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Febedry 9, 1993

To: CIJE Evaluation Project Advisory Board

From: Adain Camoran and Ellen Goldelog

Pec: Drafc of summary report

Fnolosed is o draft of our summary report on our firgt quarter of fleldwork. The
~eport has three parts: Communlty comparisens, progressmade hy CLJE, and

o ogress made by the evaluation project. The Intended gudience for this sume
epret s CHE siaff (not community members). We would appreciate any qui t
resctigns you can provide, both on the substance of the report and how It she
distributed, We would iike to ingsorporate your suggested revisions next weel
week of Feh 15).

You can reach us by fax or by electronic mall at:

Fax: ronig
Adam: 44-31-668-3263 EKJC6R@IFRCVAX . ED. AC.IIK
Ellen; 1-615-343-7004 GOLDRIEB®VIUICTRVAX hirnet

Thanks very much,

FAX NUMBER FOR REPLY +31 668 3263,

PLEASE TELEPHONE +31 650 4186/4187 IF THERI "RE ANY PROBLEMS WiTH THE
RECEIPT OF HIS DOCUMENT.
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E. VFL should initiate the process for oxrdzring a fax machine.

F. VFL will work with AH on the design of new letterhead and will submit a
proposed draft to MLM.

VFL will call Marty Kraar to find out if a meeting of MIM with presidents
and executives can be arranged for early February.
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VIRST THOUGHTS IN WAKE OF A GOALS PROJECT SIMULATION

SHMUEL WYGODA/DANTEL MAROM

After simuluting a discussion between the Milwaukee Jewish Day School (Liberal)
and the MI/CUE on the basis of the fourth draft of its. "HEBREW/JUDAICA
MISSION STATEMENT (3/9/93)" (appended tu this document), we have arrived at
the following =et of first thoughts on the goals defining process in lead
communities::

1. The process of defining or redefining goals involves thorough and painstaking
delineation of general aims into operative and evaluable directives (eg, the goal of
commitment to Medinat Yisrael” would have to be refined in terms of what attitudes,
behaviors, and skills are specifically meant by "commitment” and by what aspects of
modern Israel are specifically meant by "Medinat Yisrael." Whether because of its
demand for institutional integrity and ardvous effort work or becsuse of its
implications for the reorganization of everyday life in the school, this process can be
very threatening.

2. The goals defining process demands facilitation by an outside expert/s. The
facilitator/s role would be to guide the process through asking questions, making
distinctions and posing suggestions yntil it has produced goals statments which are

- agreed upon by the various players in the school's leadership (lay, administrative,
pro, parents, ete.)

- are capable of being implemented by the gohool's staff (with appropriate in-
service training if necessary and available)

- ¢an be evaluated,

Though the facilitator/s would have to "trunslate” the concerns and understadings of
each of the plavers in the goals defining process, it would not be the facilitator/s's
role to shape 5. ol policy in any way. Similarly, though the need for clarity would
necessarily involve inquiry into issues of priority and value, the facilitator/s would
not aitempt to raise the level of discourse on goals to the level sought out in the
papers on the educated Jew.

3. A school's statement of general aims (as in the appended Milwaukee Jewish Day
School "miuei + ‘atement) can be a usefi starting poiat if it reflects, even in a very
genera. wav, ‘hing of an anthentic vision. Honest nuances in such a document
can be “oaploded” into a series of epecific questions, clarifications, and
d Ferentiations w are necessary for the definition of goals (eg the goal of
prepering students tor "possessing and valuing a Jewish lifestyle” makes many
assuuptions about what a school must present to students as a viable way of Jewish
living, about how these must be presented, and about what it means for a studeat to
f=arn about each one of these lif - 1vles and to choose cne of them for him/herself).
When such a statement is availabic, it may provide a less threatening basis for the
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goals defining process than when there is no statement at all. In cases in which even
this kind of mission statement is unavailable, one would have to think about how to
generate its production or suggest that the process begin on the basis of a "content
analysis” (an extrapolation of goals statements from an analysis of its existing
programs and practice).

4. The question of how to initiate the goals defining process in achools in lead
communities is very sensitive and complex. We do not know how many of the 60 -
80 schools in lead communities (early childhood, day, and supplementary), would
want to undergo such a process. Since the process can be threatening, it may safely
be assumed that many schools will not be immediately open to the idea. Though
pressure from lay leaders and force management could create the basis for such a
process, one must also consider the possibility that those who implement a vision
will not do so with great emergy and conviction, even if the "guillotine” of
accountability is banging over their heads, unless they believe in the school's vision
and see themselves as having some role in its conception. Furthermore, we have no
idea of how many outside experts are available for such a process (certainly not
enough to work with all the schools in a lead community at once) nor do we know
how much time would be necessary in order to achieve appropriafe results,

It may be that the resources of the MI-CIJE would be well invested, at least at
first, into an intensive goals defining undertaking with one or two schools in each
lead community The advantage of this approach is that the MI-CLE could choose
to work with schools whose desire to enter into a goals defining process is agsured
from the outset. In addition, it would be possible to consider recruiting those
schools into the process which, when seen entering the process, would provide an
incentive for other schoals to do the same. Yet another advantage is that the smaller
undertaking could provide the MI~-CLJE with valuable experignce in preparation for
the larger goals project in and across lead communities (this could possibly make
the smaller undertaking appropriate for the pilot project stage).

5. Linked to the issue of initiating the goals defining process is that of the specific
players which would have to be involved. As was stated above, being involved in
the process can be an important factor in empowering snd energizing players for the
implementation process. This wonld logically lead to the conclusion that it would
be important to include as broad a base as possible in the process. On the other
band, begides the great burden that a broad base places on efficiency, the sources of
authority in the decision making process and the internal politics will be different in
each school. This could obviously have great impact on the question of who it
would be necessary, advisable, or optional to include in the goals defining process.
One possibility of dealing with this issue would be to work with a committee of
representatives of each of the constituents in a school (lay, administrative, pro,
parents, etc.) in producing draft formulations of goals and then with each
respresentative and his/her constituent in suggesting emendations. This could also
work the other way around - first goals formulations could be done with cach of the
constitutents and their representatives separately and then emandations could be
done by a committee of all the representatives, In both cases, it is reasonable to
assume that there would be a series of rounds or movements made between the two
groups in order to reach a final formulation of the school's goals.

P.2
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A related question for many of the schools will be the role of the central offices
of the respective denominations Even in cases in which a denomination had
developed its own definition of goals - with or without the facilitation of the MI-
CIE - it is difficult to assume that local schools would not want to go through their
own goals defining process. Some schools may, of course, feel comfortable using
denominationzl goals statements as a framework within which they could taper and
reformulate their own goals. Others may be more open to considering goals
formmulated by the central denominational offices when those offices offer immediate
support for the implementation of those goals through curricula and in-gervice
tframing. But since the goals defining process is itself a factor in creating energy,
efficiency, and accountability in a school, even in these cases effort would have to
be invested in locally in order to ensure that the various players in a school
understand, desire and are capable of implementing centrally formulated goals. It
would therefore be necessary to consider how, in each case, a fruitful working
relationship could be negotiated between the central denominationz] offices and
their local constituents in lead communities.

In considering this issue, it could be important to keep in mind that the
denominations may choose to embark on & long~wmded search for educational goals
on the basis of the conceptions developed in the MI's educated Jew project. In
cases in which this indeed trsnspires, it would be possible for the central
denominational offices to raise the standards and level of discourse on goals among
their constituents.  Assuming that a fruitfil relationship with the central
denominational offices had been built in to the goals defining process in schools in
lead communities, this would provide a solid basis for such a development in lead
communities - one which could indeed provide a made! for other communities.

The question of outside expertise is, of course, also pertinent to the question of
who sits around the table in the goals defining process. It is important here to
distinguish between the task of facilitating the formulation of clear goals and
suggesting ideas or programs in order to implement these goals. Since goals set a
theoretical basis for ideas and programs, and the latter should be evalnated in light
of the former, it is critical to separate thege two activities. As was stated above, it is
difficult to agsume that the MI-CLJE has enough staff available to work wath all of
the schools in lead communities af the same time. Even in working with small
mmber of schools, all of which would agree to working with an outsider, the
question of how to work together needs attention. Possibilities range from long
term, on-site, "hands-on" cooperation on site to fax relationships. The question of
whether or not it woult be pos ple to train local experts for this assignment may be
worth considering.

6. In order to proceed, we suggest the. this document be discussed with AH and SF
in preparation for the discussion of the goals project at the coming CLJE seminars.
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