent changes in dircction associated with newly
clected officials. Voluntary agencies are “*between’ the (wo worlds of govern-
ment and (he privale sector in another sensc as well. They often receive fumding
both from public agencies as weil as from private sources.
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Inmany localitics concern about intermarsiape and identity loss has fucled greater
merest inand support for lewish education. Developing appropriale stralcgics
for caring for an incrcasingly varicd and much older population of Jews is such
an important theme that perhaps it belongs simultancousty on the local and on
the regional, national, or international agendas as well. Programs for Jewish
singles and for the growing number of single-parent familics are also increasingly
important elements in local Jewish planning apendas.

The structure and content of policy define two dimensions of the planning
model; the nature of the policy problems themselves provides another.

TYPLES OF PLANNING PROBLEMS

Policy problems range from the general 1o the specific, from the complex to
the not-so-complex. Planning studies can take several years with rcams of data
or a few weeks with limiled data and & good deal of ““cxpert opinion.”" For
example, a community-wide policy on the response to Jewish poverty could
mvolve a process of research, policy formulation, action demonstration, and
cvaluation, costing many (housands of dollars and litking several years to design.
At the other extreme, a donor or foundation might make a grant available for a
weekend volunteer-based feeding program for the poor, i the site could be
selected and the program set up within thirty davs.

A systein of four classes of pelicy problems is helpful in thinking about, and
engaging tn, Jewish communal planning: () issues, (2) programs; (3) priorities:
and {4) stradcgics,

Fhis sequence ol types of policy problems is distinguished by increasingly
complex policy questions and an increasingly broad policy-making eavironment
a5 onc moves from ‘programs’ (o U proritics”” and *strat-
cgics.”” A planner facing the lask of developing a “strategy™ nceds to respond
with a wide range of alternatives bascd on broad criteria, and must have sub-
stantial fead time and resources 1o conduct rescarch and colleet information. A
planner facing the resolution of an *‘issue’ (ypically needs less time and data,
and can be satisfied wilh Tewer allernatives and criteria.

fissues™ through

Issues

fssucs are a class of policy problems that require relatively speeific policy
choices in a policy-making environment that includes a relatively small number
of clearly deflined decision makers. Often the range of aliernatives is clfectvely
delincd by the agency framework where retatively narow criteria apply (e.g.,
ume, cost, feasibitity, and limited delinitions of effectiveness). Under such
circumstances, 1t s appropriate o assign o dimited amount of thue for data
gathering and analysis. Assessments of probable conscquences of alternatives
arc Tikely 1o be highly conjectural. Given such a problem, a planner is likely 1o
do refatively Titde original rescarch, and is more likely to rely on exisling data
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percentage of services provided that population in the region will show whether
or ot that population is receiving its “"proportionate share™ of the community's
services.

It other cases, standards of need may be absolute (i.e.. the hours of home
care that should be provided—based, for example, on guidelines set by a mational
authority—per hundred older persons nwltiplied by the number of older parsons
i the arca). This need would be compared with the amount of service availuble
to get an estimate of the “‘net need’™ or size of the service gap.

In addition (o the data analysis, information about scrvice gaps is also derived
from cxpert judgment, the responses of knowicdgeable persons. Key informants
might be professionals. board members of relevant agencies, or service users
themsclves.

Prioritics

Jewish communal organizations face the classic allocation dilemma of central
funding organizations: needs typicalty ouweigh resources. This general problem
15 exacerbated by a particulur one: Jewish conununal fund-raising nationally is
growing very slowly. "T'hus, for the {oresecabie fulure in most conumunities there
will be u relatively small ainount of new money each year.

The puipose of & conumunity priority sySten s Lo ensure that scarce conumunal
dollars ate allocated according 1o the community s priovities. Establishing prior-
ities for any community is exuemely diftficull because of 1he muitiplicity of
constiuencies and their differing vidues. A particolar service may be very im-
portant to one group and unimportant tv another. The chalfenge is to design and
implement a sysicm that integrates and Lalances varying perspectives on need.

In principle. it would be desirable to base community pricritics on an asscss-
ment of unmet necds: the gap between the needs of a specific population and
the available services equals unmet needs. The lurger the gap between what is
needed and whal is available, the moie acute the unimet needs, and, by extension,
{the more urgent the priority to provide more of that type of service.

1is casier to reach agreement about prioritics where life and death arc involved:
nutritional needs of the clderly, for exumple. It is more difficull 1o assess the
need for services such as those offered by communily centers. Some scrvices
are uscd by the entive community rather than by any particular individual—such
as activities on behall of Sovict Jewry or neighborhvod preservation.

Since the focus is on sclting priorities, it is sulficient 0 develop a sensc of
relative needs rather than to attemp! the more difficult task of mcasuring absolute
needs.

Three dimenstons of priority are relevant: services, people, and geographic
arcas, Thus a priority-allocation system should be able o support comparisons
among different kinds of services, different groups of people, and diffcremt
geographic areus.

The thiee dimensions of choice tdentificd above—scrvices, people, and geo-
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praphic arca—need to be spelied out concetely in three classiflications. The
geography of the service arca needs to be divided into mcaninglul scgments, a
definition of population groups established, and & progium or service classifi-
cation sclected.

The identification of uscful criteria for decision making invoives the identi-
lication of refevant values; for example, giving the highest priority lo programs
that serve those in grealest need. It also requires the specification of un index
or standard o provide a way to measure necd.

[Especially in the design of an initial information sysiem, criteria nced o be
relatively simple and relatively few in number. Often *‘surrogate measures’ arc
uscd when we cannot measure need directly, so we micasure it indireetly, such
as using i per capita distribution of an existing service to rank geographic areas.

Using ctiletia o rank possible programs, arcas, or population groups requinres
the collection of information. This informauon mukes it possible to develop and
apply the standard, whether the focus is on client populations, unmet needs, or
where the greatest needs exist, Collecting useful information is costly, and there
are Jimits to the amownt of information that can be absotbed by decision makers.
It is difficult o conceive of managing the complexity of priority c¢hoice in all
bul the smallest communities without using a computer. There we a number of
possibic appreaches: at a punimum, one shoukd use @ computer to store infor-
mation and produce specificd repotis on a prearcanged schedule. At a maximum,
onc could develop an interactive system in which an individual decision muker
can be presented with a scries of computer screen menus rclating information
to the choices to be made. The consequences of cach set of decisions could be
computed.

Strategics

Stratcgic analysis defines a class of policy problems in which the policy
prablem is very large—an cconomic developiment stralegy for a region, for
example. The policy-making cnvironmeni is diffusc and likely w0 involve many
decision makers as users of the analysis. Alteruatives developed in such an
environment should be more wide-ranging, involving the scarch methods de-
signed (o generaie alternatives and broad criteria focusing on short- and long-
range costs and (he probabie elfectiveness and tmpact from a variety of points
of view. Such problems are likely to have substantinf leud times for research,
such as the opportunity (o generate primary data through surveys.

The purpose of stratcgic planning is to chart an overall dircetion for an
ageney—not a detailed blueprint for action. Strategic planning is an ongoing
process—rather than a one-time elfurl. The document catled the strafegic plan
is a summary of the strategic thinking of an organization at a particular point in
time. Sensible strategic planning is mid-range: & time horizon ol three w five
years is the maximum [casible given the uncertaintics of communal organizational
tife. The heast of a stratcgic plan is a mission statement.
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A mission statement should projcel & clear view ol the seff-imape of the
organization; what it seeks to accomplish and how it relates to the community,
whom it seeks o scrve and how. The purpose of the mission statement is 10
suggest priotities [or action, and the overall cmphases in the organization's
program. A pood mission stateiment conveys not only what the organization is
trying to be but also what it is nof Lrying to be. The process ol developing u
mission statement should itseli be a community-building exercise. involving
tepresentatives of key coustituencies along with board and professtonal leader-
ship. Most importand, the process of preparing a mission statement should con-

front and resolve major choices of direction facing the agency. Conflicts over

role and prrpose should be dealt witl openly and not papered over.

THE USES OF STRATEGIC PLANNING

Strategic planning should gurde (and not determine) specific decision making
in many areas, such as:

+ Client-group emphases

» Service/program mix

» Location/lacilitics

* Public image and cosununications
» Budpeting

* Fund-raising

* Buard development

= Staff development

In the previous two sections of this chapler, two dimensions of @ planning
systemt have been defined: geography and type of policy problem. In the next
section, a gencral method for Jewish policy planning will be suggested,

A GENLRAL METHOD OF JEWISH POLICY PLANNING

The Hteraure of planning over the last thirty years has been dominaled by the
debate between the rationalists and the incrementalists, The classic theory of
planning is rooted in the theory of rational action. It posits a model that begins
with the establishiment ol a goals the tdentification of alternative means Lo attain
the goal; the collection and analysis of information bearing on the rclationship
between meuns and ends (such as the probuability and degree or value of goal
altainment associaled with each of the alternative means): amn! the selection of
the means with the highest expected vaiue (the highest probability of attaining
the highest possible level of goal attainment).

bn response {o this model, the incrementalists have argued thal i the com-
munity setting (typreal ol the volumtary sector. including the Jewish community)
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of these oplions appears to be feagibie. Thus the analyst’s contribution in this
casc is 1o provide the basis for clipunating other options (which might have
substantial politicat support), and clarifying the choices or tradeoffs involved in
choosing the first or sccond options. This live-step model is adaptable 1o @ wide
varicty of policy-planning situations and problems. But as described above,
policy planning can range (ram large comprebensive, multiyear studics 1o rel-
atively quick **think pieces'™ or policy respanses on a specilic issuc or decision,
The *“‘client’’ could be an international organization or a neighborhood group.
The madel does have to be adjusted o (it the specific circumstances.

CONCLUSIONS: TOWARD A COMPREHENSIVE
PLANNING SYSTEM IN THE JEWISH COMMUNAL
SETTING

Planning nnplics coordination and some degree of centralization. It supgests
a rational provess of decision making rather than one based on whim, emotion,
ar power alone. Fimplies a balance belween the use of information and infusion
of relevant valucs; it involves conlent as well as process. Jews vencrate the past
and live in the present. History hus taught us not 1o expect oo much from the
future. We tcnd 1o be crisis-responsive. reactive, and not proactive. Yet unless
we plan more systematically, complex problems will linger instead of getting
resolved. Precicus linme, money, and energy will continte (o be wasted 1n du-
plication of c¢[Toil i some arcas while other 1ssues will fall between the cracks.

Wiile the comnuunment ta conununal planning, at least at the Tocual level, scems
to be growing in North America, we have @ long way o go. In all of North
Anierica, there is no national Jewish poliey think tank—no Brookings Institution,
no Kennedy Schoeol, no Rand Institute. The Jast such cffort—the Institute of
Policy Analysis of the Synagogue Council of America—dicd through lack of
support,

A sertous commitment to a plansing systom—onc capable of dealing with
issues. programs, priorities, and strategies at the global, continental/national,
regional, mctropolitan arca, and neighborhood ievel—requires a radical reor-
ganization of Jewish life, a radical change in the recruitment and training of
Jewish prolessionals, and a major commitiment on the part of Jewish lay lcad-
ership 10 a new way of doing business,

In the early part of the (wenticll century, in conpnunity aftcr community.
Jewish federations were forged to bring order out of chaos in Juwish organiza-
tional life. Today. nothing short of such a major effort on a global, if not a
national fevel, will bring Jewish communal planning to a central role tn comnunal

life.

NOTE
[, The (erms ' policy planniog,
will be uscd interchangeably in this chapier, Policy plauning is delined as the development

‘ “ockocinl policy nnalysis.” and Upolicy analysis®

k|
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and proseniation of poticy options, together with pros aml cons of each option, The

provess uses eaplicl cnteti, projects the probable comequences of alicimatives, and

makes cxplicit value judgments aboul various oulcomes. The approach iy issuc-orienled
and data-iniensive.
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Aaiiing Acgress: 163 Third Avenue #128 . New York, NY 10003
“hone: (212) 532-1961 FAX: (212) 213-4078

TELEFAX
TO: Annette Hochstein DATE: November 6, 1992
FROM: Jo Ann Schaffer FAX #: 619 452

Number of pages (inciuding this shest) __2_

MESSAGE:

THE ATTACHED HAS BEEN FAXED TO THE LEAD COMMLINITIES.



PLEASE HOLD THESE DATES

MONDAY, NOVEMBER 23
AND

TUESDAY, NOVEMBER 24

The Council for Initiatives in Jewish Education will host a dialogue in New York with
Atlanta, Baltimore, and Milwaukee planners on immediate and long-range plans for
the revitalization of Jewish education through its Lead Communities Project.

We will begin with dinner at 6:00 p.m. on Monday and continus till 4:30 p.m. on
Tuesday. Please contact Jo Ann Schaffer at (212} 532-1961, if you would like her to
make hotel arrangemeants for you.


















{3) Educators get the professional lives questions, Educators also get some
preparation/mobilization questions--those who are involved with CIJE so far
get all of them, those who are not {yet) invelved get a shorter version.

How does this fit with your plans?

Good luck in Milwaukce! | am eager to hear how it goes.

Best,

a&a/\"

Adam

P.S. Since there's a chance I'll miss you in Spukane, | am alse faxing this to
Roberta. Please contact Rouberta and arrange for one of you to send this to Claire
also. Thanks.












General Concerns:
Family:

Place of Birth could be problematic as national berders have
chanyed over the years and cities have been renamed or possibly
disappeared altogether. 1 think getting the general region will be
adequate.

Siblings could be problematic if parents have remarried. Should
we get more specific information, i.e., whether half- or step-siblings,
ete.?

Marital Status is also problematic; one could be never legally
married but have children with a long-term companion, for example. If
married, divorced, and/or widowed, indicate how many times in blanks.

Children may present a problem if marriige was mixed. Probe for
religious orientation and practices in those rases. For example, a
child may be Jewish but participate 1n Christian practices with the non-
Jewish parent. A mixed marriage might include the practice of a
"Chanukah bush” emulating a Christmas tree in December; 1is this
important? Children have been knowu to convert upon marriage. Need to
get enough information so these determinations can be made.

Family Origin is an attempt to get at ethnic origing. In some
cases, this may be very complex, e.g., if residence in U.S. is
especially long term. The idea is to get a ysneral sense of origin on
both sides of the family.

Religious Practice is taken from Himmelfarb's Gutman scale of
practice as detalled by Roberta. While individuals and families
construct very different patterns of practice, for our purpcses, this
scale seems most useful.

Formal Schooling refers to primary, secondary, and tertiary forms
of schooling sanctioned by the state. Specialty schools whether
religious, vocational, or recreational are referred to as Informal
Schooling. I would put non-degree courses of study in the category of
"informal schooling."

Current role refers to the individual's publically acknowledged,
formally defined role in the Jewish community, e.g., teacher in day
school or executive director of federation. For many parents and
students, this questlon is irrelevant.

Participation in non-role Jewish activities refers to those things
the individual participates Iin beyond what is required of his or her
role. MAppropriate activities include but are not limited to: summer
camps, Jewish sororities and fraternities, retreats, fund-raising
activities, memberships in Jewish organizations (Hadassah, B'Nai Brith,
the Anti-Defamation League, Simon Wiesenthal Foundation, etc.), and
recipient of Jewish-orlented periodicals.



Farticipation in non-Jewish activities should include community,
national, and international activities not specifically identified as
Jewish. This would include pelitical activities, humanitarian groups,
fraternal otganizations, and the like. We should attempt to discern the
motivation for such participation, i.e., whether as bridge building
retween Jewish and non-Jewist community or as a move toward
assimilation.






10.

11.

12,

13.

14.

15.

16.

L7.

18.

19.

20.

21,

21.

22.

23,

Who planned the presentation to the site visiting team? Were
there objections to the way it was planned? If so, what were
they?

one of the aims of the CIJE is to work with a full coalition of
representatives of the Jewish community. What different groups
became involved and how was their participation assured?

Are there any groups not involved in (name of community)'s
partnership with the CIJE? [f so, who are they and why have they
chosen not to become invelved?

Realistically, do you see any chance of them becoming involved at
a later time?

What has been done to get people involved in Jewish life in (name
of community?

How have strategies differed for different types of people, e.g.,
single adults, familles with young children, older persons, etc.?

What further efforts could or should be made to get people
involved?

In what ways do you feel connected to (name of community}'s Jewish
community? (Probe: in what ways are you proud of it?)

In vhat ways do you feel alienated from it? (Probe: what makes
you feel ashamed of 1t7)

Most educational programs for youth emphasize the importance of
traveling to Israel. How do you feel about this emphasis?

Of what importance is Israei in youwr life? (Probe: level of
support, support based on religious vs. national survival, etc.)

What are the major challenges facing Jews in (name of community)?
What are the major threats to Jews nationally and internationally?

In what ways are you prepared to support Jewish education? 1In
vhat other ways must it be supported?

What signs would indlcate to you that Jewish education was
improving in (name of community)?

What would inspire you to become even more involved in Jewish
education?

Many adults criticize their early Jewish education. Why do you
think this is so?

Who is not reached by your community's efforts to increase
involvement?



24. Hho chooses not to become involved? Why?
25. Who shapes policy and funding decisions about Jewish education?
26, Who should be given or take a bigger role in Jewish education in

(name of community)?

Hota bene: [ have collapsed "preparation” and "mobilization™ sections.
They seemed to be related. What do you think?

Julie Tammivaara






10.

11.

What has become more important to you since you have been teaching
at (name of school)?

Host teachers find that there is a best time of the day or week
for really getting something acreoss teo students. What do you
conisder the best circumstances for getting something across to
students?

How many other educatcers work with you?
How long have each of them held thelr current pesition?

Imagine you were having a conversation with a prospective
educator. How would you describe what you do? (Probe:
frustrations and benefits of work as well as content.)

What would you tell prospective students and parents about your
educational program?

To what extent do you feel free to do more or less what you think
best? (Probe: Get at those areas they do not feel free in; what
are they? who or what stands in the way?)

If you had a gift of ten more hours a week to be devoted to your
work, how would you spend it?

Since Wwe are talking about time, I wonder if you could give me a
rough picture of how you distribute your time during a typical
school week?

First, how much time do you spend on school premises?

How do you distribute your time between:

12,

1. Actual classroom teaching

2. Preparation for class such as lesson
planning, setting up equipment, etc.

3. Routine paper work and marking papers

4. Seeing students individually o
5. Talking with parents o
6. Meetings -
7. Other--specify

How much time, inciuding weekends, do you spend preparing for
school at home during the average week?




13, Do you spend time on school work other than at school or at home--
such as meetings of professional groups or at classes? If yes,
how many?

Eewards

This section deals with the dally tasks of teaching and what meanings
the educator attaches to them.

1. Every so often teachers tell me they have had a really good day.
What is a good day like for you? What happens?

2. Please recall some occasion when you felt especially proud of
something you achieved as a teacher. Please tel]l me about 1t.

3. Are there other things you have experilenced when have made you
feel proud?

4, Host of us have some occaslong when we feel ashamed about
something we have done. What kinds of things have you regretted
doing?

5. What are the main ways you determine you are doing a good job?
(Probe: what happens? What are some indicators you are
effective?)

5. If you Wwere to ask someone to privately help you assess your own

work, who weuld you turn to? (Probe: why this person? What
could he/she tell you?)

7, You are one of many Jewish educators in the United States. What
do you think attracts these teachers to the work they do?

8. As far as you personally are concerned, what are the major
satisfactions you receive 1in your work as a Jewish educator? (Get
as many as possible.)

Of those you have mentioned, which de you feel is the most
important satisfaction?

9. Have you found a satisfaction in teaching you didn't expect when
you began as a teacher? If so, what is it?

10. What salary and/or benefits do you receive?

11. Looking ahead, what career opportunities do you see for yourself?

12. What career opportunities would you like to see made available to
you?



13. What opportunities for professional growth (workshops, college
courses, conferences, etc.) have you had? Are you taking any
classes now?

14. In what areas of your work do you feel powerful? Not so powerful?
( Frobe: explain in detail)

15. How do lay people assist you in your work?

16. How stould they be assisting you?

17. What "facilities” are lmportant to you in your teaching? What I
mean is what "things"--books or equipment or whatever—--really make
a difference in the kind of job you can do? (Probe for
specifics.)

Purpose

What hopes and ideals do educators have? Whal are their perspectives on
their colleagues? What makes them proud?

In this section I would like to learn how your hopes for Jewish
education and how you think about others in the profession.

1.

As you think about your work, what do vou see as the maln
purpaose(s) of Jewish education?

How would you like to see your students changed or transformed as
a result of your teaching?

Describe a model 40-year-old Jewish person. (Allov for multiple
descriptions.)

Thinking back on your own Jewish education, describe a really
vonderful teacher you had.

Describe a teacher who was not so wonderful.

What changes have you effected ln the structure of your
educational program?

In what ways have you been especially successful as a Jewish
educator?

Describe an ideal fellow educator, i.e., one you would especially
enjoy working with. What qualities would this person have?

What kind of knowledge must a Jevish educator have to be able to
do a good job of teaching of the kind you do?

What is moest important?



10. What must a teacher be able to do--what skills must he or she
have--to do a geood job at the kind of teaching you do?
What is most important?

11. Have you ever experienced what might be called a "turning point”
or an "epiphany" where you knew you had become a ‘'pro" as a Jewish
educator? (If yes, ask educator to descrilbe.)

12. How would you like to be remembered by the students you have
taught?

13. If you could choose your atudents in the coming year, which would
you choose and why?

a. A group of students whose emotional needs are a challenge to
the teacher.

b. A group of nice kids from average homes who are respectful
and hard-working.

c. A group of creative and intellectually demanding students
calling for speclal effort.

d. A group of underprivileged children from difficult homes for
whom school can be a major opportunity.

e. Children of limited ability who reed unusual patience and
sympathy.

Which would be your second choice? Why?

Discontent,

Those things that make an educator's goals difficult to reach are the
focus of this section,

1.

2.

What little things irritate you in your work?
What changes would help alleviate these irritations?
What circumstances would cause you to leave your position?

When vas the last time you were tempted to leave? (Probe: What
were specific circumstances? What happened?)

What two or three changes would significantly improve your
situation?



Sentiments

The educator's preoccupations (aspects of the environment that are
heeded), beliefs (theories they use to explain behavior), and
pbreferences in working arrangements are the focus here.

i. When you enter your classroom at the beginning of the day's work,
how must it be arranged so you can teach effectively? That is,
how do you lilke it to look?

2. When the atudents enter the room, can you tell what kind of a day
or perlod it is going to be? 1If sc, what tells you?

3. What kinds of things make it more difficult for you to get your
job done? (Frobe: material and emoticnal states.)

4. Think about a reaily good day you had recently. What made it a
good day?

5. Think about a particularly difficult student you had to deal with.

What was the problem and why did he or she have it?

6. What kinds of decisions do ywu participate in at your school?
{(Frobe: specific examples.)

7. ¥hat rescurce materials are available to you?
8. How i5 curriculum cliesen? Hodified?
g, How has status of Jewiash educators changed since you became

involved either as a student o1 teacher?

Interperscnal Preferences

The nature of relaticnships with parents, peers, and supervisors.

1. How many parents, on the average, do you see in a month?
2. For what reasons do you seek to meet with parents?
3. For what reaasons do parents seek to meet with you?
4. Hould you like to meet with parents more or less often? Why?
5. What, from your point of view as a teacher, makes a "good” parent?
6. Think for a moment about your fellow educators.
a. When and where do you interact with them? (Probe: singly
or in groups)
b. How are educators as a group percelived by others?






BIGNIFICANT POINTS FROM ARDAM GAMORAN'S PAPER

ON LESSONS FROM THE NEW FUTURES INITIATIVE FOR THE CIJE

l. MUCH MORE TIME SHOULD HAVE BEEN INVESTED FROM THE
BEGINNING IN DEVELOPING COLLABORATIVE RELATIONSHIPS AND
COORDINATING EFFORTS, page 5: " James van Vleck, chair of
the collaborative in Dayton: "As we've sobered up and faced
the issues, we have found that getting collaboration between
those players 1is a much more complicated and difficult game
than we expected". Part of the difficulty lay in not spending
enough time and energy building coalitions and consensus at
the outset. Otis Johnson, who leads the Savannah
collaborative, is quoted as saying: "If we had used at least
the first six months to plan and do a lot of bridge-building
and coordination that we had to struggle with through the
first year, I think it would have been much smoother.

page 8: Those involved in New Futures believe they should
have spent more time building coalitions and establishing
strategies before introducing new programs...Institutional
change cannot be changed by fiat, but only through a slow
process of mutual consultation and increasing commitment.

2. WHAT EACH LEAD COMMUNITY SHOULLD BE ABLE TO ANSWER, pages
6-7: "Although New futures prov1qed general guldellnes no
particular programs were specifiec... Each lead communlty

must be able to answer the questlon, "how should students'
and educators' daily lives be different?n"

3. IN RESPONSE TO CYNICISM ABOUT POSSIBILITIES OF FIGHTING
AGAINST THE TIDE: "Jewish educators would be quite correct to
claim that if North American youth fail to remain Jewish, it
is largely due to circumstances beyond the educators!
control. But this is pesides the point. At issue is not
external impediments, but how educational and social agencies
can respond to changing external circumstances. In New
Futures cities, educators have wainly attempted to get
students to fit existing institutions. If CIJE communities
do the same, their likelihood of failure is equally great,
Instead, lead communities must cornsider changes in their
organlzatlonal structures and underlying assumptions to meet
the needs of a changing Jewish worlcé.™

4. THE IMPORTANCE OF BLANCING ENTHUSIASM WITH PLANNING:
page 9: If "lead communities" is a twenty-year project,
surely it is worth takln? year or more for presentation.
Deliberation at the annlng stage creates a risk that
momentum will be leost, and it may be important to take steps
to keep enthusiasm hlgh, but the lesson of New Futures show
that enthusiasm must not overtake careful planning."
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THE CHALLENGE OF SYSTEMIC REFORM:
LESSONS FROM THE NEW FUTURES INITIATIVE FOR THE CIIE

In 1588, the Annie E. Casey Foundation committed about 340 million over a five-year-
period Lo [und community-wide reforms in four mid-sized cities: Dayton, Ohio, Little Rock,
Arksnsas; Pittshurgh, Pennsylvania; and Savannuh, Georgia.! The reforms were aimed at
radically improving the life-chances of at-risk youth, and at the core of the agenda were changes
in educational systems and in relations berween schools and other social service agencics. Despite
major investments, not only financial but in time, energy, and good will, from parlicipants as well
as the Foundation, the New Futures Initiative bas made little headway in improving education.
According to a three-year evaluanon:

The programs, policies, and structurcs implemented as part of New Tutures have not

begun to stimulate a fundamental restructuring of schools. For the most part,

interventions were supplemental, leaving most of the basic activities and practices of
schools unaltered. At best, thesc inlerventions have vet to produce mare than superficial

change (Wehlage, Smith, and Lipman, 1991, p. 51).

This is not a matter of failing to allow time for programs 1o take cllect, nor is iv the problem that

wenk outcome indicators prevented recognition of the beneiils of innovative programs. Rather,

the programs themselves have been weekly conceived and poorly implemented,

There arc striking similarites between the action plans of New Futures and the CITE's
lead communities projecl. Consideration of the struggles of New Futures therefore provides
important lessons for the CIJE which may allow us to avoid the pitfails that New Futures has
encountered. In this paper, I will describe the design and implementation of New Futures, and
show its similarities to the CIJE's agenda. Next, 1 will summarize New Futures’ successes and

frustrations.” Finally, I will explore the implications of the New Futures experience for the CITE.
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The Desien of New Fulures

Just as the CIIE was barn oul of dire concern for the faic of American Jewry, the New
Futures Initistivc cmerged in response to a scnse of crisis in urban America. Like the CIJE, New
Fulures is concentrating major assistance in a few locations, and emphasizing community-wide (or
systemic) reform, rather than isolated improvements. At the heart of New Futures' organizational
plan are community collaboratives: local boards created in cach of the New Futures cities which
are supposed 10 build consensus around goals and policies. coordinate the efforts of diverse
agencics, and [ucilitate implementation of innovative programs. These collaboratives bepan with
detailed self-studies which served both as part of their apglications to become New Futures cities,
and as the groundwork for the agendas they developed sussequently. Each city developed a
management information system (MIS) that would gauge the welfare of youth and inform polivy
decisions. Like the CLUJE, the Casey Foundation listed certain areas of reform that ench vity was
required tu address, and encouraged additional reforms that fit particular contexts.?

Another similarity berween New Futures and the CIJE is the decision to play an active

part in the development and impiementation of reforms. Unlike the sideline rolc played by most

grant-givers, New Futures provided policy guidelines, advice, and technical assistance. New ?33':_, s
| .
Fulures has a liaison for each city who visits frequently. According to the cvaluators, "the
p
Foundation atlempted 1o walk a precarious line between prescribing and shaping New Futurcs !
: : iy . e : : x;’ém/
efforts according to its own vision and encouraging lecal iniliative and inventiveness” (Wehlage, -

Smith, and Lipman, 1951, p. B).

The New Futures Initiative ditfered from the CITE in that it began with ¢lcar ideas about
what outcomes had (o be changed. These included increased student attendance and
achicvement, better youth employment prospects, and reductions in suspensions, course [ailures,

grade relentions, and teenage pregnancies. New Futures recognized, however, that these wers
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lomg-term goals, and they did not expect 1o sce much change in these outcomes duning the first
few years. The three-yeuar evaluation {ocused instead on intermediate goals, asking five main
questions (Wehlage, Smith, and Lipman, 1991, p. 17):

1. Have the interventions stimulated school-wide changes that fundamentally affect all
sludents’ experiences, or have the interventions functioned more as "add-ons”...?

2. Have the interventions contributed to..more supportive and positive social
relations...throughout the schoal?

3. Have the interventions led to changes in curriculum, instruction, and assessment...that
generate higher levels of student engagement in academics, especiaily in problem solving

and higher order thinking activities?

4. Have the interventions...give(n teochers and principals) more autcnomy and
responsibility...while also making them mure accountable...?

5. Have the interventions brought t the schools additional material or human
resourees...”?

Althouzh Wehlage and his colicagues observed scme suceesses notably the establishment

of management information systems, and exciting but isglated innovations in a few schools, by and

large the intermediate geals were not met: interventions were supplemental rather than fod
fundamental; social relations remained adversarial, there was virtually no change in curriculum )

!
and instruction; and autonomy, responsibilily, apd community resources evidenced but slipht / /
. L}
increases.

New Futures' Limited Success

New Tutures’ greatest achievement thus far may be the "improved capucity 1o gather data .

on youths” (Education Week, 9725/91, p. 12). Prior to New Futures, the cities had little precise

———

information on how the schual systems were functioning, Basic data, such as dropout and

achievement rates, were not calculated reliably. Establishing cleur procedurcs for gathering
information means that the citics will be able to identify key areas of need and kecp track of

Drogrcss.  For example. the data pointed 1o sharp discrepancics hetween biack and white
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suspension rates, and this has made suspension policies an tmportant issue. The outcome
indicators showed little change over the firsl three years, but they were not expected to. New
Futures participants anticipated that data-gathering will pay off in the future,
The intermediate outcomes, which were expected to show improvement from 1988 to
1991, have been the source of frustration. None of the five areas examined by Wehlage’s team
showed major improvement. For example, the most extensive structural change was the
rearrangement of some Little Rock and Dayton middle schools into clusters of lcachers and
students. This plan was adopted 1o personalize the schooling experience [or students, and to offer
opportunitics for collaboration among teachers. Yet no new curriculd or instructional approaches
resulted from this restrucluring, and it has not led to more supportive teacher-student relations.
Cbservers reported:
(At cluster meetings teachers address either admiristrative detalls ar individual students.
When students ere discussed, Leachers tend to [ocus on personal problems and attempt to
find idiosyncralic solutions to individuul needs. They commonly perceive students’
problems to be the result of personal character defecis or the products of dysfunctional
homes. "Problems” are usually seen as "inside” the student and his/her family;
prescriptions or plans are designed to “fix" the student. Clusicrs have not been used as
opportunitics [or collaboration and reflection in developing broad cducational strategivs
that could potentially address institutional sources of student failure (Wehlage, Smith, and

Lipman, 1991, p. 22).

The (aiure to take advantage of possibilities olfered by clustering is symptomatic of what

the Wehlage team saw as the fundamental reason for lack of progress: the abscence of change in
the culture of educational institutions in the New Futures cities. Educators continue to see the
sources of failure as within the students; their kleas about improvement still refer to students’
buckling down and doing the work. The notion that schools might change their practices ta meet
the needs of a chanped student population has yet to permeate the school culture,

Another example ol unchanged culturc was manifested in strategies for dealing with the

suspension problem. As New Futures began, it wis not uncommon for a third of the student
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budy in a junior high schoo! to receive suspensions during a given school year. In some cases,
suspended students could not make up work they missed; this led them to fall further behind and
increased their likelihood of failure. In response, several schools began programs of in-school
suspensions, However, out-of-schocl suspensions remained common, and in-schoal suspensions
were served in a harsh and punitive atmosphere that contradicted the goal of improving the
schoots’ Jearning environments.

The newspaper account of New Futures’ progress focused on a different source of
[rustration: the complexity of coordinating effoits among diverse social agencies, schools, and the
Foundation. This task turned out to be much more difficult than anticipated. The erlicle quote
Tames Van Vleck. chair of the collaborative in Dayton: "As we've sobered up and faced the issucs,
we have found thet geiting collaboration berween those plavers is 8 much more complicated and
difficult game than we expected” (p. 12, Part of the difficuity tay in not spending encugh time
und energy building coalitions and consensus at the vuwet. Otis JTohason, who leads the Savannah
collaborative, 1s quoted s seving: "Tf we had uscd at laast the first six months to plan and 10 do a
fol of bridge-huilding and cocrdination that we had o struggle with through the tirst year, [ think
it would have been much smoother™ (p. 13).

The push to get started wed 0 an appearance of a lop-down project, though tnat wias not
the intention. Teachers, principals, and sociat workers--those who have contact with the youth--
ware not heavily invelved in penerating programs. Bath the news account and the evaluation
report describe little progress in encouraging teachers and principals to develop new programs,
and school stall appearcd suspicious ahout whether their supposed empowerment was as real as it
was made oul 1o be (see Wehlage, Smuth, and Lipman, 1991, p. 31).

Iniierent tensions in an vutside intervention contributed to these difficulties. The use of

policy cvaluation hus made some participants feel "whip-sawed around” (Education Week, 9725/91,









How do CLJE plans address this concern? The intention to mobilice support for
vducation, raising uwareness of its cenlirality in sil sectors of the community, is an importunt {irst
sten, particularly since it is expected to result in new lay leadership for education and community
collaboration. New Futurcs’” experience shows that this tactic is necessary but not sufficient. In
Now Futures cities, community collaboratives galvanized support and provided the moral authoricy
under which change could take place. Yet litlle fundamenta! change occurred. Educators have
not experimented much with new curricula, instructional methods, responsibilities or roles,
becuuse their basic beliets about teaching and learning have not changed.

It is possible that the CIJE’s strategy of building a prolession of Jewish education address
this problem. Perhaps unlike the secular educational world, where methods are well-entrenched,
protessionalizstion in Jewish education will carry with it an openness to allernatives, encouraging
tcachers 1o create and use new knawledee about cffective programs, Prolessionahization may
bring Qut Lthe capacity 10 cxpuiiment with "hest practices” and a wilingness to adopl them when
they appear 1o work.

Balance enthusiasm with carcliul plunning. Those involved in New Futures belicve they

should have spent more time building eoalitions and estsblishing stralegies before introducing new
programs. Douglas W. Neison, executive director of the Cusey Foundation, regress that morc
time was not taken for planning. He obscrved: "We made it more difficult, in the interest of
using the urgency of the moment and the excitcment of commitment, o include and get
ownership at more levels” (Education Week, 9/25/91, p. 13). Apgain, it is not just the structure
thal requires change--this can be mandated from above--but the unspoken assumptions and beliefs
that guide everyday behavier which requirc redefinition. Institulional culsure cannot he changed

hy flut. but only through a slow process of mutual consultalion and increasing commitment.



@

Lead communities also nced a long plunning pericd to develop new educational programs
that are rich in content and fur-reaching in impact, This process requires u thorough self-study,
lrunk appraisal of current problems, discussions of goals with diverse members of the community,
und careful consideration of existing knowledge. If "lead communities” is u twenty-year project,
surely il 1 worth luking a yeuar or more for preparation. Deliberation at the planning stage
creates a nisk thal momentum will be lost, and it may he important to take steps to keep
enthusiasm high, but the lesson of New Futures show that enthusiasm must not overtake carelul
planning. The current schedule for the lead commumities project (es of lunuary, 199Z) appears to

have taken acgount of these concerps.

Awareness of unavoidable tensions. New Futures’ experience highlights tensions tha arc

inherent 1o the process of an outside intervention, and the CLJE must be sensitive so the offects
of such tensians can be minvatad. The CHE must recognize the nced for swability after dramalic
imtial changes take place. The CUE's evaluation plan must be devejoped and agreed upon by all
pariizs before the end ol the lead communities’ planning period. Tethnical support from the
CIJE must be sustained, rather than haphazard. While the CHE canno. hold back construcive
criticism, it must balance criticisn with suppurt for honest cfforts, Many of these tactics have
been vsed by New Futures, and they may woll aceount for the fact thar New Furtures s still
vnpoing and has hopes of eventual suceess, despite the frustranons of the early years,
Conclusion

The New Futures Initiative, the Casey Foundation’s effort to improve the lot of at-risk
vauth in four American cities, has been limited by supplemental rather than fundamental change,
the inability 1o modily underlying beliefs even where structural changes oceur, and by the
complexities of coordinating the work of diverse agencies. Although it will be difficult for the

CITE o overcome these challenges, awareness of thelr likely emergence may help torestall them
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or mitigate their consequences. In particular, the CUE should help lead communities develop
their visions of new cducational programs; think about cultural as well as structoral change;
ensure a thorough self-study, wide-ranging participation, and carcful planning: and remain
sensitive 10 {ensions that are unavoidable when an outside agent is (he stimulus of change.

Lo alecha ha-m'lacha ligmor, v'lo ata ben horin Thibate} mi-menah. Ha-yom katzar v'ha-
m’lacha m'rubah, vha-poalim atzeylim, vha-sahar harbeh. U-va’al ha-bayil dohck — Pirke
Avol.

(It 1s not your responsibility to finish the task, but neither are you free to shirk it. The
day is short and the task is large, the workers are lazy, and the reward is great. And the
Master of the House is pressing --- Sayings of the Fataers.)

NOTES AND REFERENCES

1. Lawrence, Massachusctls, was originally included as well, with aa additional $10 million, but it was
dropped during the second year after the community failed {0 resch consensus on how 10 proceed,

Z. This sccount relies largely on two sources. One is an Educatior_Week news report by Deborah 1.
Cohen, which appeared on Sept. 25, 1991, The second is an academic paper by the Casey Foundalion's
Cvaluation team: Gary G. Wehlage, Gregory Smith, and Pauline Lipman, "Restructuring Urban Schools:
‘The INew Futures Experience” {Madison, WL Center on Organizatisn snd Restructuring of Schools, May
1991},

5. The reforms required (or "strongly cncouraped”) by the Casey Foundation were site-based munagement,
flexibility for teachers, Individualized treatment of students, staff development, and community-wide
collaboration. This list is longer than the CIJE's, whose required ¢lements ere building the educationat |
profession and mobilizing community suppart, U

4. On the decline of spirituality in America, see Robert N, Bellah et al, Habits of the Heart (Berkeley,
CA: Untversity of California Press, 1985),







(1) The community as a whole: What is the character of this
Jewish community? What do some of its leaders perceive as
important strengths and resources upon which to build?

(2} Education system: What is the structure of Jewish
education in this community? What institutions are involved,
and, roughly, what is the nature of their personnel?

Becoming a lead community
(1) Preparation: What motivated participants to become

Hit <CR> for next page, : to skip to next part...

BMAIL>

2dHolved in the lead community proposal? What did/do they
hope ta gain--for their own communities, and for American
Jewry more generally? Who was involved in the proposal-
writing process? How, if at all, has participation in the
local CIJE effort changed since then? What does the concept
of a "lead community" mean to members of this community?

2y Mobilization: Who is presently involved in the
community's CIJE effort? Who is not involved? What role do
educators play in the CIJF, and/or what role is envisioned for
them? To what extent are diverse groups represented in the
local CIJE efforts? What attempts are underway to broaden
financial support for Jewish education?

(3) Visions: Who in the community has given thought tc goals
for Jewish education? What programs are envisioned or newly
established? What is the diversity of views about the desired
future of Jewish education in this communily? To what extent
are these views seen as attainable?

Challenges to the community

Hit <CR> for next page, : to skip to next part...

BMAIL>

Ifs section will focus on issues that emerge as key

., “hallenges to the efforts to establish a broad-based planning
. -ocess for community-wide improvement of Jewish education.
For example, the need to develop visions for Jewish education,
or to draw educators into the local CIJE effart, might turn
out to be important issues. This section is based on the
premise that the CIJE lead communities project is more than
"Just another project;" its goal is fundamental, systemic
invigoration of Jewish education in these communities and,
ultimateiy, throughout North America.

BMAIL>

Current message filed in MAIL folder

Message #1 was deleted.

BMAIL> reply

No current message

BMAIL> select mail

Current folder is mail, 2 messages selected

BMAIL> select

Current folder is MANDEL, 3 messages selected

BMAIL> dir

2JH => MANDEL <=

# Date From Size  Fmt L FileN Subject



Received: by HUJIVMS via NJE (HUyMail-Vé6j); Wed, 11 Nov 52 16:23:13
+0200 11 Nov 92 14:21:57 GMT

Received: from RL.IB by UK.AC.RL.IB (Mailer R2.07) with BSMTP id 4993;
Wed, 11 Nov 92 14:21:57 GMT

Via: UK.AC.ED.ERCVAX; 11 NOV 92 14:21:54 GMT
Date: Wed, 11 NOV 92 14:21:56

From: FEKJC68RERCVAX.EDINBURGH.AC.UK

To: annette@hujivms

Subiject: meeting on the 23/24
Sender: JANET "EKJC68RUK.AC.EDINBURGH.ERCVAX"
<ERKJC688ERCVAX.EDINBURGH.AC.UK>

I'm glad it will work out to send a f.r. to the meeting on the 23/24.
I am sure any of them would represent the project well. If one must be
recommended I suggest Claire since she has been presenting the project
so much lately.

However, let me make one more pitch to send all three field
researchers.

First, I made an issue of this a couple of weeks ago so they already

think all three of them are going. Second, all three will be visiting
all three communities at some times, and it would be good for them to
be intrcoduced to the leaders of the other communities. Third, they

would just be in the background during the meetings and not speak
except to answer questions and to present the project if asked, and
then only one of them would present.

P.S. I received a letter from Julie today in which she says they have
an appointment +to meet with Barry Holtz prior to the meeting on the
23rd-- "an informal get-acquainted session" she calls it. So it looks
like they've already set up their trips. That's my fault--I told then
they were going a couple of weeks ago.






Jewish education, and provoke a dialogue among them. Incidentally, [ would not be too dismayed
if the federation professionals are vnconcerned or are unable to articulate goals for eduvcation.
After all, that is not their area. I think it is more important that CIJE induce the educators in the
community to articulate a (hopefully coherent and as cohesive as possible} vision or visions, and
to think about how the vision{s) might be attained. But the visions question cannot be restricted
to the educators, but rather reach out to the communal professionals, the lay leaders, congregants,
etc. We will be examining not only the visions themselves, but the process each lead community
fays out for itself 1o establish and achieve educational goals.

I also like your suggestion of contacting people outside the local communities, particularly
persons at the national training seminaries. There could be two purposes to such discussions: (1}
Provide background information for field researchers on the range of possible goals for Jewish
education that may or may not be expressed in lead communities; {2) Gather information on the
links, if any, between the training institutions (and/or their affiliated movements) and the lead
communities. The down side to this plan is that our time is limited and I'm not sure how to work
itin. At a minimum, I think it is important that we make time for the field researchers to meet
with Barry Holiz,

I'm glad things went well in the States and I'm delighted and excited that the project has
truly started. I think you and Seymour should take pride i1 each major step. We in the evaluation
project williry t0 do our part 10 keep things moving in the right direction.

As always,
CAd g
Adam

cc: Ellen Goldring
Roberia Goodman
Claire Rottenberg
Julie Tammivaary

P.S. I have enclosed iny receipts for the trip to London. They include:

airfare 189 pounds sterling
taxis 21
underground 5
TOTAL 2_1_5_p0unds sterling

If vou prefer to reimburse me in dollars, this comes to $430.
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A Designated Research Centre of the ESRC

Directors: Andrew McPherson and David Rafie

7 Buccleuch Place Telephone: 03] A6T I0TE General. ext H7U8/6R03
EDINBURGH Edinburgh EHE9LW Telex: 72732 UNIVED G Personals ext

Fax: 0316653263

August 25, 1992

Ms. Annette Hochsiein
NMandel Institute of Jerusalem
22a Hatzfira St

Jerusalem 93012 ISRAEL

Dear Annetie,

As usual I enjoved our visit 1oday and found it very helpful for stimulating my thinking
about the evaluation project. [ enclose a draft of -he tentative schedule for field research.
Following our discussion. [ would add the following items:

(a) Late October: conference call with evaluation staff (AG, EG, and {ieid researchers) and
AH and SF to discuss the probable content of the January reports. This wiil be preceded
by informal sharirg of ideas about what might ga into the reporis within this group and witn
others e.g. Art, Barry.

(b) Mid-January: advisory committee {SF, AH, JC, MI) will review a draft of the report 10
be released at the end of the month. We will ge: this 1o vou as early in January as possible,
and we will need & guick turnaround on your response.

The tentative schedule was prepared to give us a sense of what our workload is and how
much we can get done in a vear. It is definitely subject 1o mocification to take into account the
needs of the lead communities and other contingencies that may arise.

As I explained today, the initial visitis not intended to be a rigorous data-gathering exercise,
butl is aimed more at crienting ourselves 1o the comnunities, introducing ourselves to the Jocal
CHIE organizers, findinga plzce to iive for Claire and Julie, etc. It will be a low-keyvisit, I 1hiak
vour suggestion of asking Shulamith to introduce us to the local CIJE leader(s) will facilitate this
approsch. It may oe useful to arrange a meeting with her first.1o work out the guidelines for eniry
into the Jead communitics. Alternativeiy, we may work on this lorng-Zistance and ask her 10 meet
with each researcner separalely for a short 1ime immediately prior to their firsi trip to their own
communities,

The second set of visits (Nov.-Dec) willbe more intensive. consisting primarily of interviews
which will address zll three of our substantive questions. Because the visit will be only a week
long, the number of respondents will be limited, probably including the firstand part of the second
secments of our "snawball” sample (local CIJE leaders and leading educators).

With regard 1o the guestion you raised about what if a respondent says, "I don't know about
goals, vou tell me," the interviewers will have a variety of probes which may simulate responses
despite initial hesitation. More generally, | agree that we need to prepare the field researchers as
well as possible so such responses will not take them by surprise. 1 hope that by posing the
question about goals, we will stimulate participants in lead communities 1o think about aims for



Jewish education, and provoke a dizlogue among them. Incidentally,l would not be 100 dismayed
if the federation professionals are unconcerned or are unable to articulate goals for education.
After all, that is not their area. I think it is more imporiant that CIJE induce the educaters in the
cormnmunity to articulate a {hopefully coherent and as cohesive as possible) vision or visions, and
1o think about how the vision{s) might be atiained. But the visions question cannot be restricied
to the educators, but rather reach out to the communal professionals, the lay leaders, congregants,
etc. We will be examining not only the visions themselves, but the process each lead community
iays out for itself to estabhish and achieve educational goals.

I also like your suggestion of contacting people outside the local communities, particularly
persons at the national training seminaries. There could be two purposes to such discussions: (1)
Provide background information for field researchers on the range of possible goals for Jewish
education that may or may not be expressed in lead communities; (2) Gather information on the
links. if any, between the training institutions (and/or their affiliated movements) and the lead
communities, The down side 10 this plan is that our time is limited and I'm not sure how to work
it in. Ata mimmum, I think it is important that we make time for the field researchers 1o meet
with Barry Holtz.

I'm glad things went well in the States and I'm delighted and excited that the project has
truly started. [ think you and Sevmour should take pride in each major step. We in the evaluation
project willtry to do our part to keep things moving in the right direction.

As always,

CC:  Elen Goldring
Roberta Goodman
Claire Rotienberg
Julie Tammivaars

P.5. I have enclosed my receipts for the trip to London. They include:

airfare 189 pounds sterling
taxis 21
underground 3
TOTAL .'Z_Ig_pounds sterling

If you prefer 1o reimburse me in dollars, this comes to $430.
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Telephone UK 001 530 1000

o Jirect dial UE (Ml 650 4156/4197
Dear Julie,

1 was so pleased to receive your letter with the draft of the interview questions. 1
think the team is making excellent progress. 1've taken a few extra days to respond
since you've given me a lot to respond to!

I'd like to raise three general issues, and then a few specific points about each section:

GENERAL QUESTIONS

(1} All three lists of questions are termed "Questions for Jewish Educators.” Yet
questions about vision and about mobilization need to be asked of a broader set of
respondents, including professional and lay leaders in communal organizations, parents/
cotigrugants, members of JCT's, perhaps unaffiliated Jews, etc. How will you handle
these different audiences? Will vou develop separate protocols for each category? P'm
sure that many of the same questions can be asked of different types of persons, but
some (uestions might be more appropriate for educators than for other respondents.
Particularly in the questions about vision, we need te think about varied ways of
approaching the subject.

Perhaps we should step back and lay out the possible different categories of
ioterviewees. These might be:

professional educators {mainly teachers and principals)
rabbis {who are educators to varying degrees)
students {(would need to limit this: e.g. secondary only?)
parents of students
congregants who are not parents
--especially lay leaders of congregations
JCC members
professional leaders of communal organizations {eg, Fed,JCC}
lay leaders of communal organizations
persons unaffiliated with congregations and JCC's

[HRFUTORS Yidrew MoPherwn Lrased Balle



| want to raise some questions about this list. First, what have [ left out? Second,
how are we going to prioritize conducting interviews with persons in these groups?
Will we omit some of them? Which ones? Third, how will the interview questions be
modified for these groups of respondents?

As u first cut, let me go back to the methods section of my "tentative plan” which |
presented in August. 1 listed three starting points from which we would snowball
outward:

(1} Key actors invalved in the l.c. proposal

(2) Leaders of community organizations involved in education

{3} Random samples of lay persons not included in (1) or (2}

If we follow this plan, we would first need interview questions for professivnal and lay
leaders of communal organizations, professional educators and rabbis, and lay leaders
of congregations. {Perhaps lay leaders of communal organizations could have the same
interview questions as lay leaders of congregations.) This plan gives lower priority to
interviewing students.

This discussion leads me to cunclude that you will need Lhree versions of the questions
about vision, and possibly mobilization:
(a) questions for educators
(b) questions for other professionals
{c) questions for lay persons, including leaders of communal organizations and of
congregatinnsg, parents, etc,

Time permitting, there could be a fourth version of the questiois about vision for
students.

How does this sound to you? I'd be happy to hear about alternative approaches., I'm
sure there will be a lot of overlap among these versions of the questions--perhaps the
main difference would be in the way vou introduce the questions,

(2) There are a lot of questions here!! I am concerned sbout the length of the
interviews, particularly for educators, who would presumably be responding to all three
sections. How can these questions be prioritized? Here are a couple of alternate
ideas:

{a) Ask only the visions questions in the Nov.-Dec. visits. In the Jan.-Apr.
visits, ask the mobilization and professionalism questions of persons interviewed
previously, and ask the visions questions of a broader sample. In the May-June
visits, ask again aboot visions and mobilization (to monitor changes), and ask
about professionalism from a broader sample.

{b) From a limited sample, ask about all three subjects in the Nov.-Dec. visits.



{Non-educators would not be asked about professionalism.) Broaden the sample
and ask about all three subjects in Jan.-Apr. For the May-June visits, return to
key respondents to monitor changes in vision and mobilization.

My concern with ptan (b} is that there would be a lot of questions for one round of
interviews. Of course, many variations on these ideas are possible. For example, you
could follow plan (a) but add mobilization questions numbers 1 - 7 for the Nov.-Dec.
interviews. I hope you will discuss these and other plans that you devise and let me
know what you intend to do.

(3) Do you have any plans to pilot the questions? I urge you to do so. The easiest
thing is to try them out on each other, and that is certainly a good way to start., But |l
suggest finding same interview subjects outside the lead communities who would be
willing to help out by responding to the questions. As you well know, practice
interviews of realistic subjects will help prepare you fur the kinds of responses you
may receive in the l.c.'s. In addition, practicing the interviews will show if 1 am right
to be concerned about the length of the interviews.

SPECIFIC QUESTIONS
Generally 1 think you've devised some high-quality questions, A few reactions:

Vision questiops:

Obvigusly you need some sort of warm~up here, and as | noted above, the warm-up will
likely he different for different categories of respondents. Non-educators witl have
much less to say about these guestions. What sort of probes can we devise to help
them along? For example:
What should Jewish education in this community look like in five years? How
does that differ from what vxists today?
What kind of Jewish educatrion would you itke your vhildren or grandchildren to
receive? Is that type of education availuble todey? (If not): What changes are
needed to hring that about?

Mobilization questions:

Again, some sort of introduction is needed. What is the process referred to in question
l"'l

What are the points behind questions 8 and 97 (1 can make some guesses, but Pd like
to hear your views, I'm not criticizing, just wondering.)

[ think question #13 is great. Why does it come under mobilization? Does it link up
with the visions questions?



What do we mean by "policy and funding decisions” in question #16? We definitely
need to know this, but I wonder if we need a more subtle way of asking it.

Professionalization questions:

We've been using "professionalization" and "professicnalism" as a shorthand for
referring to this topic. Let’s not lose sight of the fact that most Jewish educators are
not full-time professionals, and many are not making a career of Jewish education.
Nor should we take it as given that this is a goal of the reform of Jewish education.
S0 let’s use our shorthand, but remember that, more accurately, these questions are
about the professignal lives of educatgrs, i.e. the conditions under which they work and
the efforts they expend. We can take it as a given that one goal is to improve the
professional lives of educators--that is a required element of A Time to_Act.

Unlike the other sections, these questions are clearly intended only for educataors.
Questions for non-educaters about the professional lives of educators would come under
vision.

At the heginning of this section {or elsewhere}, we need to establish some basic
background information such as how much they teach/administer, what their subjects
are if they are teachers, how long they’ve been Jewish educators, etc.

Generally I think these questions get at the heart of the matter. Somecne should
review the Los Angeles Jewish Teachers Survey--and any other coinmunity teacher
survey--to sec if there are other ideas.

EokkRkckkkkkkkkkkk bk kF Rk ko kkkkkkkkkkkkkkkk k%

I hope these responses are helpful, and that you can discuss them in upcoming weekly
conference calls as well as in group meecings. | just heard from Ellen that the First
"official” team visit may be to Atlanta in late October, so that leaves about five weeks
to address these issues and polish the questions. t would appreciate the opportunity to
respond at least once more to the next draft of the questions and to any decisions you
make regarding which sections to ask of whom at what point in the year. If time gets
short, remember that you can reach me by fax.

Thanks much for keeping me up-to-date.

Best,

Adam

cc: Roberta, Claire, Ellen, Annette









14.

[
or

in.

Who is not reached by your ccommuni<y's effcorts to increase
involvement?

Who chooses not to become involved? Why?

Who shapes policy and funding decisions about Jewish education?



Roberta Goodman

Claire Rottenberg

Julie Tammivaara

Questions for Jewish Educators

20 August 1992

PROFESSIONALIZATION:

1. At what point did you make a definite decision to Lecome an
educator?
{ Probe: what were specific circumstances at the time?)

2. What were the main attractions the job held for you?
3. What people were influential in your decisicn to beccme an
educator?

( Frobe: Family, Friends, Other Educators, Qthers?)

4. Thinking back to when you decided to become an educstor... What
qualities did you possess that you thought suited you to this
work?

5. In what ways is your work different from what you espected when

you began as an educator?

6. Tell me about yonr formal scheoling.
a. Grammar schoo.
b. High schcol
c. College
d. Non-formal training
7. How long have you held your current position?
8. What positiong (and for how long) 4id ycu hold before this one?

(Affirm non-paying, non-instituticnal work.

9. How many other educators work with you?
10. How long have each of them held their current position?
11. Imagine you vere having a conversation vith a prospective

educator. How would vou describe what you do? (Probe:
frustrations and benefits of work as well as contenvt.)

12. What would you tell prospective students and parents about your
educaticonal program?

13, Think for a moment about your fellow educators.



14.

15.

16.

17.

18.

24,

30.

Lad
=

a. When and where do you interact with them? (Frobe: singly
or in groups)
Hou are educators as a group perceived by others?
c. How do others show they respect (or do not respect) you?
What salary and/or benefits do vou receive?

Looking ahead, what career opportunities do you see for yourself?

What career opportunities would you like to see made available to
you?

What opportunities for professional growth (workshops, colleqge
courses, canferences, etc.) have you had?

In what areas of your work do you feel powerful? Not so powerful?
( Frobe: explain in detail)

Thinking back on your cwn Jewish educatiovn, describe a really
wonderful teacher you had.

Describe a teacher who was not so wonderful.
How do lay people assist you in your work?
How should they be assisting you?

As you think about your work, what dc you see as the main
purpose(s) of Jewish education?

How would you like to see your students changed c¢r transformed as
a result of your teaching?

Describe a model 4J-vear-old Jewish perscn. (Allow for multiple
descriptions.)

What changes have you effected in the structure of your
educational program?

What circumstances would cause vou to leave your position?

When was the last time vou were tempted to leave? | Probe: What
vere speclfic circumstances? What happened?)

What two or three changes would significantly improve your
situation?

What kinds of decisicns de you participate in at your school?
{ Probe: specific examples.)

What resource materials are available to you?

How is curriculum chosen? HNodified?



23, Huow has status of Jewish educators changed since vou becamse
irvolved either as a student or teacher?
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August 28, 1992

Ms. Annette Hochstein
Mandel Institute of Jerusalem
22a Hatzfira St.

Jerusalem 93012 ISRAEL

Dear Annette,

As usual T enjoved our visit today and found it very helpful for stimulating my thinking
about the evaiuation project. | enclose a drafi of the tenmiative schedule for field research.
Following our discussion, [ would add the following items:

(2) Late October: conference call with evaluation staff (AG, EG. and field researchers) and
AH and SF to discuss the probable content of the January reports. This will be preceded
by informal sharing of ideas about what might go into the reports withinthis group and with
others e.g. Art, Barry,

{b) Mid-January: advisory committee {SF, AH. JC, MI) willreview a draft of the report 10
be released at the end of the month, We will get this to you as early in January as possible,
and we will need o quick ternaround On your response.

The tentative schedule wae prepared tu give us a sense of what our workload is and how
much we can get done in g year. It is definitely subject 1o modification 10 take into account the
needs of the lead communities and other coniingencies that may arise.

As I explained todzy, the initial visitis not intended to be a rigorous data-gathering exercise,
but is aimed more a1l orienting ourselves to the commurities, introducing ourselves to the local
CIJE organizers, firndinga place to hive for Claire and julie, etc. It will be o low-keyvisii I think
vour suggestion of asking Shulamirh to introduce us te the local CNE leader{s) will facilitate this
approach. It may be useful 1o arrange a meeting with hor first,10 work cut the guideiines for entry
into the lead commurnities. Aliernatvery, we may work on this long-distance and ask her 10 meet
with each researcher separaiely [or a short time jmvmeciately prior to their firsttrip to their own
COmMmuUnilies.

The second set of visits (Nov.-Dec) will be more intensive, consisting primarily of interviews
which will address zll three of our substantive questions. Because the visit will be only a week
long, the number of respondents will be fimited. probubly includingthe firstand part of the second
segments of our "snowball” sample (local CIJE ieaders and leading educators).

With regard to the question vou raised shout what if a respondent says, " don't know about
goals, you tell me," the interviewers will have a variety of probes which may simulate responses
despite initial hesitation. More generally, I agree that we need to prepare the field researchers as
weil as possible so such responses will not take them by surprise. 1 hope that by posing the
question about geals, we will simulate participants in lead communities to think about aims for



Jewish education, and provoke 2 disioZue among them. Incidentally. ! would not be 1oo dismaved
1¥ the federation professionals are unconcerned or are unaple 10 aruculate goals for educalion.
Afier all, that is not their area. 1 think it 1s more important that CIJE induce the educators in the
commurity 1o articulate a (hopefully coherent and as cohesive as possible} vision or visions. and
to think abou! how the vision{s) might be attainec. But the visions question cannot be resiricted
io the educators, but rather reach out 1o the communal professionals, tne lay leaders, congregants.
etc. We will be examining not only the visions themselves, but the process each lead community
Javs out foritseif tu establish and achieve educational poals.

I atso like your suggesiion of contacting people outside the local communities, particularly
persons at the national training seminaries. There could be {wo purposes 10 such discussions: (1)
P'ravide background information for fieid researchers on the range of possibie goals for Jewish
coucation that may or may not be expressed in iead communites; (2) Gather information on the
links, if any, between the training institutions (and/or their affiliated movements) and the lead
commurities, The down side to this plan is that our time is limited and 1'm not sure how to work

1in. At a minimum, I think i1 s imporiant that we make time for the field researchers 10 meet
with Barry Holiz

I'm glad things went well in the States gnd I'm delighted and excited that the project has
trulv started, ] thine vou and Sevmour shoud take pride in each major step. We in the evaluation
project will try to gu our parl to keep things moving in the right direction,

A giwavs,

(:/Tfl}‘d/m
Adam

v len Goadr ng
Rumerta Gowmon
Claire Rottenbery
Julie Tamnuvears

VS0 1 have enciosed my receipts tor the trip to London. They include:

miriare 159 pounds sieriing
(aAls 2]
underground 5
TOTAL 215 pounds sterling

If vou prefer to reinsburse me in dollars, this comes to $430,



Via: UK.AC.ED.ERCVAX; 11 SEP 92 12:24:41 BST

Date: Fri, 11 SEP 92 12:23:46
From: EXJC68BERCVAX.EDINBURGH.AC.UK
To: annette@hujivms

Subiect: reports
Sender: JANET "EKJC6BQUK.AC.EDINBURGH.ERCVAX"
<EKJC68EERCVAX.EDINBURGH.AC.UK>

Annette,
In anticipation of introductory meetings in the lead communities,

Hit <CR> for next page, : to skip to next part...

BMATL>

2OH field researchers are asking what they should say about reports.
Ellen and I have decided we need to come up with something more
definite than we’ve said so far. This would be part of an informal
presentation that the field researchers will make when they are
irtroduced by Shulamith to pecople in their own l.c¢.’s. These meetings
will stress our collaborative spirit and show that we view them as
clients as well as our subjects. It will provide opportunities for

. 2stions as well as for l.¢. participants to say how meonitoring and
@v- ation can help them, what types of information they would like, etc.

What follows is a draft of what we could say about reporting. I’d welcome
any comments you may have.

Field Researcher reports in lead communities:
A Tentative Proposal

The tentative plan of work for field researchers calls for
preparing three written reports, to be released in late January,
early May, and early July. The first two reports will be
primarily descriptive, while the third will be mcre analytic, and

Hit <CR> for next page, : to skip to next part...
BMATL>

2JH! address changes that occur over the cnurse c¢f the year.

2 purpcse of these reports i1s to provide feedback to both the
na* nal and local CIJEs on each community’s procress toward
pilanning and, ultimately, implementing programs that will
substantially improve Jewish education and that can serve as a
nodel for the rest of North America. It is not possible to say
at this point what we mean by "improve"; indeed part of the field
researchers’ task will be to discover and articulate each
community’s visions of improvement. Based on A TIME TO ACT, we
anticipate that progress will occur in mobilizing the community--
lay and professional--in support of Jewish education, and in
anhancing the profession of Jewish education, among other areas.

Jritten reports will be presented to the Director of the CIJE and
o the local Chairs of the CIJE project. For the first two
reports, community members will receive cnly the reports on their
>Wwn communities, and will make their own decisions on wider
iistributions. 1In addition, the field researchers will be
ivailable to make oral reports to groups within the lead
communities as mutually agreed upon by the field research team



Hit <CR>» for next page, : to skip to next part...

BMATL>

add the local CIJE organizers,
BMATL>

Current message filed in MAIL folder
Message 11 was deleted.

BMAIL> quit
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Proposed feedback mechonlam in lead ¢communities

The field researchers are expecied to prepare quarterty reports on their findings in
lead communities. During the flrst year, the reporws wiil ducument the state of
Jewish education in the three communities, with parcicular reference to vislons for
change, mobilization of the communitles, and the professional lives of educators.
{These reports will presumably be complemented by local self-studies addressing
participation rates and other guantitative Indicators.) Especially In the first
quarterly report, the field researchers will document the process of becomipg a lead
community, and they will monitor this process throughout the year. Each

community's report will reflect the particular pace and direction of planning within
that cammunity,

Preparation eng disseminarion
The {ieid reseerchers, with input from che diveczor and associate director of
evaluation and their advisory cemmittee, will produce a firs, set of resorts on
the lead communities by the end of January.

The January repcres will be delivered to Art Rotman, the Director of the
CIJE. He will send each community's report to the respectlve local profect
directors. In a cover letter, he wlll offer to have our field researchers
pravide one or more oral presentations to professlonal und/or lay leaders (at
the discretion of the local project director) based on the portlons of the

report that are appropriate for wider dissemination, Each community will
recelve only {ts own reporte.

In addition, the evaluazlion scafl (director, associute direcior, and field
researchers) will prepare a summary report. The sutunery report will include
comparative information about the three commurltles, and ac assessment of
CIJE progress to date. This report will be delivered to Art Rotman, who may
wish to share It with the CIJE Boerd subcormim,iiee on evaluation.

Subsequent querterly reports will be disseminated in the same manner, subject
to mogification based on wur experience in Jaraury,

Contert of the first report

The first report must document the process of becoming a lead community, It
must reveal the criticat {ssues facing the lead communities as they attempst

to moblilze and invigorate thelr systems of Jewish educatlion. Exaniples of
possible issues are:

-~ mobilization and cooperation smong various groups within lead
communities, e.g. federation professional and lay leaders

-- achieving consensus within communities about what it means to be a
"lead community”

-- bringing educartors incto the lead community process

-- getting community members to exnress visions for Jewish education

ra






educating federation lay and professional leadars about the concept of
a lead comununity {so far, commualty members and CIJE staff do not
seem to share the seme {dea of what a lead community is)

bringing federation professionsl and lay leaders together (early
indications show Important divisions between these groups {n the lead

communities)

getting educators {nvolved {where are the educators in the lead
community coalltions?)

gaoling community members o express visions for Jawish education






Another reason for focusing on visiuns is that a lack of clear goals has hindered the success of
many previous retorm efforts in general education. For example, the New Futures Initiative,
an ¢tfort by the Casey Foundation to invigorate educatonal and community services in four
inner-city communities. was frustrated by poor articulation between broad goals and specific
programs. Although the communities were mobilized for reform, the connections between
community leaders and front-line educators did not promote far-reaching programs for
fundamental changes. New programs were generally supplemental, and they tended to
produce superticial changes.

Questions related to visions include asking about anticipated obstacles, about overcoming
barriers between segments of the Jewish community, and about how participants foresee
moving from goals to implemeniation. By asking questions about visions. the evaluation
project will not only document goals, but will help persons at all levels of the lead communities
project — lay leaders. parents, educators, and other Jewish protessionals — to think about their
visions ot the future. This process may lead to interactive thinking about goals, and may help
the communities avoid purely top-down or botiom-up strategies.

[t will be important 1o consider the concretencess of the vitions in each community. Do the
visions include a concept of implementation, or do ideas about goals remain abstract? Do
participants recognize a link between their visions of change and the structure they have
established to bring about change?

Community mobilization. According to 4 Thne 1o Aer, mobilizing communitv support for
Jewish education is ¢ “building block™ of the lead communities profect, a condition that is
essential to the success of the endeavor. Tlns involves recruiung fay leaders and educating
them about the importance of education, as well as increasing the tinancial resources that are
commutted to education. The Report quotes one commiss vner as saving, “The challenge 15
that by the year 2000, the vast majority of these community leaders should see education as a
burning issue and the rest should atleast think itis important. When this is achieved .. . money
will be available to finunce fully the massive program envis oned by the Commission (p. 64).”

Recent advances in educational theory alkn emphasize the importance of community-wide,
“systemnic” reform instead ot innovations in isulated programs. Educational change is more
likely to succeed, according to this view, when it occurs in a broad, supportive context, and
when there 1s widespread consensus on the importance of the enterprise. Hence, an important
issue for the evaluation of lead communitics is the breadth and depth of participation in the
project. What formal and informal linkages exist among the various agencies of the com-
munity? Which agencies participate in the visions of change that have been articulated?

As part ot their applications lead communities are proposing planning processes for the first
vear of work. In studying mobilization in the communities, we need to observe how this
planning process unfolds. Is the stated design followed? Are departures from initial plans
helptul or harmtul? Is there broad parcticipation? Are the planners developing thoughtful
materials? We will need to describe the decision-making process. Is it open or closed? Are
decisions pragmatic or wishtul?

]



The professional lives of Jewish educators. Enhancing the profession of Jewish education is
the second critical building block specified inA Time to.Act. The Report claims that fundamen-
tal improvement in Jewish education is not possible without radical change in areas such as
recruitment, training, salaries, career tracks, and empowerment of educators. Hence, the
evaluation project will establish baseline conditions which can serve as standards for com-
parison in future years.

Field research may center on characteristics and conditions of educators including background
and training, salaries, and degree of satisfaction with salaries; school facilities; cohesiveness
of school faculties cohesive; administrative support for innovation; and so on. Additionally we
will observe a subset of educational programs that are in place as the lead communities project
begins. These observations will be used as baseline data for comparative purposes in sub-
sequent yvears. We will try to consider programs which, according to the visions articulated in
the community, seem ripe for change.

IL. METHODS

In the long term (e.g., four years?) it is possible to think about quantitative assessment of
educational change in lead communities. This assessment would involve limited surveys that
would be administered in 1993-94 and repeated perhaps every two years. For the present, the
evaluation project will make only limited use of quantitative data, relying mainly on informa-
tion gathered by the community itself, such as participation rates, trends in funding, teacher
turnover. etc. The bulk of the assessment carried out by the evaluation project, at least during
the first two years, will emphasize qualitative assessment ot the process of change in lead
communities. The main methodological tonls will be interyiews and ohseryations.

Snowball sampling for interviews. A “snowball” technigue for celecting interview respondents
appears appropriate here. In this approach, the researcher identifies an initial group of
respondents, and adds to the list of subjects by asking each interviewee to suggest additional
respondents. At some point in an interview, tor example, the researcher might ask, “Who else
isinvolvedin (program x}? Who else is a leader in this area in this community?” Subsequently,
the researcher interviews seme of those named by previous subjects, particularly if new
subjects are named by more than one previous informant.

In the snowball approach. it is important to begin with multiple starting points, so that one
does not become cenfined to a narrow cligue within the community. We might use the
following three starting peints from which we would snowball outward:
(1) Key actors identified in the lead communities proposal from each communiry.
(2) Alist of leaders of all community organizations that are involved in education, possibly
prepared by the head of the local Jewish federation. The list must include leaders of

any organizations that are not participating in the lead communites project. .

(3) Random samples of educators and lay persons not included in (1) or (2).

L]
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These samples should clarify the social ecology of the Jewish communiry.

Auxms of evaluation. The purpose of the evaluation, especially in the first two years. is weighted
more towards developing palicy than towards program accountability. Feedback on the
process is seen as much more important than summative evaluation, at the present time. We
suspect that most Jewish educators recognize that Jewish education is not succeeding, and will
understand that the field researchers are not there to document their failures. Instead, the field
researchers can serve the educators and their communities by helping them reflect on their

situations and by serving as mirrors in which their programs can be viewed alongside their
goals.
=

In one sense, the evaluation project does emphasize accountability. By the end of the first year,
lead communities are expected to have well-articulated visions for change, and implementa-
tion plans developed. The evaluation project will help judge whether the processes within the
lead communities are leading towards these outcomes, and will assess progress toward these
general goals in the spring of 1993.





















- Danger ot emphasizing only expevimental.  There are some good
things going oun.  tThere is also "building upon strenztbhs”

- Must be carvetul in our use of terms.  The gerunds on page 10
teind to be stale and repetitive.

- What 15 Lthe role ot the CHJE 1n all Lhis

= The lead community represents a unique partnersiiip between the
CIHIE and the Jocal community,

- The CLIE will do what othevr« do but in more oruanizod fashion.
There will be money available. consultanis. and ongoing staff to
assist in implementation.

- CIJE is a bridee Lo'ru~ordinatpd, collaboralive resources.

- CLJE must catalvze national institutions to work to=ecther,

- Expeclations must be reasonable. Accountability to funders is
an issue,

— There is a distinction between outcomes and goals.,  Must
develop indicators that are more proximate. Communitics can
specify what outcomes they expect. Goals arc more tons term and
will vary among different institutions within a community.

- What does continuity mean. Can we or can we not evaluate
continuity.

- kEducators don’'t want to deal-with this.

- Lhat 1s supposad to happen as a result of Jewish education?

- Continuity stands independent ot intermarriage.

- Intermarriase must be bhrought up to the denominations as a wav

Clo thirach 1L out, Must build strategies teo doeal with 1t

- Adpteymarviaso Cannatbt be a titmus test on Jewish oducation.
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spposcd to intormal education. A term such as "in-service
~ucat1on” should be replaced by "protessional srowth".
- Thoe statement "Communitiecs will be presented wikth a menu of

projects” sounds loo directive.,

- fhove msust bhe certain elements, without this, 1t will not
play.

- A programmatic elements are oplionnl!. There arce two
csuentials —— personnel and community,

- Perhaps there should be a "preferred list” -- a certain
imprimatur.

- What wmust be agreed to at the oulsct is what will happen in
COUrSe, The "menu” 15 important at a later staze. but not as an
initial prereguisite.

- Will not be ablec to relate 1o a menu until after Lhey have
related to this. There is a danger in coming in al the outset.
Want to mobllize community support. Wanl to engage communilies
in a process.

There must be certain elements to guarantee scope and quality.
Communities must write down how they will be able to zuarantee
success.  Programmatic elements must be agreed upen in advance.
- The community. coming together with the CIJE will agree to a
cerbain standard zoineg in.  Must buy into certain standards.

- T'he Lime scequence is not good. The menu of projects is okav.
but later nust sort it out. ¥hat commitments must he made up
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= W'D o have o oroetld e How Buch i1 will cost to be a lead
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- Perhaps should think in terms of setting up Naticnal Study for
Eest Practicez -- similar to what happening in Michigan State.
- Several ways we ccould approach problem. Direct - step by step,
or cyclizcal - i1terative. As zpelled out, would take months to do

eacn =t

"

NHo need to lock at whole final range -- can get group
of experts in f[ield together and would be abls to arrive at good
consensus.

- There will be general consenzus on projects that would be
undertaken : Supplementary schools. Day schools, early childhood,
JCC, camps, Israel experience.

- CIJE could develop roster of co-ordinators, fzllows of
CIJE.Could fturn to JESNA etc. Not a service organization, but a
catalyst that serves role of broker-facilitator.

- Networks exist -- don't need new networks. Learn how to use
exi1scing systems and their cocnsultative agenc.es.

- Currently many institutions doing best practices but haphazard
and unevan. Must be refined.

- Must do best practices because Comnmissioners asked for it.

Must have 1nformed decisions systematically addressed.

- First cut is to go to all informants and see what exists.
Develop rolladex. Stage one-should begin with major enabling
options -- professional groth.

Eecomme%datlon: Barry should redo paper on best practices
accoraing t> f:ndings of deliberating groups. Small group w:ll

to discuss further dizcussion
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tymLem o -- oa snay Lo climl up. If a community was =zericus about

upgrading 1ts system, would have some framework to go by.

- What-srtrategy should the CIJE? Should it have a strategy:

- As 1mportant as compensation are the issues of pansion and
health bensiits.

- The di1fficulty with pensions is that supplementaryv teachers
don't have ensual hours. Mutual of America was prepared to set
up nat:onal medel - 2% teacher, 2% school, 2% community- but was
not foliowad up.)

- Hea.th Benefits: Mot realistic for part time teachers.
Insurance could cost frem $3000 te $7000 per vear.

- CIJE should encourage participation in CAJE and then evaluate
1ts effectiveness. Look at communiti=ez who have szent people to
measure effectiveness.-- alsc examine eififectiveness of
carticilpation 1n JEA. ECR., NATE).

- CIJE might contribute to networking -- buttress networks.
Could construct a maedia resource network.

- CAJE 1s all inclusive, There i=s no organization for anly
teacners to help tezachers with their specific problems.

- Coula help develop a naticnal publication of guality -- Modest
zrants of 10-15,0090 might enable publication of several journals.
- CIJE could establish an aobjective of minimum standards of
compensation. 1.2. 2qual to local school standards. Every l.c.
would be eguivalent to public school salaries. )

-Zan th:s De aavesated 1n the absence ¢f same standards as public
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- As public schools rai:se their salaries, this could zut i1nte the







































purpase of

3|
Two tyvpes of evaluation Formative evaluation for
ongoing guldance of processes and summative evaluaticn for the
purgoase ~f maki:ng decizions as toc whether to continue or to halt
the proocess:
- Dutcome measures in general education (such as standardized
teztzs,;, generally 46 not measure what want to measure
- When tThere 13 vesearch within a given =ite, There are stated
JCals and Dp=SrAativE Joa.m. The operative goairs are unaexpected
results of measuras taken, Perhaps should not state goals before
gcing to s1te.  CZan start monitoring L.C. before stating goals.
Heedead development of outcome indicators while feeding in
Speran.ive gocals.

- There must be a fisld researcher in lead communities to monitor
the prscess 2cez the lead community goes through in changing the
nature of Jewiszsh Educacicn

- Researchers must be ocpen to the possibility of failure as well

Mcst maejaor efforts succeed :n only a small part.
ils who learns a lot and whe learns a
Would be

as SUuCSoesSsS
in general education

- An important guesticn
little Difficult tc measure
possible 1n Jewish educaticon. There are tremendous differences.
What i1z 1t &bout Jewish Educational setting that enables people
to zain a lct? Must be put off because don't have outcome
;easures.
- Must 2xamine :nstitutions within the context of communitv. A
LTS S0 :iEITIIATICLE benwean aspects <of community can be dealt
lead communtity. ) i




































b
criteria te zee 1f 1t 13 a good plan.
-What would Senicr Policy Advisors look at -- papers? concepts on

leaad communities?

Du we nave to commission ancther group ts deal
with parsonnel in a lead community?

-Time to start drafting first paper to send to lead communities.
Then draft a second piece. Then draft papers for first meeting.
In course <of drawing up thezse documents will learn what we have
left to figure our.

-Cannot presume that all principals etc. have a good
understanding of thelr professiocnal needs.

-Prepare outline of what might want to use in the developing of
personnel needs. Zrne 1tem could be, cons.der that teachers are
one part of what might be needed.

-There has already Se=2n work Jone on a plan for personnel.

-We ars not thinking only of 1nstitutizans being served by

recrulbment. Mees

{t

a fesder szvystem. collzge students, homemakers,
retilrees, career change people, genera: educatsors, rabbis. could
gat an infusicn cof new pecple

~Must think not only of institutions but alsc of clients.

-Heow far shoula we go intc detail?

-We should ask somebody to write the paper on personnel -
-Must have a lot to offsr .=ad communities on first apprcach or
will miss the copportunity. -

-What we need is neirther paper nor p.an. CIJE in a position to
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take trat the lead communihty has and complete 1t

53

Will only know that when meet with lead ~ommunity. Even if



















































CUE, will invoive the implementation of an action plan in the areas of building the proiession
o7 Jewish education. mobihzing community support and In programmatic areas such as day-
schools or Israel experience programs. It will be carefully monitored and evaiuated, and fe=d-
back will be provided on an ongoing basis.

Several Lead Communiues will be established. Communites selected for the program will be
presented with 2 menu of projects for the improvement of Jewish education. This menu,
orepared by the staff of the CIUE, will include required programs (e.g.. universal in-service
education: recruiing and involiving top lay leadership: maximum use of best pracuces) as
well as optional programs (e.g., innovation and experimeniation In programmatic areas such
as day schools, supplemeniary schools; summer camps: community center programs; Isragl ex-
perience programs). Each LC will prepare and undertake the implementation of a program
most suited 1o meet its needs and resources, and likely (0 have a major impact on the scope
and quality of Jewish education provided. Each community will negotiate an agreement with
the CUE, whicn will specify the programs and projects ¢ be carmed out by the commumnry,
their goals, anticipated outcomes, and the additional resources that will be made avaiiable.
Terms for insuring the standards and scope of the plan will also be spelled out. The agreement
will specify the support communiteas will receive rom the COE. A key element in the LC
pian is the centrality of on-going evaiuation of each project anc of the whole pian.

Through the LCs, the CUE hopes to implement a large number of experiments in diverse cor-
munities. Each community will make significant choices, while they are being carerully

guided and assisted. The data collection and analvsis effort will be aimed at determining which
programs and combination of progzrams are more successitl, and which need modificanon.
The more successful programs will be offered for repiication in additienal communites, while
others may be adapted or diopped.

This concepton of Lead Communiues is based on the following concepuons:

a. Gradual Change: A long-term project 1s being underaken. Change will be gradual and
take place over a period of ume.

b. Local Initiative: The initiative or establishing LCs will come from the local community.
The plan must be locally developed and supportec. The <2y stakenolders must be commitad
to the endeavor. A local planning mechanisni commitiez) will play the major role in generat-
ing ideas. designing programs and implementing them. With the help of the CIJE, it will be
possible for lozal and national forces to work together in designing and fisld-testng soiunons
to the problems of Jewish education.

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

d. Community and Personnel: Meaningful change requires that those elements most cricat
to improvement be addressed. The Commission has called these “the building biocks of
Jewish educauon™ or “enabling opuons.” It decided that without community support for
Jewish education and deaiing with the shoriage of qualified personnel, no systemic change 1s
likely to occur. All LCs will therefore, deal with these elements. The bulk of the thinking,
planning, and resources will go 1o adcressing tham.
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e. Scope and Quality: In order for 2 LC's plan to be vaild and effecuve. 1t must fulfll two
condinons:

1. It must be of sufTicient scope to have a2 significant impact on the overall educagonal picture
1In the communiry.

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

f. Evaluation & Feedback-Loop: Through a process of datz- collection, and analysis for the
purposes of monitoring and evaluation the community at Jarge will be able to study and know
what programs or plans vield positve resuits. It will also permit the creation of a feedback-
loop between planning and evaluaton acuviues, and between central and local acuviues,

g. Environment: The LC should be characterized by an environment of innovation and ex-
perimentation. Programs should not be limited to existng ideas but rather creativity should be
encouraged. As ideas are tested they wiil be carefully monitored and will be subject to crincal
analysis. The combinaton of openness and creativity with monttoring and accountability is not
easily accompiisned but is vital to the concept ol LC.

2. Relationship Between the CLJE and Lead Communities

a. The CUE will offer the following support to Lead Communities:
1. Professional guidance by its staff and consullants

2. Bridge to coniinental. central resources, such as the Institutions of Higher Jewish Learmung,
JESNA., the JCCA, CIF, the denominations, elc.

3. Facihitation of outside funding—in partcular by Foundatuons

4. Assistance In recruitment of Lazgarship

tn

. Ongoing trouble-shooting (ior matiers of content and of process)

o2

. Monitoring, evaluation and feedback lovp

-1

. Communicatior and networking

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

1. To engage the majority of stakeholders, instituions and programs dealing with educanon in
the planning process—across ideological and denominatonal points of view.

2. To recruit outstanding leadership that will obtain the necessary resources for the implemen-
tlauon of the pian.

3. To plan and implement z program that includes the enabling opueons and that is of a scope
and standard of quality that wiil ensure reasonable chance for significant change to occur.

3. The Content:

The core of the development program undertaken by Lead Communiues must include the “ena-
bling options.” These will be required element 1n each LC program. However, communiues
will choose the proegrammatic areas through which they wish to address these options,

Tl



a. Required clements:
1. Community Support

Every Lead Community will engage in a major effort at building community support for
Tewish education, Tnis will range from recruiting top leadership, to affecung the climate 1n
the community as regards Jewish education. LCs will need to introduce programs that will
make Jewish education 2 high communal priority. Some of these programs will include: new
and additonal approaches to local fund-raising; establishing a Jewish education “lobby,” inter-
communai networking. developing lay-professional dialogue, setung an agenda for change;
public refatons eriorts.

2. Personnzl Development:

The community must be willing 1o implement 2 pian for recrutting, training, and generally
building the profession of Jewish education. The plan will affect all elements of Jewish educa-
ton in the community: formal; informal: pre-service; in-service: teachers: principals: rabbis;
vocational; a-vocational. It will include developing a feedsr system for recrultment; using pre-
viously underutlized human resources. Salaries anc benefits must be improved: new career
paths developed, empowerment and nerworking of educators addressed. The CIOE will recom-

mend the elements of such a program and assist in the planning and implementation as re-
quested.

b. Program areas

Enabling opuons are applied in programmauc areas. For example. when we wain principais, it
1s for the purpose of bringing about improvement in schcols. When supplementary school
teachers participate in an in-service training program, the school should benent. The link be-
tween “enabling” and programmatc options was made clear in the work of the Commission.
It is therefore proposed that each icad community select | as arenas for the implementadon of
enabling opuons, those program arcas most suited to local needs and conditions. These could
include a vanety of formal and informali settings, Tom dav-schools. to summer camps, to
adult education programs or Israel experience programs.

¢. The Roie of the CIJE

The CUE will need to be prepared with suggesuons as to how LC's shouid work in program
areas. Therefore 1t will need to build 2 knowiedge base from the very inception of its work.
The CIE will provide LCs with information and guidance regarding “best practnices” (se2
separate paper on “best practces™). For exampie, when a community ¢chooses to underiake an
in-service training program for its supplementary school or JCC staff, it will be offered
several models of successful waining programs. The community will be offered the rationale
behind the success of those programs. They will then be able to either repiicate, make use of,
or develop :heir own programs, in accordance with the standards of guality set by those
models.
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d. Qutcomes

The Commission on Jewish Education in North Americz was broughs into exisence because
of an expressed concern with “Meaningful Jewish Conunuity.” The pluralistic nature of the
Commission, did not permit it to deal with the goals of Jewish educadon. However the ques-
tion of desired outcomes is a major issue, one that has not been addressed and that may yield
difterent answers for each ideplogical or denominatonal group in the community. The role of
evaluation in the process of Lead Communities will require that the guestion of outcomes be
addressed. Otherwise, evaivauon may not vield desired results. How will this be handled?
Should, for example, each group or institunon deal with this individually? (e.g. ask each to
state what is educationally of importance to them). Should it be a collective endeavor? The
CUE may have to develop iniual hypotheses about the desired outcomes, base 1ts work on
these and amend them as work progresses.

4. Monitornng, Evaluation and Feedback-loop
The CJE will establish an evaluation project (unit). Its purpose will be three-fold:

1. to carry out ongoing monitoring of progress in Lead Communities, in order to assist com-
munity leaders, planners and educators in their daily work. A researcher will be commis-
sioned and will spend much of his/her time locally, collecing and analyzing daa and offering
1t to practitioners for their consideration. The purpose of this process is to improve and cor-
rect implementation i1 each I.C and between them.

2. to evaluate progress in Lead Communities— assessing, as 1me zoes on, the impact and er-
fecuveness of each program, and its suitability for replicaton elsewnere, Evaluation will be
conducted in a variety ol methods, Data will be collected by the local researcner and also na-
nonally if applicable, Analysis will be the responsibiiity of the head of the svaluation ieam
with two purposes in mind: 1) To evaluate the effectiveness of individual programs and of the
Lead Communines themselves as modeis for change, and. 2) To begin to create indicators and
a dara base that could serve as the basis for an ongoing iSsessment of the state of Jewish educa-
ton in North America. This work will contribute to the publication of a periodic “state of
Jewish education™ report as suggested by the Commussion.
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3. The jeedback-ioop: findings of monitoring and evaluation activities wiil be contnuously
channelled to local and central planning activities in order to affect them and act as an ongoing
corrective. In this manner there will be a rapid exchange of knowiedge and mutual influence
between practice and planning. Findings from the field will require ongoing adaptation of
plans. These changed plans will in turmn, affect implementaton and so on.

5. Recruitment and Selection of Lead Communities

Several possible ways for the recruitment of L.C’s should be considered.

1. Communiues, thought to be appropriate could be invited 1o apply, while a public call-for-
proposal would also make it possible for any interested communiues 10 become candidates.

2. Another method could be for the CUE to determine cniteria for the selection of com-
munines and encourage only those appearing most suitabie 0 anolv as candicates.



As part of the application process for participanon, candidate communiues will be invited 10
underitake an organizatonal process that would lead to:

a. The recruitment of a swong community leader(s) to take charge of the process and to engage
others 1o assist in the task.

b. Establishing a steering committes/commission to guide the process including most or all
educauonal institutions in the community.

¢. Conducing a self-study that will map the local state of Jewisn educadon, idenafving current
needs and detailing resources.

d. Engaging a professional pianning team for the process.
Some or all of these elements may already exist in several communines.

A side benefit from such a process would be community-wide publicity regarding the work of
the CIJE and the beginning of a response 1o the expectaticns that have been creatad.

Criteria for the selecuon of Lead communities were discussed at the January Workshop and a:

the March meeting of Senior Palicy Advisors {Exhibit 3). They must now be refined and final-
1zed.
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We hope that this document will help us in our discussions at the seminar. It is meant (o be
modified, corrected and changed. In additon we will nead to consider some of the following
issues:

1. How will the CUE gear itself vp for work with the LC” In parucular it will have 1o recruit
sizfT to undertake the following:

2. Community relatons and community development capability
D. Best Practices
c. Planning; research; monitoring, evaluation and feedback loop (2 research unit?)

d. Overall strategies for development (e.g. plan for the training of educators; development of
community support).
. Development of financial resources—including work with foundanons, federations and
mawmluals.
2. How many Lead Communiues can be launched simulianeously? This will require a careful
consideration of resources nesded and available.

3. What are the stages ror establishing an LC, from seclection, to planning, to undertaking
11SL Programs anc acuviues.
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ATIMETO ACT

Seleczion of Lead Communizies
Fundamental ro the success of the Lead Communicies will be
] . - . " 1 - 1
the commitment of the community and ics key szakeholders to
' H —~— . ayq P N
this endeavor. The communicy must be willing to sec high edu-
: . oy e
cational standards, raise addicionzal funding for educacion, involve
all or most of its educational insticutions in the program, and

thereby become 2 model for the rest of the councry. Because

the initiative will come from the communicy ltself, this will de.

2 “botrom-up” racher than a “top-down” eforz.

A number of cities have already expressed their interest, and
these and ocher cities will be considered. The goal will be o
choose those chat provide the strongest prospects for success.
An analysis will be made of the different communiries that nave
offered to particioate in the program, and criteria will De devel-
oped for the selection of the sires.

Once the Lead Communizies are selected, 2 public announce-
ment will be made so char the Jewisnh communicy as 3 whole

will know che program is under way.

Gessing Starsed

Ie2d Communities may iniciate their programs by creating 2
local planning committes consisting of che leaders of the orga-
—_- 1 - H - . 1T - h ) d I l 1 - Il
nized Jewish communiry, rabbis, educartors, and lav leagers in 2
the organizations involved in Jewish education. They wouid
prepare a report on the state of Jewish education in cheir com-
municy. Based on their findings, a plan of action would be
developed that addresses che specific educational needs of the

communirty, including recommendartions for new programs.

i
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A BLUEPRINT FOR THE FUTURE

An invencory of best educational practices in North America
would be prepared as a guide to Lead Communircies (and even-
tuzlly made available to the Jewish communiry 2s 2 whole).
Each local school, communicy center, swmnmer camp, youth pro-
gram, and Israel experience program in the Lead Communities
would be encouraged to select elemencts from this invenrtory.
Afrer deciding which of the best pracrices chey mighr adopr,
the communiry would develop the appropriare training pro-
“gram so chac these could be introduced iato che relevanc insti-
tutions. An important function of the loczl plaaning group
would be to monitor and evaluate these innovations and to study
their impact.

The Lead Communities will be 2 major testing ground for
the new sources of personnel chat will be developed. They will
be a prime targer for those parricipating in the Fellows progzam
as well 25 the Jewish Education Corps. la fact, while other com-
munities around che country will reap the benefits of chese pro-
grams, the positive effects will be most apparent in the Lead
Communiries.

The injection of new personnel into a Lead Community will
be made for several purposes: to 1nrroduce new Drograms; t
offer new services, such zs aduic and family educacion; and <o
provide experts in areas such as the reaching of Hebrew, the
Bible, and Jewish history.

Thus Lead Communities will secve as pilot programs for con-
tinental efforts in the areas of recruitmenr, the improvement of

calaries and benefirs. the development of ladders of advance-
7 -

ment, 2nd generally in the building of a profession.




Exhibit 3
Criteria for the Selection of Lead Communities
Senior Policy Advisors

What Criteria Should be Used in Selecting Lead Communities?
The fallowing criteria will be considered in selecung lcad communines:
a. City size

b. Geographic location

<}

. Lay leadership commitment

(=W

. The existence of a planning process

e. Financial stability

b

Availability of academic resources

. Strength of existing insututons

- 0q

. Presence of some swong professional leadership

—_

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

. Replicability

k. Commitment to cealivon bullding (svnergism)

l. Commitment to innovauon

m. Commitment to a “searuess zpproach,” involving all ages, formal and informal educaton

n. Commitment to the notien of Clal Yisrael—willingness to involve all segments of the
COrmmunity

0. Agreement with the imporwance of creating fundamental reform, not just incremental change



Criteria for the Selection of LCs

January 1991 Workshop

Possible considerations in selection process:

1.

. Geographical location

tJ
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City size

. Lay leadership commitment

. Planning process underway

. Financial stability

. Availability of academic resources

. Strength of existing institugons

. Presence of some strong professional leadership

. Willingness of community to take over process and caty it forward after the iniual period

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



5.
6.

7

Persannel

New people

New positions _
a. Career ladder must be horizontal as well as vertical

Thoughtful improved conditions

Ongoing education for staff
a. Lead community -- targeted game plan

Recruitment strategies
Positing training institutions and other national resources

Implementation must take into account understanding,

motivation and ability

8.

Empowerment/involvement of front-line educators in the

DTOCess






CONTENT

Vision = cumnlative dafinition bkased on:

- the missinn of Jewish education for each consiituency
- articulated
- specifically

- axcellence aspired te

- grals spacified hy/for ench

~ gcope

- minimum standards

- rationale made explicit



BPEQIFIC {CONTENT)

BECOPE

formal

informal

Israel

aga Group

proporticn of people affectad

STANDARDS
continucus - ongoing
staff mducation of minimal scope (veekly?) by high level

gualified trainers
best practicee applicd through explicit learning and

reinventing procesza
cumulative impact almed at consciously?



UNI

{

understanding
identified and engaged and knowledgeable
- leadership group
- champion
-~ wall~to-wall (idaoclogies reopresented)
increasad (local} funding
ongning advocaey (community at large)
laocal "CIJE" (implementation mechanisn) with professional
head
local AanA continental joint planning and activity






