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How to Apply

To be considered a potential lead community, a central
communal enuty should submit a four to seven (4 - 7) page
preliminary proposal to the CHJE. This should include:

c

A cover leuer signed by an authorized representative

of the central entity, It should identify a committee
to guide the project; indicate the criteria for naming a
major communa! leader to chair such a committee (or
provide a2 name if a chair has already been
identified); ard briefly describe the probable size and
composition of the projecied (or actuai) commitiee.
The letter should also address the issue of probable
(or actual) professional leadership for tne project (e.g.
do you contemplate a Lead Community Director?).

A 1 or 2 paze statisncal profile including Jewish
population; number of individuals receiving various
tvpes of Jewish education, both formal and informal;
a listing of Jewisn educational agencies and
programs, both formal and informal; current spending
on Jewish edication; and the rumbar and tvpe of
people involved in Jewish education.

A 1 or 2 page descriztion of current or recent studias
of community needs and resources or plans for
Jewish education. Please cite examples of innovative
etforts in Jewish education alrcady underiaken in
your community,

A 1 or 2 page essay descriving the overall approach
to educational improvement that your community
might use if selected as a lead community. Thae
essay should make the case for why you think that
vour community would make an outstanding [ead
Community.
















Technical Note

Proposals (preliminary and full) should be typed or printed on
letter size paper, double-spaced using a full-size type face and
normal margins, Please do not submit appendices or
supplemental materials to the preliminary proposal. If reviewers
need additional information, they will ask for it. Faxed
proposals will not be accepted.
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EXPECTATIONS OF A LEAD COMMUNITY:

Enlist top local leadership, representing all aspects of the community,
and including:

O Rabbis;
©  Educalors;
o Communal professionals; and

o |lay leaders.

Involve all or most educational institutions.






CWE’s RoLE
ClJE Services:
© Involve continental leadership in the local community:
o Identify funders and help obtain financial support;

o Develop continental resources agencies links {e.qg., JESNA, JCCA,
universilies, national training institutions, denominations);

©  Provide expertise in planning and program implementation;
©  Provide leadership recruitment assistance; and

o Convene lead communities for ongoing seminars.

CIJE Projecls:
o  "Best Practices Project"; and

o Monitoring, evaluation and feedback system.






PRELIMINARY PROPOSAL REVIEW (STEP 2)

Preliminary proposals will be assessed {o confirm eligibility, and evaluated using
three criteria:

@ Community Preparedness;
¥ Commitment; and
B Vision.

CIJE seeks the best proposals, reflecting a range of regions and types of
communities.






THE LEAD COMMUNITIES PLANS WILL INCLUDE:
(STEP 6)

An assessment of the present state of Jewish education in the
communily;

An analysis of needs and resources;
The development of a strateqy and priorities;

The design of programs; and

The preparation of a multi-year integrated implementation plan.






ScoPE OF PLANS:

m  Comprehensive enough to make an impact on a large segment of
the community; and

m  Focused enough to insure high standards of excellence.

[Hustrative]

O

3 out of 5 ége groups (pre-school; pre-bat/bat mitzvah;
post bar/bat mitzvah; college age and young adults and
senliors).

2 out of 3 education settings (supplementary, day schooi,
college/university degree programs).

formal and informal programs.






UMELESomSssoC

1 =

p=1

T

Ty b —

"EFFECTIVE" JEWISH EDUCATION...

Is an emotionally, intellectually and spiritually compelling experience;

Inspires one to remain engaged in learning; and

Leads to deeper commitment to Jewish values.















Why a Lead Communities Project

Improving Effectiveness

The heart of this effort is a commitment to help Jewish
education in North America improve its effectiveness.

Jewish education involves not only acquisition of knowledge
but also the development of skills, shaping of values and
influencing behavior. [t can take place in a day school, a
supplementary school, summer camp, congregation or Jewish
community center; on a trail in the Galilee or in a living room
in Towa. It happens through study of text, a lecture, film, or
discussion.

However it happens, Jewish education must be compeliing --
emotionally, intellectually and spiritually. [t 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 values.

To achieve this objective, Jewish education must be nurtured,
expanded and vastly improved. Both the CIJE and the lead
communities will set goals for "improvemsnt." These will
take a concrete form, such as:

= More and better Jewish education programs and
services;

& Greater participation in Jewisn education; and

Q 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 at the continental scale
15 to mobilize the commitment and energy of local
communities to create successes that stand as testimeny to
what is possible.












The report of the Commission on Jewish Education in North
America recommends that Lead Communities concentrate on
personnel and broadening community support as critical
"enabling options." They are necessary for the significant
improvement of Jewish education. A promising programmatic
option is study and travel in Israel, which has proven to be a
very effective motivator for young and old alike. Thus,
personnel, community support and educational travel to Israel
will be important ingredients in the community’s plan of
action.

Local initiatives may include improvement or expansion of
existing programs or the creation of new ones, Examples of
other programs that could be undertaken as part of a Lead
Communities program include:

= Replicating good schools and/or establishing model
schools;

= Intensifying and improving eatly childhood programs;

Q Designing programs in adult and family education;

o Developing new models of post bar-mitzvah or bat-

mitzvah education;

o Developing strategies for outreach;

= Raising the level of Jewish knowledge of communal
leaders;

o Integrating formal and informal education (e.g.

camping/study programs); and
o Using new technology (video and computers).

Lead community projects are expected to address both scope
and quality: They should be comprehensive enough to make
an impact on a large segment of the community; and focused
enough to insure high standards of excellence.
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The report of the Commission on Jewish Education in North
America recommends that Lead Communities concentrate on
personnel and broadening community support as critical
"enabling options." They are necessary for the significant
improvement of Jewish education. A promising programmatic
option is study and travel in Israel, which has proven to be a
very effective motivator for young and old alike. Thus,
personnel, community support and educational travel to Israel
will be important ingredients in the community's plan of
action.

Local initiatives may include improvement or expansion of
existing programs or the creation of new ones. Examples of
other programs that could be undertaken as part of 2 Lead
Communities program include:

e Replicating good schools and/or establishing model
schools;

= Intensifving and improving early childhood programs;

= Designirg programs in adult and family education;

e Developing new models of post bar-mitzvah or bat-

mitzvah education;

= Developing strategies for outreach;

a Raising the level of Jewish knowledge of communal
leaders;

0 Integrating formal and informal education (e.g.

camping/study programs); and
= Using new technology (video and computers).
Iead community projects are expected to address both scope
and quality: They should be comprehensive enough to make

an impact on a large segment of the community; and focused
enough to insure high standards of excellence.
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Financial Resources

A program of breadth, depth and excellence will require new
monies, primarily because the endeavor has long been
underfunded.  The economic recession and subs:antial
resettlement needs make communal fund-raising more
challenging. Nevertheless, a lead community will point a
direction in this area as well -- substantially upgrading the
local investment in Jewish education. Increased funding will
come from federations, private foundations, congregations,
tuition and other sources.

An imporntant part of CIJE’s role is to mobilize private
foundations, philanthropists, and other continental resources to
match the financial efforts of local communities.

Planning

The plan for each lead community wil include: an
assessment of the state of Jewish education in the community
at the present time; an analysis of needs and resources; the
development of a strategy and priorities; the cdesign of
programs; and the preparation of a multi-year integrated
implementation plan for improving educatienal effectiveness.
CIJE can help focus the resources of patjonal agencies --
JESNA, JCC Association, training institutions, and religious
movements -- on the needs of local commurities.

How will we know the lead communities have succeeded in
creating better outcomes for Jewish education? On what basis
will the CHIE encourage other cities to emulate the programs
developed in lead communities? Like any innovation, the
Lead Communities Project requires evaluation to document its
efforts and gauge its success. In addition, each lead
community needs to know how well it is doing as a basis for
making change along the way, CIJE will design and
implement a consistent monitoring, evaluation and feedback
system for use in each lead community to belp answer these
questions.

Ll |



Lead Communities: A Continental Enterprise

Improving Jewish education throughout the continent is the
ultimate goal of the Lead Communities project: to re-energize
Jewish education, and to demonstrate and validate successful
approaches to Jewish education that can be found in and
replicated by communities throughout North America.
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we seek to become 2 lead community?

= How do we apply?



What and Why a 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 informal, in communities
in North America with the right combination of leadership,
programs, resources, and planning.

Three to five communities in North America, each with a
population of between 15,000 and 300,000 will be invited to
join with the Council for Initiatives in Jewish Education in
carrying out the Lead Communines Project.

The central thesis of the Lead Communitics Project is that the
best way to generate positive change at the cortinental scale
is to mobilize the commitment and energy of local
communities tQ ¢reate successes that stand as testimony to
what is possible.

For the purposes of this project, a "community” 1s an urban or
metropolitan geographic area with a comrunal organization
structure and decision-making system in place.



Yhat js a Lead Community Expected To Do?

A lead community is expected to:

o enlist top local leadership representing all
aspects of the community;

o mobilize stakeholders from all sectors of the
Jewish community in improving programs;

= create programs of educational excellence;

c commit additional financial resources to Jewish
education;

o base its programs on a serious planring effort; and

D show results after several years of intense activity.

In short, a lead community is committed to improving Jewish
education and to translating its commitmien: 1010 action.




CIJE’s Role in the Lead Communities Project

CIJE will initiate and coordinate continental supports for the
benefit of each lead community, including leadership, financial
resources, program and planning expertise. CIJE will work
with lead communities to:

o identify funders and help obtain financial support;

o replicate successful program ideas and experience
through the "Best Practices Project”;

= obtain professional assistance for planning and action;

o develop links to continental resources agencies (¢.g.,
JESNA, JCC Association, universi:ies, national training
jinstitutes, denominational movements);

o develop a monitoring, evaluation and feedback system;
c provide leadership recruitment assistance; and
= convene lead communitics for ongoing seminars during

the project.



Who is Eligible

Any central communal entity within a city or metropolitan
area (as recognized by the Council of Jewish Federations) with
a Jewish population between 15,000 and 300,000 is eligible,
This includes any combination of the following:

= A Federation

g A Federation and a central educational agency

= A Federation and a council of congregations

= A community-wide coalition involving Federation,

congregations, educational and other institutions



Who is Eligible

Any central communal entjty within a city or metropolitan
area (as recognized by the Council of Jewish Federations) with
a Jewish population between 15,000 and 300,000 is eligible.
This includes any combination of the following:

o A Federation

o A Federation and a central educational agency

o A Federation and a council of congregations

0 A community-wide coalition involving Federation,

congregations, educational and other institutions
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How to Apply

To be considered a potential lead community, a central
communal entity should submit a four to seven (4 - 7) page
preliminary proposal to the CHE. This should include:

]

A cover letter signed by an authorized representative of the
central entity. It should identify a committee to guide the
project; indicate the criteria for naming a major communal
leader to chair such a committee {or provide a name if a
chair has already been identified); and briefly describe the
probable size and composition of the projected (or actual)
committee. The letter should also address the issue of
probable (or actual) professional leadership for the project
(e.g. do you centemplate a Lead Community Director?).

A 1 or 2 page statistical profile including Jewish
population; number of individuals receiving various types
of Jewish education, both formal and informal; a listing of
Jewish educational agencies and programs, both formal and
informal; current spending on Jewish education; and the
number and type of people involved in Jewish education.

A 1 or 2 page description of currert or recent studies of
community needs and resources or plans for Jewish
education. Please cite examples of innovative efforts in
Jewish education already undenaken in your community.

A 1 or 2 page essav describing the overall approach (o
educational improvement that your community might use if
selected as a lead community. The essay should make the
case for why vou think that your community would make
an outstanding lead community.

Preliminary proposals must be in the CIJE office by
March 31, 1992. Proposals received after that date cannot be
considered.



Review Criteria: Preliminary Proposals

Preliminary Proposals will be assessed to confirm eligibility
and evaluated using three criteria:

o

Community Preparedness. Is the community positioned
to move forward by virtue of its involvement of key
institutions and constituencies, leadership, previous
planning and improvement efforts in Jewish education?

Commitment, How clearly and convincingly has the
community expressed its commitment to the
improvement of Jewish education?

Vision. How well has the community articulated its
view of the content of Jewish ecucation? Does the
community have the beginnings of an improvement
strategy?

CIJE seeks the best proposals, reflecting a range of regions
and types of communities.



Full Proposals

Proposals (submitted by those communities selected to be
finalists) should include the following elements:

24

A 2 to 3 page summary description or copies of previously
prepared documents that address the current view of the
educational needs of the community.

A 2 to 3 page onalysis or copies of previous prepared
documents that address the community’s capabilities for
meeting the commitments outlined in the preliminary
proposal.

A 3 to 5 page description of the strategy that the
community would Jike to use in implementing its vision of
Jewish education. This strategy should address approaches
to meeting the personnel needs of Jewish education in the
community; increasing community support; and enhancing
the role of the Israe]l experience. It should address both
informal and formal education. It should identify priority
population groups (e.g. pre-school children: pre-bar/bat
mitzvah children; post-bardbat mitzvah students; college age
and young adults; and adults and seniors) and educational
settings (e.g. suppicmentary, day school, college/university
degree pregrams).

A 2 to 3 page description of the anticipated plinning
resources that will be committed if the community is
selected to be a lead community.

A preliminary projection of the scale or size of the project
(e.g. in dollars) and possible local sources of funding.



Full Proposals

Proposals (submitted by those communities selected to be
finalists) should include the following elements:

=

A 210 3 page summary description or copies of previously
prepared documents that address the cument view of the
educational ne¢ds of the community.

A 2 to 3 page analysis or copivs of previous prepared
documents that address the community’s capabilities for
meeting the commitments outlined in the preliminary
proposal,

A 3 to 5 page description of the strategy that the
community would like to use in implementing its vision of
Jewish education, This strategy should address approaches
to meeting the personnel needs of Jewish education in the
community; increasing community supnort; and enhancing
the role of the Israel experience. It should address both
informal and forinal education. It should identify priority
population pgroups (e.g. pre-school children; pre-bar/bat
mitzvah children; post-barbut mitzvzh siudernts; college age
and voung adults; and adults and seniors) and educational
sattings (e.g. supplementary, day school, collegeruniversity
degree programs).

A 2 to 3 page descuption of the amiicipated planning
resources that will be commitied 1if the community is
selected to be a lead community,

A preliminary projection of the scale or size of the project
(e.g. in dollars) and possible local sources of funding.

OV
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Review Criteria; Full Proposals

Full proposals will be evaluated in the same terms as
preliminary proposals, but with greater depth on the basis of
more substantiation.  One additional criterion will be
employed: the capacity of the community to carry out its
commitment and vision.



Technical Note

Proposals (preliminary and full) should be typed or printed on letter
size paper, double-spaced using a full-size type face and normal
margins., Please do not submit appendices or supplemental
materials to the preliminary proposal. If reviewers need additional
information, they wiil ask for it. Faxed proposals wiil not be
accepted.
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The creation of the Lead Communities project will proceed according to the following

timetable,

Month

Mid-January 1992

End-January

March

April

May

May and June

June

July

September

October

November 1992-

July 1993

September 1993

Benchmark CIJE Board Role

Approve lead communities project CIJE Board

plan

Announce the project & distribute
guidelines to local communities®

Receive preliminary proposals (4 weeks
to prepare)

Lead Communities
Committee?

Select finalists
Receive finalist proposals (4 wecks
to prepare)

Visit sites and evaluate finalist
proposals

Lead Communities
Committee

Recommend communities

Select and announce Lead CUJE Board

Communities

Hold first seminar for Lead
Communities

Agree on each ClJE/community
joint program; Project begins

Lead Communities develop plan and
pilot action program

Lead Communities begin full-scale
implementation of action program

'Copies of the guidelines will also be circulated to national agencies with local

i
iy

i

constituents (e.g. religious movements),
Lead Communities Committee of CISE Board of Directors.

1
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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 informal, in
communities in North America with the right combination
of leadership, programs, resources, and planning.

Three to five communities in North America, each with a
Jewish population of between 15,000 and 300,000, will be
invited to join with the Council for Initiatives in Jewish
Education in carrying out the Lead Communities Project.



Why a Lead Communities Project

Improving Effectiveness

The heart of this effort is a commitment to help Jewish
education in North America improve its effectiveness.

Jewish education involves not only acquisition of knowledge
but also the development of skills, shaping of values and
influencing behavior. It can take place in a day school, a
supplementary school, summer camp, congregation or Jewish
community center; on 2 trail in the Galilez or in a living room
in Towa. It happens through study of text, a lecture, film, or
discussion.

However it happens, Jewish education must be compelling -
emotionally, intellectually 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 values.

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 will
take a concrete form, such as:

o More and better Jewish education programs and
services;

= Greater participation in Jewish education; and

g 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 at the continental scale
is to mobilize the commitment and energy of local
communities to create successes that stand as testimeony to
what is possible,

o — i i






Definition of Community

For the purposes of this project, a "community" is an urban or
metropolitan geographic area with a communal organization
structure and decision-making system in place. The initial
focus is on communities with a Jewish population of 15,000
to 300,000,

A comnerstone of the Lead Communities Project is the
emphasis on the entire Jocal 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 system, not just
a single setting.

'The 57 communities within this range account for about
3,500,000 out of about 5.5 million Jews nationally. These figures
are based on data from the Council of Jewish Federations.

4




YWhat Makes a Lead Community

A lead community will be characterized by four areas of
community commitment: leadership, programs, resources, and

planning.

Leadership

A lead community is expected to chart a course that others
can follow. The most respected rabbis, educators,
professionals and lay leaders will serve on community-wide
Steering Committees to guide the project in a specifi
community. All sectors of the community -- congregations,
schools, community centers and Federations -« will need to be
involved. Recruiting top community leaders to the cause of
Jewish education and involving all sectors of the community
will help raise Jewish education to the top of the communal
agenda.

Lead community leadership, both professional and lay, also
will participate in the or:going effort to define and refire the
project as it js extendec to other communities.

Programs

Each of the lead communrities will engage in the process of
redesigning and improving Jewish education through a wide
array of intensive programs. The programs of the lead
community need to reflect continental as well as Jocal
experience and ideas.

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




The report of the Commission on Jewish Education in North
America recommends that Lead Communities concentrate on
personnel and broadening community support as critical
"enabling options.” They are necessary for the significant
improvement of Jewish education. A promising programmatic
option is study and travel in Israel, which has proven to be a
very effective motivator for young and old alike. Thus,
personnel, community support and ¢ducational travel o [srael
will be important ingredients in the community's plan of
act:on.

Local initiatives may include improvement or expansion of
existing programs or the creation of new ones. Examples of
cther programs that could be undertaxer as part of a Lead
Communities program include:

e Replicating good schools and/or establishing model
schools;

= Intensifying and improving early childhood programs;

c Designing programs in aduit and family education;

o Developing new models of post sar-mitzvah or bat-

mitzvah education:

= Developing strategies for outreach;

D Raising the leve: of Jewish xnowledge of communal
leaders;

= Integrating formal and informal education (e.g.

camping/study programs); and
o Using new technology (video and computers).

Lead community projects are expected to address both scope
and quality: They should be comprehensive enough to make
an impact on a large segment of the community; and focused
enough to insure high standards of excellence,

ILb



The report of the Commission on Jewish Education in North
America recommends that Lead Communities concentrate on
personnel and broadening community support as critical
"enabling options." They are necessary for the significant
improvement of Jewish education. A promising programmatic
option is study and travel in Israel, which has proven to be a
very effective motivator for young and old alike. Thus,
personnel, communtty support and ecducational travel to Israel
will be important ingredients in the community’s plan of
action.

Local initiatives may include improvement or expansion of
existing programs or the creation of new ones. Examples of
other programs that could be undertaken as part of a Lead
Communities program include:

o Replicating good schools and/or establishing model
schools;

a Irtensifying and improving early childhood programs;

D Designing programs in adult and family education;

c Developing new models of post bar-mitzvah or bat-

miszvan educaticn,

2 Developing strategies for outsreach;

o Raising the level of Jewish knowledge of communal
leaders;

= Integrating formal and informal education (e.g.

camping/study programs); and
= Using new technology (video and computers).
lLead community projects are expected to address both scope
and quality: They should be comprehensive enough to make

an impact on a large segment of the community; and focused
enough to insure high standards of excellence.
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Financizal Resources

A program of breadth, depth and excellence will require new
monies, primarily because the endeavor has long been
underfunded.  The economic recession and substantial
resettlement needs make communal fund-raising more
challenging. Nevertheless, a lead community will point a
direction in this area as well -- substantially upgrading the
local investment in Jewish education. Increased funding will
come from federations, private foundations, congregations,
tuition and other sources.

An important part of CIJE’s role is to mobilize private
foundations, philanthropists, and other continental resources to
match the financial efforts of local communities.

Planning

The plan for each lead community will include: an
assessment of the state of Jewish education in the community
at the present time; an analysis of needs and resources; the
development of a strategy and priorities; the design of
programs; and the preparation of a multi-year integrated
implementation plan for improving educational effactiveness.
CIJE can help focus the resources of national agencies --
JESNA, JCC Association, training institutions, and religious
movements -- on the needs of local communitices.

How will we know the lead communities have succeeded in
creating better outcomes for Jewish education? On what basis
will the CIJE encourage other cities to emulate the programs
developed in lead communities? Like any innovation, the
Lead Communities Project requires evaluation to document jts
efforts and gauge its success. In addition, each lead
community needs to know how well it is doing as a basis for
making change along the way. CIJE will design and
implement a consistent monitoring, evaluation and feedback
system for use in each lead community to help answer these
questions.



Lead Communities: A Continental Enterprise

Improving Jewish education throughout the continent is the
ultimate goal of the Lead Communities project: to re-energize
Jewish education, and to demonstrate and validate successful
approaches to Jewish education that can be found in and
replicated by communities throughout North America.
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questions:

c Should we seek to become a lead community?

o How do we apply?



What and Why a Lead Communities Project?

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

Three to five communities in North America, each with a
population of between 15,000 and 300,000 will be invited to
Join with the Council for Initiatives in Jewish Education in
carrying out the Lead Communities Project.

The central thesis of the Lead Communities Project is that the
best way to generate positive change at the cortinental scale
is to mobilize the commitment anrd energy of local
communities to create successes that stand as testimony to
what is possible.

Fer the purposes of this project, a "community” is an urban or
metropolitan gecgraphic area with a communal organization
structure and decision-making system in placa.



Yhat is a Lead Community Expected To Do?

A lead community is expected to:

= enlist top local leadership representing all
aspects of the community;

o mobilize stakeholders from all sectors of the
Jewish community in improving programs;

o create programs of educational excellence;

o commit additional finanecjal rescurces to Jewish
education;

o base its programs on a serious planning effort; and

= show results after several years of intense activity,

In short, a lead community is committed to improving Jewish
education and to translating its commitmert into action.




CIJE’s Role in the Lead Communities Project

CIJE will initiate and coordinate continental supports for the
benefit of each lead community, including leadership, financial
resources, program and planning expertise. CHE will work
with lead communities to:

a identify funders and help obtain financial support;

o replicate successful program ideas and experience
through the "Best Practices Project”;

o obtain professional assistance for planning and action;

= develop links to continental resources agencies (e.g.,
JESNA, JCC Association, universities, national training
institutes, denominational moverents);

B develop a monitoring, evaluation and feedback system;
= provide leadership recruitment assistance, and
= convene lead communities for ongoing seminars during

the project.



Yho is Eligible

Any central communal eatity within a ¢ity or metropolitan
area (as recognized by the Council of Jewish Federations) with
a Jewish poptlation between 15,000 and 300,000 15 eligible.
This includes any combination of the following:

o A Federation

o A Federation and a central educational agercy

e A Federation and a council of congregations

g A community-wide coalition involving Federation,

congregzations, educational and cther institutjons



Who is Eligible

Any central communal entity within a city or metropolitan
area (as recognized by the Council of Jewish Federations) with
a Jewish population between 15,000 and 300,000 is eligible.
This includes any combination of the following:

g A Federation

0 A Federation and a central educational agency

o A Federation and a council of congregations

= A community-wide coalition involving Federation,

congregations, educational ard other institutions
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How to Apply

To be considered a potential lead community, a central
communal entity should submit a four to seven (4 - 7) page
preliminary proposal to the CIIE. This should include:

a

A caver letter signed by an authorized representative of the

central entity, It should identify a committee to guide the
project; indicate the criteria for naming a major communal
leader to chair such a committee {or provide a name if a
chair has already been identified); and briefly describe the
probuble size and composition of the projected (cr actual)
committee, The letter should also address the issue of
probable {or actual) professional lecdership for the project
(e.g. do you contemplate a Lead Community Director?).

A_1 or 2 page statistical profile including Jewish
population; number of individuals receiving various types
of Jewish education, both formal ard informal; a listing of
Jewish educational agencies and programs, beth formai and
infcrmasl; current speading on Jewish education: and the
rumber and type of people involved in Jewish education.

A 1 or 2 nage description of current or recent studies of

community needs and resources or plans for Jewish
educaticn. Please cite examples of innovative efforts in
Jewish education already undertaken in your community.

A 1 or 2 rage essav describing the overall approach to

educational improvemen! that your community might use if
selected as a lead community. The essay should make the
case for why yeu thirk that your community would make
an outstanding lead community.

Preliminary proposals must be in the CIJE office by
March 31, 1992. Proposals received after that date cannot be
considerad,



Review Criteria: Preliminary Proposals

Preliminary Proposals will be assessed to confirm eligibility
and evalvated using three criteria:

a

Community Preparedness. Is the community pesitioned

to move forward by virtue of its involvement of key
institutions and constituencies, leadership, previous
planning and improvement efforts in Jewish education?

Commitment. How clearly and convincingly has the

community expressed its commitment to the
improvement of Jewish education?

Vision. How well has the community articulated its
view of the content of Jewish education? Does the
community have the beginnings of an improvement
strategy?

CUJE seeks the best proposals, reflecting a range of regions
and types of communities.



Full Proposals

Proposals (submitted by those communities selected to be
finalists) should include the following elemenrts:

a]

A 2 to 3 page summary description or copies of previously
prepared documents that address the cument view of the
educational needs of the community.

A 2 to 3 page anmalysis or copies of previous prepared
documents that address the community's capabilities for
meeting the commitments outlined in the preliminary
proposal.

A 3 to 5 page description of the strategy that the
community would like to use in implementing its visicn of
Jewish education. This sirategy should address approaches
to meeting the personnel needs of Jewish education in the
community; increzsing community Support; and enhancing
the role of the Israel experience, It should address both
informal and formal education. It should ident:fy priority
population groups {e.g. pre-schocl children; pre-bar/bat
mitzvah children; posi-bar/bat imitzvah students; college age
and voung adults; ard adults and seniors) and educational
settings {e.g. suppiementary, day school, college/university
degree programs),

A 2 to 3 page cescription of the anticipated planning
resources that will be committed if the community is
selected to be a lead community,

A preliminary prajection of the scale or size of the project
(e.g. in dollars) and passible loca! sources of funding.
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Full Propaosals

Proposals (submitted by those communities selected to be
finalists) should include the following elements:

o

A 210 3 page summary descristion or copies of previously

p ; ¥ F ‘ b
prepared documents that address the current view of the
educational needs of the community.

A 2 10 3 page analysis or copics of previous prepared
documents that address the community’s capabiiities for
meeting the commitments outlined in the preliminary
proposal.

A 3 to 5 page description of the strategy that the
community would like to use in implementing its vision of
Jewish education. This strategy should address approaches
to meeting the personnel needs of Jewish education in the
coemmunity; increasing community support; and enhancing
the role of the Israel experience. It should address both
informal and formal education. It should idenufy priority
poputation groups (e.g. pre-schoel children; pre-bar/bat
mitzvah children; post-bar/bat mitzvah students; college age
and young aduits; and adults and seniors) and educational
settings {e.g. supplementary, day schcol, college/university
degree pregrams),

A 2 to 3 page description of the anticipated planning
resources that will be committed if the community is
selected to be a lead commurity.

A preliminary projection of the scale or size of the project
(e.g. in dollars) apd possible local scurces of furnding.

)

F .



Review Criteria: Full Proposals

Full proposals will be evaluated in the same terms as
preliminary proposals, but with greater depth on the basis of
more substantiation.  One additional criterion will be
employed: the capacity of the community to carry out its
commitment and vision.



Technical Note

Propesals (preliminary and full) should be typed or printed on letter
size paper, double-spaced using a fuil-size type face and normal
margins, Please do not submit appendices or supplemental
materials to the preliminary proposal. If reviewers reed additional
information, they will ask for it. Faxed proposals will not be
accepted.

10
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The creation of the Lead Communities project will proceed according to the following

timetabie,

Month

Mid-Jaruary 1992

End-January

March

April

May

May and June

Jupe

July

September

Octlober

November 1992-

July 1993

Sentember 1993

Benchmark CIJE Board Role

Approve lead communities project ClJE Board

plan

Announce the project & distribute
guidelines to local communities*

Receive preliminary proposals (4 weeks
to prepare)

Lead Communities
Committee”

Select finalists
Receive finalist proposals (4 weeks
to prepare)

Visit sites and evaluate finalist
proposals

Lead Communities
Committee

Recommend communities

Seleet and announce T.ead Cl1JE Board

Communities

Hold first seminar for Lead
Commuzities

Agree on each ClJE/community
jeint program; Project begins

Lead Communities develop plan and
pilot action program

Lead Communities begin full-scale
implementation of action program

‘Copies of the guidelines wil! also be circulated to national ageacies with locai
constituents (e.g. religious movements).

‘Lead Communities Committee of CITE Board of Directors.

1
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What Makes a Lead Community

A lead community will be characterized by four areas of
community commitment: leadership, proszrams, resources, and

plannineg.

Leadershio

A lead community is expected to chart a course that others
can follow, The most respected local rabbis, educators,
professionals and lay leaders will serve on commuaity-wide
Steering Commitiees to guide the project in a specific
community. All sectors of the community -- congregations,
schools, community centers and Federations -- will nced 10 be
involved, Reeruiting top commurity leadars to the cause of
Jewish education and involving all sectors of the community
will help raise Jewish education to the top of the communal
agenda.

Programs

Each of the lead communities will engage in the process of
redesigning and improving Jewish ecucation through a wide
array of intensive programs. The programs of the lead
community need to reflect continental as well as Jocal
experience and ideas.

Lzad communities will benefit from successful expericnces
across the continent. CIUJE {s pnderaking a systematic effors
to identify the best examples of specific programs, projects or
institutions in North Ameérica, called the "Best Practices
Project.” In preparing action plans, lead communitics will
have access to the inventory of the most promising programs.

wn
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Continental experience also indicates that investmient in
personnel and broadening community support are critical
"enabling options,” that is, they are necessary to create a
positive environment for Jewish education, a promising
programmatic option is study and travel in Isracl, which has
proven to be a very effective motivator for young and old
alike.

Local initiatives may include improvement or expansion of
existing programs or the creation of new ones. Examples of
other programs that gcould be undertaken as part of 2 Lead
Communities program include:

o Setting community-wide standards reflecting common
expectations of the "Educated Jew",

a Replicating good schools and/or establishing modcl
schools;
= Designing programs to engage the interest of parents

and to reinlorce the involvement of ¢hildren;

= Developing new models of post bar-mitzvah or bat-
mitzvah education;

a Developing strategies for outreach;

= Raising the level of Jewish knowledge of communal
leaders;

a Integrating formal and informal education (e.s.

camping/study programs); and
o Using new technology (video and computers).

Lead community projects are expected 10 address both scope
and quality: They should be comprehensive enough to make
an impact on 2 large scgment of the comniunity; and focused
enough to insure high standards of excellance,






systern for use in each lead community to kelp answer these
questions.
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~-MEMORANDUM

To: Shulamith Elster
Seymour Fox
Annette Hochstein
Stephen Hoffrman
Virginia Levy
Morton Mandel -

] r .
From: Jim Meier%/w%

Date: December 10, 1991

Enclosed are first drafts of four Lead Communities Project documents that we contemplate
comprising the package to be reviewed by the Senior Policy Advisors, and the full CIJE Board:

Document #1. Rationale

Document #2. Guidelines for Potential Participants
Document #3. Selection Criteria

Document #4, Timetable of the Process

I am eaclosing two addirional documents that are for internnl use only:

Document #3. Proposed Review Process
Document #6. CIJE Sugpory/Technical Assistance Structure

It is my vnderstanding that comments, if any, will be forwarded to me by Monduy of next
week, and that the immediate steps thereafier are as follows:

o Edited documents #1-4 forwarded te Cinny Levi Dec 17 (Tue)
by overnight courier

= Documents #1-4 mailed 1o Seajor Policy advisors Dec 18-19
o Documents #1-4 mailed to CIJE Board early Jan
= Meeting with Senior Policy advisars Jan 7

Q Meeting of CIJE Board of Directors Jan 16

I look forward to your comrents,

B URELZS A8SSCIATES INC






The purpose of the Lead Communities Project is to
demonstrate that it is possible to significantly improve the
effectiveness of Jewish education in communitics in North
America with the right combination of continental and
Jocal leadership, programs, resources, and planning. The
Lead Communities Project represents a commitment to
excellence in Jewish education.

Three to five communities in North America, each with a
population of between 15,000 and 300,000, will be invited to
join with the Council on Initiatives in Jewish Education in
carrying out the Lead Communities Project.






"Maodels" as a Strategv for Positive Chanece

Positive change will require a vehicle to encourage visionary
approaches, and to support innovation and experimentation.
Jewisi education is an area where the needs are very great and
the "answers” few, Trial and error is required to find the new
directions that many have called for. Experimentation
involves the risk of failure. This projec:t makes it possibie to
try out a variety of approaches, and prepare the groundwork
for adopticn and expansion of good ideas elsewhere.

Definition of Community

For the purposes of this project, a "community" is an urban
geographic area with a communal organization structure and
decision-making sys:em in place.

Of course, there are other kinds of community. For example,
it is meaningful to describe all the congregational schools
affiliated with the UAHC as a "community"; or to speak of a
regional community (a cluster of smalicr citics); or a college
commurity; or a community of day kign schools in North
America. Yet, opening the door to all the different forms and
variations of community will blur the vision of those wio will
seek to interpret and rephicate resclis. Perhaps at some future
point in the evolunion of the lead community concept, more
complex models of community should be considerad.

A cornerstone of the Lead Communities Project is the
emphasis on the local community, rather than the individual
school or Jewish camp. The evidence is growing in secular
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
ther1. One needs to affect the system, not just a single
setting,
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What Makes a Lead Community

A Lead Community will be characterized by four elements,
each of which has a continental and local dimoension:
leadership, programs, resonrces, and planning.

Leadership

A Lead Community is expected to chart a course that others
can_follow. National experts and lay leaders who have
committed themselves to Jew:sh education will now direct
energy on behalf of these 3 to 5 lead communities. The most
tespecred local communal leaders will serve on community-
wide Steering Committees to guide the project in a specific
community., All sectors of the community will need to be
involved. The project cannot belong to any one entity be it
congregations, schools and community certers; or Federations,
Recruiting top community leaders to tie cause of Jewish
education and involving all sectors of the commun:ty will helo
raise Jewish education to the top of the communal agenda.

Programs

The programs of the lead community need to reflect
contirental as well as local exper.ence and ideas.

Continental experience indicates that investment in personnel
and broadening community support are critical "enabling
opticns," that is, they are necessary fc'n;_ systematic
improvement; and study and travel in Israel -ere—amrong the
most promising "programmatic  Opliong,’ Continental
experience at a more specific level will flow to lead
communities via the "Best Practices Project.”?

“The Best Practices Project is a systematic effort (o identify the best examples of specific
programs, projects or institutions in North America to help the Lead communities in their
planning and action phases.






" Financial Résources

A program of breadth, depth and excellence will require new
monies, primarily because the endeavor has long been
underfunded.  The economic recession and substantial
resettlement needs make communal fund-raising difficult,
Nevertheless, a lead community will point a direction in this
area as well -- substantially upgrading the local investment in
Jewish education. Increased funding will come from
federations, private foundations, congregations, tuition and
other sources.

While CIJE is not 2 funding source per se, an important part
of its role is the mobilization of continental resources to match
the financial efforts of local communities.

Planning

A Lead Community recognizes that it is time to act but also
understands the importance of intelligent and ongoing planning
to inform its actions. A plan for each Lead Community will
involve an assessmeat of the state of Jewish education in the
Community at the present time; an analysis of nceds and
resources; the development of a strategy and priorities; the
design of programs; and the preparation of a multi-year
integrated implementation plan for improving educational
effectiveness. The plan must be prepared by and for the
community. CILJE can help with technical assistance, and with
access to continental best practices as & way to preview
programs before they are incorporated into the plan. ClJE can
help focus the resources of national agencies -- JESNA,
training institutions, and religious movements -- on the needs
of local communities.

In addition to the Plan, each lead community needs a system
to monitor, ¢valuate and make changes along the way. This
system has two dimensions: a performance management
dimension to support gach lead community, and a replication
dimension to support the adoption of successful efforts to
other communities. C 132 Wil Aesign & 15 iR kmewr
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What and Why a Lead Communities Project?

The purpose of the Lead Communities Project is to
demonstrate that it is possible to significantly improve the
effectiveness of Jewish education in communities in North
America with the right combination of continental and local
leadership, programs, resources, and planning. The Lead
Communities Project represents a commitment to excellence
in Jewish education.

Three to five communities in North America, each with a
population of between 15,000 and 300,000 will be invited to
join with the Council on Initiatives in Jewish Education in
carrying out the Lead Communities Project.

The central thesis of the Lead Communities Projec: is that
the best way to generate positive change at the continental
scale is 1o create improvement "facts” at the scale of
community -- that is, successes that stand as testimony to
what is possible.

For the purposes of this project, a "community” is an urban or merrgniiran

geographic area with a communal erganization structure and
decision-making system in place.

What is a Lead Community Expected To Do?

A Lead Community is expected 1o mobilize top local
leadership representing all sectors of the community, [t is
expected to create programs of educational excellence. It is
expected 10 commit additional financial resources to Jewish
education. It is expected to base its programs on 2 serious
planning effort. It is expected to show results after several
years of intense activity,
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How to Apply

To be considered a potential lead community, a central
communal entity should submit a four to seven (4 - 7) page
preliminary proposal to the CIJE. This should include:

E A cover letter signed by a responsible representative
of the central entity. It should identify a2 commitiee to
guide the project; name a major communal leader who has
agreed to chair such a committee; and briefly describe the
probable size and composition of the projected (or actual)
committee. The letter should zlso address the issue of
probable (or actual) professional leadership for the project
(e.g- do you contemplate a Lead Community Dirgctor?),

o A1 or 2 page essay describing the overall approach
to educational improvement that your community might use
if selected as a lead community. The essay should make
the case for why you think that your community would
make an outstanding lead community.

= A 1 or 2 page description of current or recent studijes
of community nceds and resources or plans for Jewish
education. Please cite examples of innovative efforts in
Jewish education already undertaken in your community.

= A 1 or 2 page statistical profile inzluding Jewish
population; number of individuals receiving various types of
Jewish education; a listing of Jewish educational agencics
and programs; current spending on Jewish education, and
the number and type of educators,

Preliminary proposals must be in the CIJE office by |
1992, Proposals received after that date cannot be
considercd because of tight time frame for the review

process. @






Full Proposals

Proposals (submitted by those communities selected to be
finalists) should include the following elements:

c

A 2to 3 page summary descripiion of the current
view of the educational needs of the community.

A 2 to 3 page analysis of the community’s
capabilities for meeung the commitmanis outlinec in
the preliminary proposal.

A 3 to 5 page description of the strategy ihat the
comenunity would like t0 use in implementing its
vision of Jewish education. This strategy should
address the approach to meeting the personnel nccds
of Jewish education in the community; and the role
of the Tsrael experience. [t should address both
informal and formal education (including how formal
and i=formal education strategies can be integrated).
It should idenufy priority population groups (e.g. pre-
school children; pre-barbat mitzvah children; post-
bar/pat mitzvah siudents; ccllege age and young
adults; and adults and seniors) and ecucational
settings (e.g. supplementary, day school, college,
university degree programs).

A 2 to 3 page description of the anticipated planning
process to be used if the comimunity 1s selected o0 be
2 lead community.

A preliminary projection of the scale or size of the
project (e.g. in ) and possible local sources of
funding.

)
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Technical Note

Proposals (preliminary and full) should be typed or printed on
letter size paper, double-spaced using a full-size type tace and
normal margins. Please do not submit appendices or
supplemental materials. If reviewers need additional

information, they will ask for it. Faxed proposals will not be
accepted.
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The aim of the Lead Community selection process is to
identify the applicants that have the greatest chance of
succeeding at the pgoal of significantly inereasing the
effectiveness of Jewish education in their community. These
criteria provide measures for the selection process to proceed
fairly and impartially. They attempt to identify the structures,
capabilities, and other enabling elements necessary for a
community to succeed, while providing ample opportunity and
flexibility for locally tailored approaches and comrmunity
inventions.,

Each lead community applicant and its proposal will be
reviewed in four areas:

B leadership and the depth of community commitment;
o programs;

g financial resources; and

o planning.

These criteria support the two-stage process for selecting lead
communities -- that is, 1) using short preliminary proposals to
determing whether a community is eligible and as a screening
device to identify finalists, and 2) selecting the lead
communities based upon the evidence put forward in their full
proposals and from site visits to each of the finalist
communities,






- continuity, and the vision and leadership qualities of the

people serving on that committee are more important than
sheer numbers of members.

The committee, to be fully identified by the final proposal,
may still be in formation when the preliminary proposal 1s
submitted. In this case, an outline of the structure of the
committee (e.g. what constituents will be included), and the
cover letter to the proposal will be reviewed for credibility
about claims of broad community suppott.

o Communal Leader: A distinguished local communal
leader needs to be identified in the preliminary proposal as
prospective chair of the lead communities committee.
Evidence in the cover letter to the preliminary proposal
attesting to the willingness of the prospective chair to serve
could substantiate that the claims of the proposal are real.
The credentials of the proposed chair will be reviewed.

o Central Address: One or more eentral communal
organizations should be designated as the recipient and
contact for lead community transactions. The Federation,
the central Jewish educational agency, a congregational
council, an ad hoc community-wide entity for Jewish
education, are examples of agencies that singly or in
combination can be designaied as the coordinator of the
project.

Proposals will be reviewed for evidence of multi-agency
collaboration, in addition to designaling the central address.

o Planning Capability: Planning is at the heart of the Lead
Communities project. Applicants should indicate both past
activities and the on-going professional capacity of the
community to engage in planning for Jewish education,
Past and current activities could include blue ribbon
commissions, broad-based studies by boards or committees
of community-wide agencies, or professional planning staff,
How the applicant intends to strengthen its planning process
through the Lead Community project will shed light on ils
understanding of and commitment to ongoing planning as







Final Proposal

A limited number of applicants will be asked to prepare full
proposals that elaborate on the preliminary proposal, lay out
details of their first year plans as a lead communitv, and

give evidence of their capacity o carry out their ambitions.

Full proposals will be evaluated in the same terms as
preliminary proposals, but with greater depth on the basis of
more substantiation. One additional criterion will be
empioyed: the capacity of the community to carry out its
commitment and vision. In order to de:ermine the finalist’s
strength in each of the four areas (Jeadcrship, program,
financial resources, and planning) the review will consider:

= previous record in Jewish education;

c the depth and breadth of community
commitmen: to improving Jewish education;

B vision and imaginativeness with tespect to
program and system improvemen:; and

o promise, that is, evidence ol capacity to carry

out jmiproventent plans, as expressed by the
methods and resources it puts forward.

[eadership and Community Commitmen:

In the final proposal, the composition of the local lcad
communities committee should be fairly well ioentified.
Any unresolved issues regarding the communal leader or the
central address should be clarified.

How the applicant proposes to manage the project will also
be examined. Will there be a professional director, a staff,
and if so, who are the persons proposed to fill these roles?

Ln






With this in mind, proposals should deseribe how the
applicant plans to address in the first two years of the
project at least:

s 3 out of 5 consumer age groups (pre-school;
pre-bar/bat mitzvah; post bar/bat mitzvah;
college age and young adults; adulis and

seniors)

= 2 out of 3 education settings (supplementary,
day school, college/university degree
programs)

- formal and informal programs

Communitv-wide Governance and Deliverv Svstems: It is
important that the structure of the comnunity’s Jewish
education system be reconsidered as it facilitates or impedes
the development of programs to address longstanding
problems in Jewish education.

Building Prafession of Jewish educator: Jewish educators
are the primary resource available to educate our young
people. “The medium is the message” applies to the Jewish
education profession. Whe we hire to teach our children
and how we treat them explicitly signals the importance we
attach to the endeavor. Our vision is nothing less than to
transform this into a profession one can be proud of, that
carries renewed stature in the Jewish community.

At a minimum, applicants must include plans that, starting
in vear 1, extend and intensify presently available
professional development opportunities and/or on-the-job
training programs.
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The creation of the Lead Communities project will proceed accerding to the following
timetable.
Month Benchmark CIJE Board Role
Mic-January 1992 Approve lead community plan ClJE Bourd
Februacy-March Announce the project & distribute

guidelines to Jocal communities®
April Preliminury proposals due (6 weeks

. {0 prepare)
mid-May Select finalists Lead Comrr_.,unif.ics
’ Commitiee)”

mid-June Progress report to CIJE Borrd CIJE Board mtg
early Iuly Finalist proposals due {6 weeks

to prepare)
late July/August Site Visits and finalist proposal

Teviews
August Recommend communities Lead Communitics

Committee

August/September Sclect and anounce Lead CIIE Board

Communities
October Seminar fer Lead Comrmunities
October/November

November 1992-
July 1993

eptember 1993

Agree on each CIJE ‘community
join: program

Lead Communities develop plan and
pilot action program

Lead Communities begin full-scale
implementation of action program

‘Copies of the guidelines will also be circulated to national agencies with lacal
consttuents (e.g. religious movements),

“Lead Communities Committee of CIJE Board of Directors.
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Release of Guidelines and Preliminary Proposal Preparations

What ‘Who When (End date) How Long
1. Guidelines for proposals CUE staff/consults  Feb 28 (Fri)
released '
2. Bidders teleconference CIF Telecon network March 10 2 hours
3. Review panel members CUJE staff/consults  March 31 2 - 4 wks
selected and briefed
4. Panel review schedule ClJE staff/consults  April 6
finalized and panelists
5. Preliminary Proposals due LC Applicants April 9 (Thur) 6 wks

(9]
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What

7. CLJE staff ranks proposals
and forwards recommendations
to LC committea of CIJE Bd

8. LC committee makes
decisions on finalists

9. Announcements of finalists

UKELESassoo

How Long (wks)

Who When (End date)
CUE staff May 14 (Thur)
LC committee May 19 (Tues)

(Team leaders attend
as resource)

CIJE staff/consults  May 21 (Thurs)

1 wack
Overnight
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Final Proposal Review

NOTES:

® Members of review panels for preliminary proposais will serve as core members of site visit
teams to Lead Communities finalists,

® Mix and match teams for finalist site visits; site visit evaluators as 2 rule wili visit 2 or 3
sites. Each site evaluation team includes 3 people. At an average of 2 to 3 sites/person means

10-12 people. A CIJE staff person/’consuitant will serve on each tean.

B Others may be added based an specific characteristics or claims of individual finalists,

What Who When (End date) How Long (wks)

A. Proposal Review

1. Checklist review CIJE staff July 7 (Tucs) 1.2 week
. Identify gaps,
concerns, issues
. Notify LC of gups
2. Mail proposals with Mailed by CIJE swaff July 7 Overnight
CIJE comments to site
evaluation teams
Site visit protaco! Core panelists read
inciuded with packet all materials;
Otrer site evaluatass
review for their sies
3. Teleconference prior to Each site visit team July 14 (Tues) Iweek
site visit
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Preliminary propasal applications

Q Review proposals against checklist for missing pieces.

o Coordinate  preliminary proposal review process:
compile reviewer comments, serve as intermediary
between reviewers and bidders f clarificaton s
necessary, coordinates decision meeting(s), notify
finalists and other bidders of disposition of their
proposals.

< Provide each finalist with a list of issues/gaps idenuficd
by reviewers.

Final Proposals

Final Proposal preparation

c Provide clarirication and techrical assistance, upon
request by a finalist, by telephone (or mail). CHE’s
objective s to be as helpful as possible on matters such
as: fund-raising linkages, planning suggestions, models
to consider.

e Provide on-site technical assistance on an ad hoc¢ bas;s.

Final proposal review

o Organize site visit teams {(comprised of senfor policy
advisors, insiders - known to the bidder community -
and outsiders) 1o evaluate finalist community.

2
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Develop an independent research and evalgation
program to be carried out by CUE staff and

consultants.

Broker berween communities and funders. CIE will:

v/

Contact, cultivate, and maintain an inventory of
funders interested in or potentially interested in
Jewish education. (Inventory will include
information such as; areas of interest/priotity,
grant size range, contact persons, application
procedures).

Maintain an active listing of lead commumity’s
oriorities, needs and strenzths.

Facilitate contacts between lead communitics
and funders; alert CUJE board members, senior
advisors, and/or others in the CIJE nctwork to
intervene with 2 funder on bchalf of a lead
COmEIUNILY.

Provida technical essistance o a lead community
to address a concern of a funder,

Link continental resource arencics 10 lead communities.

CUE will maintain close contact with continental
resocrce agencies (e.g., JESNA, JCCA, universities and
other national training institutions, denominational
movernents) to:

v/

Define one or more specific projects through
which each agency will work to support a lead
community or several communities,

Develop a resource inventory for use by lead
communities in solving specific problems.
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. date How Long (3
Who Vy hen End 1

! -_______..————-'_’-_

What -
Core panelists read May 14 (Thurs) 1 we
all materials,

Site visit protocol
included with packet.

Orher site evaluators
raview for their sites

g wepl
] ohy site visit te! MNav 19 (Tues (0.5 week
3. Teleconference prior 19 Each site visit team \ ( )

gite visit

B. Site Visits

4. Visits to LC finalist sites 3-person teams June & (Fri) 2 Eiays,cnch
2.5 weeks for all
5. Prepare site visit reports Team Leader June 8 (Mon) End of visit

(Mostly checklist format)
with recommendation

C. Deliberations Decisions

6. Core panel review, a1 CIJE Core punel, CUE Tune 9-19 (2 day review
tlices staff'consuls mesting)

. Recommendeds, runked
with congeras/issues
. Rejects (with reasons)

7. CIUE compiles recommendations CIUE sioff consuitss June 11 (Thors) Overnight
Jeomments, and forwards 10
CIJE beard,

8. LC subcommirtee reviews LC subcommitce  June 15 (Mon)
recommendations

9, CIIE Board makes final CUJE board June 18 (Thurs)
decisions

10, Announcements,award CHJE stafficonsulis  June 24 (Wed)
notitications

Uh












Lead communities will also definé improvement, to be
superimposed on the CLJE framework in the following ways:

- Specific obiectives/targets within the goal area (e.g. the target
populations for increased participation)

- Alternate ways of measuring improvement

* Additional goals for improving outcomes (e.g. parent
involvement, increased fund-raising, reduced inter-marriage)>

Value of models as change strategy

* Try out visionary approaches

- Replicate/adopt good ideas

<. Change requires a large enough %ield - need to effect
system not just one school>

Definition of corpmu'nity

: Geograpfaic definition of "community” (recognize other kinds of
community exist -- e.g. all the day schools with high schools --
non-geographic communities tend to be unique -- defeats
replicability objective)

- Needs to big enough to have critical mass to support a variety of
programs; small enough to be comprehensible as a community.,
CIJE needs time and experience to "get ready” for the largest
communities.

ISSUE: Should CIJE accept regional consortia of smaller or
smaller and larger communities? [Raised by Toledo] -- Within
sensible geographic limits, perhaps yes?

Definition of "lead": community that will lead in
<planning> and implementing core program + additional
innovations. Core program includes:

5



< A multi-year integrated plan for improving educational
effectiveness>

+ Personnel and development of profession
- Enhancement of community support

+ Israel Experience

- Use of "best practice”

<+ Use of monitoring evaluation & feedback>
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. Comm:ﬁtments inherent in agreeirg to participate <in lead
community program > (e.g. contractual agreement)

Typical 3 - 5 year program (lustrative)
* Year 1, self study + plan + initial pilot + grant applications

* Year 2, learning from best practice, + training + initial program

* Year 3-5, full program>

ISSUE: <«When, where and how in the process should specific
dollar commitment be put on the table?s

What should be included in a Preliminary Proposal

The Central communal organizational recipient is identified.

ISSUE: queratit;n only; Federation + central educational agency;
or Federation + congregational courcil; or adhoc community-wide
communal entity for Jewish education with Federation,
congregations and central educational agency involvement.
<(discuss with Zucker, Mande!)>

<. Lead communities program comimittee needs to have
community wide representation.>

» A communal leader needs to be identified as prospective chair of
the Lead Communities Project <committee>

« The structure of a I ead cammnnitics cammittea (representation,
size etc.) needs to be identified

- Basic¢ information about the community -- Jewish population;
number of individuals reeeiving various types of Jewish education;
a brief description of Jewish educational agencies and programs;
current spending on Jewish educatjon

n



* Brief descriptions of current or recent community-wide or other
efforts to improve Jewish education

- Summary of findings of recent siudies of community needs
and,or resources or plans for Jewish education

* Sources of local funding for planning and action programs)
< Essay describing the lead community’s intended approach to
change, with specific program ideas for improvement>

What will be included in a Proposal (if selected as a Finalist):
+ Abstract

- Community description, nceds

- Capability statement

+ Goals and standards

- Program elements (re planning and implementation)

- Evaluation and information collaction

- Commitments

- Budget and personnel

- Attachments

Criteria and proposal review process [summary of Document
3, Selection criteria/rating structure and 4. Proposed review

|grocess|

Evaluation and information structure:
. Expectations of LC
. Role of CIJE
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Proposed review process
Audience: CIJE Board and staff
Lenpgth: 21w 3 pages

Contenis:

Check list for completencss of submission. Procedures for
incomplete proposals.>

Who (e.g. review structures [e.g. review/advisory boards, and/or
consultant assessments of specific aspects of proposal, decision
committee], role of continental agzncies/institutions)

How (e.g. <rating criteria addressing proposal, site visit, other
information and input concerning community:> rating stroctira;
steps in review; decision making process)

When (detaded t.metable)

Whare (e.g. proposer presentations, siie visits, and/or commitice
review and cecision meetings)

Ld
¥
'l
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DOCUMENT #4,

Selection criteria/rating structure
Audience: CIJE Selection panel(s)
Length: 2 to 3 pages

Contents:

Criteria for selecting Finalists

- Eligibility (eity size, community leader, representative
committee)

- Core Program checklist (all) <(See "Definition...” under
Deocument 1).>

« At leaste 3 aut of five age grouas (pre-schanl; pre-har/hat
mitzvah; post barbat mitzvah; college age and young adults; adults
and seniors) 2 out of four types of education (supplementary, day
school, informal, mixed formal-informal)

Criteria for asswring represematise lead communities
[ these are illustrative] '

+ Geography: 1 from Canada; 1 from Northeast; 1 from South;
1 from Cenrral States; 1 from West 'Southwest

<POTENTIAL ISSUE: Strict adherence to this framework would
require 5 LCs, with no leeway to select 2 from the same
category.>

+ Size: 1 from 15,000 to 25,000
1 from 25,000 to 50,000
1 from 50,000 to 100,000
1 from 100,000+

+ Wealth: at least one from among communities not
considered wealthy

Criteria for excellence in lead communities Focus is on
evidence for:



+ Present capability (assets/programs/track record): Depth and
breadih of current programs, systems, practices, and innovations;
Involvement and support of the community planning and action
capacity

- Commitment; leadership; human and financial resources;
commitment to "core program”

« Qverall quality: imaginaiion and quality of ideas, realism,

viability of proposals

Scoring shect

10
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CIJE support/technical assistance structure
Audience: CUJE Board and staff

Length: 2 to 3 pages

Contents:

CUE will initiate and coordinate a continuum of supports of
inereasing intensity as lead community proposals proceed toward
implementation. CIJE expeciations of lead communities, and its

responsibilities to them at each stage of the process following the
release of the RFP include:

A, RFP release, Preliminary proposal preparation

* Mails RFP packets to target communities, and to all who make
inquiries.

* Responds to questions on RFP (such as policy questions, process
requirements).

. 4 .
. Plars, makes arrangements and runs bidders conference (using
CIT satellite hook-up)

B. Preliminary propoesal applications
. Reviews proposals against checklist for missing pieces

. Coordinates preliminary proposal review process: compiles
reviewer comments, serves as intermediary between reviewers and
bidders if clarification is necessary, coordinates decision
meeting(s), notifies finalists and other bidders of disposition of

their proposals.

- Provides each finalist with a list of issues/gaps identified by
reviewers,

11



C. Final Proposal preparation

-_Providcs clarification and technical assistance, upon request by a
finalist, by telephone (or mail). Short of providing concrete
resourees or on site TA, object is to be as helpful as possible
matters such as: fund-raising linkages, planning suggestions,
models to consider.

D. Final proposal review

+ Organizes site visit teams (comprised of senior policy advisors,
insiders « known to the bidder community - and outsiders) to
evaluate finalist community.

- Teams to include:

v’ Team leader

v Muiti-dimensional experts in diverse areas of planning,
formal and informal educaticn, subjecs areas, lay leader, etc.

v Teams to evaluate:

v Education programs at different levels

v Community involvement and financial support
v Planning capability

v Loosely modeled after recertification (e.g. middle states)
review process.

ISSUE: is it reasonable to expect communities to be able to
compile the level of information needed for such a review during
the final proposal preparations?

- Compiles site visit evaluations and other pertinent information,
coordinates final decision process. Announces decisions.






Outline foundation/funding plan, e.g. contacts, uses

Define data collection and analysis plan (linked to program
monitoring and evaluation)

Develop plan for and expectations of continental resource agencies
Cuncept suuciwe fur leadeship rectuiunent dssistauce

Outline of plenary activities (i.e. when, where, purpose of meetings
convening representatives of LCs)

CLIE staffing requirements (for facilitation and/or direct TA,
support, and oversight)

14
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DOCUMENT #2.

ISSUE: Should CIJE accept regional consortia of smaller or smaller
and larger communities? [Raised by Toledo] .- Within sensible
geographic Hmits, perhaps yes?

. Definition of "lead": community that will lead in implementing
core program + additional innovations. core ptogram includes:

* Personnel and development of profession
* Enhancement of community support
» Israe] Experience

+ Use of "best practice”

Draft request for proposals (RFP)

Audience: prospective applicants. Mafled to all communities within
community size limits + all those who wrote to inquire regardless of
community size,

Length: about 10 pages

Contents:

- Overall propoaal preparation prooecs

» PRELIMINARY proposal -- 3 to 5 pages focuses
on community's commitments

FINAL proposal - 10 to 15 pages, focuses on
evidence of capacity

* Who is eligible to apply -- a central community organization
in a community with & Jewish population of between 15,000
and 300,000



Background

. Purpose and nature of lead community project [summary of

1. Ratjonale]
+ Anticipated number of finalists [6 to 10]

+ Anticipated number of Lead communities (3 to 5]

« Typee of support availabla to a I 2ad community [summary

of 5. CIIE support strugture]

. Commitments inhetent in acceptance of grant (e.g, contractual
agreements)

What should be included In a Preliminary Proposal

,* The Central communal organizational recipient is identified--
- Federation or Federation + central educational agency or
Federation + congregationsal council or adhoc community-wide
communal entlty for Jewish education with Federation,
congregations and central educational agency involvement),

+ A communal leader needs to be identified as prospective
chair of the Lead Communitles Project

The structure of a Lead communities committee
(representation, size etc.) needs to be {dentified

* Basic informatien about the community -- Jewish population;
number of Individuals recelving various types of Jewish
education; a beief description of Jew!sh educational agencies
and programs; current spending on Jewish education

+ Brlef descriptions of current or recent community-wide o
ather efforts to Improve Jewish education

* Summary of findings of recent studies of community needs
and/or resources or plans for Jewish education



R i e L

* Probable emphascs of pragram if selected -- e.g. enabling
options, age group or type of educational program.

+ Sources of local funding for planning and action programs)
What will be included in a Proposal (if selected as a Finalist):
. Abstract

., Community description, necds

. Capability statement

. Goals and standards

. Program elements (re planning and implementation)

. Evalustion and information collection

. Commitments

. Budget and personnel

. Attachments

Criteria and proposal review pracess [summary of Document

3, Selectjon criteria/rating strugture and 4. Proposed review
|!EDCE§I§|

Evaluation and information structure:
. Expectations of LC
., Rale of CIJE

Timetable {[summary of 6. Timetable f roject plannin

and Initintion)
How to apply
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DOCUMENT #6. Timetable for LC project planning and initiation:

Audience: CIJE Board and staff
Length: 1 page

Contents:
Month Benchmark
Mid-January Approval of Lead community plan (CIJE board)
February 1992 RFP released
March Preliminary proposal applications due
April Proposal reviows, selection of finalists
May Final proposals due
May & June Site Visits and Proposal reviews
July Final decisions and award notification
August Seminar for lead ccmmunitics
September Programs begin
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THE CABLE BU!LDING
Gl DROADWAY
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Tz (203 D6G.37 04

Faa (201 2408767

September 25, 1991

Stephen Hoffman
Jewish Community Federation of Cleveland

1750 Euctid Avenue
Cleveland, OH 44115

Re: CIJE Lead Community

Dear Steve,

I am enclosing a proposal outling for the lead community study. It lists what we will
produce, our timetable for proceeding in the plannitg of the "Lead Communities” project and

a budget.

While the particular questions and issues we discussed at our meeting on Friday are
not specified in the proposal outline, please be assured that they will be addressed in our

work on the deliverables.

We are excited about this project and look forvard 10 beginming work as soon as
possitle s0 as to maintain the schedule.

Yery truly yours,
\ .
Q;)B. Ukeles

President

IBU:Fgg{

enclosures

cc: Anneatte Hochstein
Shulamith Elster
Sevmour Fox






Jasins Mucgr, En.D.

During the past 20 years, Jim Meicr's carcer has aseillated between the theoretical (planning
and analysis) and the applicd (operational managenent). e hos worked in goverunent,
private and non-profit sectors, specializing in finance, education and soctal services.

Prior to joining UAL for four and a hait years he served as First Deputy Director of the
Dudyut Cflive ol the New Yurk City Doard of Tducation, the largest school ayatem in the
nation with an annual budget approaching $7 billion, nearly 1,000 schools, over 100,000
employecs and 950,000 students. In addition to supervising 3 budget office staif of over 100
people), he was responsible for new initiatives with policy tmplications for the school system.

Jim's link with the Board of Education evalved from a consulting relationship. For seven
years 3s head of his ewn management consulung tim, his clicnis included state govenument,
New York City agencies, cotleges and uaiversities, non-profit organizatons and a Fertupe 100
corporation.  Among his projects with the New York City Board of Education was revamping
the budget request provess, rosulting i recurd ercascs in state and lucal suppuoit == aver
$3500 miltion added to the base budget in o vears,

[a the ares of social scrvices, he condue yses of the New York
City Yourll Durcau that led o undamen 18 Or that agency, a

stmilar analysls of Special Services for € sram for g hospital in
comprehensive care for the ededy, and s successful merger of

two non-profit organizations secving the

From the mid- to late-1970s, Jim Meier munagew v v tock Schools, a multi-
dimensional community-based orgamizaton with an elemertary and middle school, two
nursery schools, and a college program tor parents and stalf, attiftmted with Bank Street
Collcge of Education.

In the early 19705, Jim prepared a major portion of the report of the Fleischmann
Commussion, one of the most compreheasive commission studics ever on elementary and
secondary education, and still a seminal research document. In the 1980s he served as sentor
staff to the Governor’s Commission on Higher Education and the Economy in Connecticut, all
major recomunendations from which were enacted by the legislatore,

Jim Meier served in the Peace Corps in India, which he revisited m 1970 with o Williom
Kinne Fellowship. He has an undergraduate degree from Williams College, a Master in

Urban Planaing and a Doctorate in Educational Administration {rom Columbia University.,

He currently lives in New York City with his wife and two children,

}'.,-v.:l.:g LEREMALT AT ES NS



JacoB B. UkiLes, Pu.D.

Jaceb B, Ukeles is Prestdent of Ukeles Associales Ine.

In his 25-year career, Jack Ukeles has served a5 a senior advisar to citics, non-profit
institutions and communal agencics.

Ile was one of the key players on the team that led New York City out of its fiscal crisis in
the mid-seventies, scrving first as Excewtive Director of the Mayor's Managenient Advisory
Board, then as Deputy Director of Operations and aext as Deputy Director of the Emergency
Financial Control Board, e set up performance-based management control systems for all
30 Mayoral agencies, monitored the City's revenue and expenditure plans and heiped achieve
substantial workforce reductions -- totailing 60,000 jobs -- willy minimal service cuthasks.

T Hartford, Connecticut, Jack directed & citywide mupagement improvement effort that
resulied in better public services at lower costs - $15 miliion was gained over 5 years. He
has scrved as a consultant to mumcerous business organizations, public commissions, elected
officials and government agencics in New York, Connecticut, Alaska, Canada ard at the U.S,
federal level,

In the carly cightics, as Exccutive Director for Communi.y Services of New York's
Federation of Jewisit Philanthropics, Jack Ukeles managed the allocation of 545 million
annually to a biltion-dolliar network of 130 non-profit hezith and human service agencies, He
aversaw completion and planning applications of 2 major demagraphic study of the
metropolitan acea -- the largest Jewish pepulation center sutside of Israel, And bis efforts
were instrumental jn goiding Federation frem ad hece to strategic planaing, incorporating a
new regional perspective,

Author and educator, Juck Ukeles currently serves on the facutty of Columbia University’s
Schoel of International and Public Affairs, e was founding Chairman of the Graduate
Department of Urban Affalrs and Policy Analysis of the New School for Social Research and
has taught at the University of Peansylvania, where he also directed the Uiban Strategics
Project. He is authar of the book, Doing More With Less: Turning Public Manugement
Around aad numerous acticles that bave appeared in New York Affairs, Urban Affuirs,
Perspectives in Jewish Popudution Research and Viewpoints.

Jack Ukeles was a Fulbright Fellow in India and earned his Masters in City Planning and
Ph.D. from the University of Peansylvania.

He is married 10 Micrle Laderman Ukeles, an artist, They have three children and live in
New York City,

) URKZLES ASS52CIATES INC
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earlier memo should be taken seriously: best practice may be a
nisnomer; we are really talking about good practice or even "good
enough" practice.

One of the important issues that emerged out of the meeting was
the discussion of whether one could find best practice in a
school that was not a "good" school. Are we loocking for examples
of good programs or examples of structures or gsystems in sup-
plementary schools/synagoguas. By and large the group strongly
took the view that best practice is a term that should refer to
exanples of successful supplementary school and that therefore
the whole system of the school-- its personnel, its leadership,
its commitments to inservice education, its working relations,
and its connection to the synagogue in which it is housed-- is a
major, if not the major factor in identifying an example for our
inventory.

Some of this follows in the line of Joe Reimer’s Commission
paper. For our meeting, Joe wrote & "memc {appended here) which
spells these ideas out in some detail and which I think will be
very useful in helping to identify our sites. He provides almost
a check list of what we might want to keep our eyes on.

However, our group also wanted to recognize the fact that exam-
ples of good programming-- some of which might be very "trans-
lateable® to a Lead Community-- existed schools that we might not
deem "good!". (For example, the supplemertary school that runs a
wonderful tzedakah program, but has lots of other problems in
dealing with Jewish knowledge or content.} We would like such
examples to appear in our inventory. Thus our "location finders"
would be asked to lccate examples of besat practice in the school-
wide sense and good programs in the localized sense we’re using
it here.

The four relationships described in Joe Reimer’s 12/22/91 memo Lo
me (Barry) can help serve as an overall picture to help guide our
work. Here are some specifics that came out of our meeting that
can help pinpoint things even more:

A "best practice' supplementary schoel should be a place:
[8ystemic Issues]

~-with well articulated educational and "Jewish™ goals

~~where stakeholders (such as parents, teachers,
laypeople) are involved in the articulation or at
least the validation, of these goals in an onhgolng way

——with shared communication and an ongoing vision

--yhere one feels goed to he there and kids enjoy learn-
ing

——where kids continue their Jewish education after
Bar/Bat Mitzvah

I N DT NI T WeR BT Tel B
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[Curriculum and Instruction]
--which takes curriculum seriously and has a serious,
well-defined curriculum ,
-=and in which, therefore, kids are learning real ¥“con-
tent!
—-~in which one sees interesting and "streong" teaching

{supervision]
~+which engages in regular serious inservice education
and/or supervision of teachers
--with an effective principal who serves as a true educa-
tional leader
~=with family or parent education pragrams

The group recognized that not every one anf these items would be
in place in every schaool. In that case we would have an "ideal"
school and that, of course, is not our agenda here. But some
significant constellation of the above should be in place for a
school to make it on to the inventory.

Finally, it was our sense that we do not need to find hundreds of
examples of good supplementary schools. Even a dozen would help
advance the cause of the Lead Community Project immensely.

In addition our group defined certain specific Program areas that
are worthy of particular attention. These may be part of a '"good
school" or they may be "stand-alone" examples that could alsoc be
of use to the Best Practices Proiect in the manner discussed
above,

—--Teaching Hebrew

-=Teaching Israel

--Bar and Bat Mitzvah programs

~=-Buccessful post-Bar and Bat mitzvan programs

--rFamily education Programs

—-—Junicr congregation preograms

ITI. gn goipng cuestions

I consider this part of this report to be particularly important
because these are the guestions that have bkeen raised about the
Best Practices Project which I believe need to ke addressed.
Some are my own; others were raised in various discussions.

1) At the Senior Policy Advisers the question was raised: was the
group of advisers that I assembled in December, admirable though
it might be, too "academic" and did I need to run a similar meet-
ing for a group of practitioners in the field (i.e. principals or
teachers) about the question of what is success or what is good
practice?
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2) What do we do about the fact that scome examples of best prac-
tice have to do with the talents, charisma or whatever of partic-
ular teachers or principals and may not be transferable?

3) What do we de about the fact that there is an amazing amount
of flux in Jewish education and that a place that today we might
consider an example of hest practice, next year or at the time
that the Lead Communities gear up, may not?

4) What level of documentation do we need 1ln order to make this
whole project actually useful for the Lead Communities? This
question has come up over and over again and I am still quite
concerned about it. When we designate a place as an eXample of
best practice, how much will that help the Lead Community, if it
doesn’t somehow get the story of that place teold to it and in
some detail? This is particularly true because we seem to be
moving more and more toward a sense that best practice equals a
system, not a particular program or "trick" that one can copy
with ease,

5) and, of course, this question raises again the issue of
replicability or "translating" from best practice to the Lead
Community. What ultimately is the purpose of this project: to
prove that somewhere, at least, good practice exists or to ac-
tually get communities to be able to adopt these examples of best
practice? If it’s the latter, how is this to happen?

6) And if the examples of best practice are those which really
represent either synagogue‘’s or cemmunity’s high level
policy/ies, how is that translated, explained or implemented in
the Lead Community.

7) Isn’t what we are looking for a large~scale integrated example
of policies, not little bits and pieces? And how will the pro=-
ject really pick that up?

8) Finally, every time I speak about this the questiocn of "Rest
Practices Is not Enough"” continues to come up. I raised this in
my original memos when I talked abcut the Department of Dreamns,
but 1t’s not just me. Shulman discussed it at the GA, the Senior
Policy Advisers people raised it too. We really need New Prac-
tices, because people believe that the situation cf Jewish educa-
tion is such that introducing Best Practices is really not
enough. So-—- whose area is this? Mine? Soneone else’s? How is
this handled?

IV. Next Steps

I will now draft a letter toc the original group based on the sum-
rmary of the meeting akove and follow-up conversatiocns with the
CIJE staff. A second letter will go toc the Senior Policy Ad-
visars.
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They will be asked to come up with examples of best practice and
geod programs, and depending on what we decide, to document this
in the appropriate fashion.
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12/22/91
Dr. Barry Holtez
Mdelton Research Center
2080 Broadway
New York, N.Y. 10027
DCear Barry:

Following our recent phone conversation I want to use this
letter for two purposes: to review the cyxiteria for describing
the good synagogue school that appeared in my Ccmmission paper
and to reflect from my currsnt perspec:iive on Tthose criteria.on

the basis of my further research and presentation of these ideas

in several forum of educators and rabbis, I have a better sense

]

cf the complexity cif "kbest practice" within the "good synagogue
school. "

I find it useful tc think of fcur relationships as keing key
ts descriking the gocod synagogue school:
(Lythe relationship between the synagogue leadership and the
school, (2) the school leadership and the teachers, (3) the
t2achers and the students, (4) the synagogue/school and the
parents. Each relationship is both mutual and complex, but taksan
as a whole I believe they define the health of the educaticnal
enterprise. This model may allow cne to study a given synagogte

and its school to assess points of strength and weakness in the

whole system.
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1. The Relationship Between the Syvnagcue and School

My continued research and especially my presentation of
these ideas to educators and rabbis has strengthened the original
hypothesis that to understand how the supplementary school
cperates, look first to its location within the host
congregation. What my first informants told me has been repeated
rany times: education in the synagogue always goes on within the
context of the congregational politic:; the rabbi is one party
with political influence; the synagogue lay leaders are more
likely to place the educational agenda at the top of their
priority list if the rabbi strongly and effectively pushes that
agenda. The rabbi alone cannot make the support happen, but when
the support is potentially there in the lay body, the rakbi can
make the difference as te how high a priority it consistently
remains on the congregational agenda.

This early formulation of mine has undergone two basic
revisions in more recent thinking. First I underestimated how
volatile support for the school’s agenda can be within the
congregation., Second, I underestimated how active a role the
school principal may play within the congregational peolitic.

There are so many factors that play in a given c¢ongregation
as to how the school’s agenda or budget will fare. It is
simplistic to think of a cengregation as being "supportive" or
"non-supportive" of the educaticnal agenda. One has to look at

the demographic and the economic pictures, the committee systen
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within the congregation, the role of parents and the relative
influence of day schools within the area. There can be a
economically-strong congregation in which parents of school zge
children are powerful players in the leadership, but where there
is a split between day and supplementary schcol parents. There
can be a congregation to which day schocl education is
irrelevant, but where influential parents simply do not
understand why their children need 3 days a weeX of Jewish
education. In each of these cases there needs to be an articulate
and politically~active voice that can effectively make the case
for the supplementary school.

I assumed that voice had to be the rabbi’s, While I still
believe his voice is crucial - with more to add below - I now sae
the principal can also be a significant player. The principal may
choose to work throuch the rabbi and the school committee, buc
she has to know the rores if the support is to materialize. I
have learned that the new or politically inexperienced principal
is at a major disadvantage 1f she cannct call vpon established
relationships with key leaders in the congregaticn at times when
the schocl needs friendly advice and support.

But this current formulatieon errs too much on the side cf
practicality. If synagogues are eternally rife with politics,
they remain symkolically sensitive institutions. I have scen one
principal who worked very cicsely with an impressive school
committee to teach the members -~ who were mostly parents - the

symbolic value of Hebrew to both the school curriculum and the



synagogue service., Sure he did it to g;in their political
support, but the relationship between educator and parents had a
highly spiritual side to it. He was their teacher as well as
their comrade-in-arms.

Sara Lee put this very beautifully in a conversation. " You
need a cultural leadership [in the synagogue] that rehearses the
central values through nmyth and ritual." Here the clergy re-enter
the picture. They need do more than offer their politizal suppors:
te the school. They need to find ways to make Jewish learning
central te the missicn of the syﬁaqogue. That invelves adult and
family education, the use of services for educational purpose,
the symbelic and actual invevlement of the clergy in the
children’s educaticn, and the creation of rituals for honoring
beth the teachers and students of Torah. I could write a whole
megillah on this topic alone, but will end by saying that the
locaticn of the school in the synagogue has much to do with the
place of Jewish study in the congregational value system. It is
much harder to se2ll the value of guality Jewisnh education to an
adult congregation that has not itself had the experience of

learning Torah from a devoted and valued teacher.

The Relationship between the Principal and Teachers

" No matter how supportive the rabbi is, without a principal
to make it happen, the school will fall flat," Joy Wasserman told
me at the CAJE consultation in Cleveland, I've come to see that

she is right.



As the only full-time educator on the synagogue staff, the
school principal plays a host of crucial rcles that I cahnot here
enumerate. Rather, I wish to focus on one role - artisulator of
the scheol’s mission - that Sara Lightfeoot writes about and Gail
Derph emphasized at that same CAJE consultation.

Lightfoot made me aware that in some schools the leadership
is rather continually articulating the nission of the school in
ways that provide direction to all involved. I had never fully
realized how helpful that can be ard how disorienting it czan be
when ne one is really guite sure what the mission of tha
school (or synagogue) is about and hence what the staff and
students are supposed to be aceccmplishing.

Schoem’s study is a very painful case of where the
articulated mission bears little rclaticn to the reality of the
school. "The Jewish way of life' functicned at that school as an
empty slogan reminiscient of the domino theory during the war in
Vietnam. No wonder both staff and students in the school ugnderesd
about in a half-dazed state. They literally did not know why thevy
were there and what they were meant to accomplish while there.

farly on I realized that the synagogue schools I was
studying stecod in stark contrast to Schoem’s case. In
interviewing the two respective principals, éfwas clear each had
a visicon of what Jewish education meant in that synagogue and
school. It was a vision deeply shared with the senior rabbi. as I
regan chserving I could tell the vision informed daily practice.

Teachers would come to the princlpal wlith a prcblem and recelive
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direction is then truly valued.

But what struck me in the two schools is how often the basic
mission was reiterated in different public forms. A few concrete
examples will illustrate the point. At the temple where mastcery
of synagogue or siddur Hebrew was stressed, a group of parents
studied on Sunday mornings how to read tefillot in Hebrew. When
they achieved enough proficiency to read aloud in puklic, the
principal organized a short service for that grade of children in
which the several parents led the service in Hebrew. When the
service was complete, the principle gave each parent a
certificate and called up the parent’s child to thank him or her
for having helped the parent to reach this milestcne achievement

At the temple where Melton Eebrew was taught, the 7th
graders put on a short play in Hebrew for all lower grades on the
last day of school. The play wasn’t of high quality, but the kids
loved it and all the clergy came to view it, The principal stood
up after to tell the younger children that they toc would reach
the point of Hebrew proficiency where theyv cculd put on a play.
Then he askad them to all thank the teachers whe had worked szo

hard to offer them this gift of Hebrew.

ki,

17 these celebratory mcments stood in isclation they could
pe viewed as empty gestures. But I experienced them along with
the members of the schools as epipharal noments when what
everyone understood to be the central values were beaing enacted.

They Were also communal moments when students, teachers, parents,

principal and clergy were drawn into closexr embrace around the



articulated mission of the school.

The Relationship of the Teachers to the Students

Lightfoot, in her descriptions of the good high sc¢hools, is
very helpful in pointing out what psychologists call the
parallelism in relationships. I have adapted for
this context. How the rabbi and lay leadership treat the
principal has its parallel in how the principal treats the
teachers, and how the principal treats the teachers has its
parallel in how the teachers treat the students,

While there are always exceptions to be noted, I was struck
ever and again in the schools I studied -in stark contrast to
what Schoem reports - that the principals’ {eeling well supported
and respected by the rabbi paralleled how they treated their
teachers, In turn that style c¢f relating tended to carry over
into the classrcom where the children vere treated with alot of

respect. I rarely witnessed either the shouting at or browbeating
of students that in the past I so often witnessed in Hebrew
schools. That was not tolerated as acceptible behavior. Sure,
there were behavicral problems and teachers got angry and raised
their voices. But that was not the norm, and the norm creates a
very different atmosphere for learning. I never left these
schools with a headache or that sinking feeling that I had just
witnessed a child being humiliated by an adult or a teacher

overwhelmed by a barnyard of ocut-of-control children.

I did see classes that did net work, teachers who lost



pedagogic contreol and students who misbehaved. But here is the
érucial difference: in these schools the principal or lead
teachers were on top of the situation and were alwost immediately
available to help out the weaker teacher whose class was
faltering. Teachers were not abandoned teo the terrors of an out-
of contrel class and students were not left to act out their
boredom. Help was only minutes away. It might mean the principal
walked inte the class to settle everyone down to be followed with
sessions with the teacher on how tao deal with the problems that
had arisen. The working assumption was clear: we are in this
together and the more effectively we can structure the children’s
learning experience, the more focused their behavicr will become.
I alsec witnessed many more classes where the teacher was in
pedagcogical control, the students were involved in their learning
and the principal or lead teacher entered to observe and comment,
but not discipline. There were vast differences in how
experienced and skillful different teachers were, but in speaking
to the teachers, they often cited the factors of suppert,
supervision and curriculum in explaining their own effactiveness.
1. Support - The teachers knew -because they were told in
many different ways- that what they were doing was valued by the
congregation.'They felt appreciated, but also supported by
parents who cared, the principal who helped cut in many ways and
fesllow-teachers who shared advice and rescurces. Ceremonies
honoring teachers were an extra- nice form of support and

appreciation.
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2. Supervision = No teacher went unsupervised. In both

schools the principal or lead teachers would move frcm class to
class cbserving and then commenting. In addition, both schcols
cffered after-school group and individual supervision sessicons in
which much training and resource-development occured. There werc
also teacher meetings devoted to reviewing curricular and
behavieral issues.

3. Curriculum - Teachers appreciated help in making
curricular decisicons and implementing them. In the case of a
well-organized curriculum, like Meltor Hebrew, the teachers spoke
favorably of the training they received and the organization that
the curriculum offered. Yet they often inneovated within that
structure. In cases wWhere they were teaching subjects that were
not so curriculariged, they appreciated the principal’s offering
ef a good texthook cr cther teaching davices. They also locked to
one another te help with the devising of lesson plans and more
creative teaching methods. In one schocl a fair amount of team -
teaching developed among teachers within the same grade level.

The resuits for student learning were fairly predictable.
The best learning I saw toock place in those classes where there
were experienced and well-trained teachers working in innovative
ways with a structured curriculum. Cne rabbki captured the
children’s attitude best when he said in thelr names: " I don’t
mind coming to Hebrew schocl; what I can’t stand is when you
waste my time." Some parents reported to me that their children

were happiest when they felt they were really learning scmething
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concrete in school. Hence they liked Hebrew best bhecause they
could see tangible progress in their own learning.

But those observations miss cne a c¢rucial point that I
picked up in my study. The children cannot sustain on either
Sunday nornings or weekday afterncons whole periods of time in
which they singularly focus cn Hebrew or Bible. What the more
successul teachers do is quite predictably alternate the more
cognitively~-demanding time with lighter, more experiential
exercises. The teachers come armed with learning games that they
pull out when they feel the students attention has wandered. Or
they devise skits or story-telling opportunities. Both schools
used music and art very successfully as deown-times between more
pressured times. Wnhat the alteration allowed is for the learning
tc continue in more fun ways so that the childéren did not

experience much of the twin evils - boredum cr wasted time.

The Relationship between the School and the Parents

So much has already been written abgut the alienation of the
heme from the school and the need for programs to draw parents
into the scheol’s orbit that I will repeat nene of it here. My
research confirmed ny initial belief that while family education
programs will not turn assimilated parents into paale teshuva ,
they will, when successfully run, attract a fair percentage of
the parents to come on a regular basis - perhaps every two cr
four weeks - to learn more akout themselves as Jews and what

their children are learning in school.
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What I had not before realized is the potential feedback
locop between family education and congregational support for the
school. Many parents join the synagogue when they enroll their
child in the school. Their main contact with the synagogue is
through the scheool. They may come for High holidays, but
otherwise are non-participating members.

When the school attracts the parents into the building for
family education, there is a real potential to develop
relationships with the synagegue. If the rabbis are involved,
they meet and get to know one another. If the svnagogue sponsors
havurot, the parents are candidates to join. Some beccme
interested in involvement with the school commitee or PTA. If the
synagogue has Shakbat services for families, they tend to come.

In short treir involvement in the s=ynagogue begins to grecw.
As more active members, they begin te have more say in the
congregational politic and give voice to parental perspectives.
The synagogue leadership may be gratetrul to the school for this
increased participation of these members. But perhaps even more
important, the adult study of Torah grows appreciably within the
cengregation. Perhaps the greatest contributicon of family
education, when done seriously, 1is that it may mark 2 change in
the cengregational culture in which people come to realize that
one pewerful way to draw people inte the synagogue ls to orffer
them educational prcgrams that speak directly to their current
needs as parents. Who knows - they may even start to study cne of

Barry Holtz’ recent volumes?
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In summary I anm suggesting that these four "“relationships"
when taken together offer us a potential guide to assessing the
goodness of a synagogue school. I think the good school may have
to have all four in place to ke deserving of that designation.

T hope these reflections prove helpful.

With best wishes,

T

Joe Relimer
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LETTER OF INVITATION FOR DECEMBER MEETING

November 12, 1951

Dr.

Dear

I want to confirm our phone conversatien inviting you to a meet-
ing akout the Best Practices Project of the Council for Initia-
tives in Jewish Education (CIJE). The meeting will take place cn
the evening of Tuesday, December 10th here at the Melton office
beginning with dinner at 6 PM, running until around 9:30 or 10:00
and reconvening the next morning until midday. We’d like you for
as much of that time as you can give us.

The purpose of the meeting is to sollicit your advice and counsel
concerning the Best Practices Project which I have been asked to
organize. Let me give you some backgreund on the project and
then describe what our agenda will be. Here is an excerpt from a
docunent that I was asked to write for the CIJE, You may find it
of assistance in understanding what we are up to here.

The Best Practices Project
I. Introduction

In degcribing its "klueprint for the future," A Time to Act, the
report of the Commission on Jewish FEducation in North America,
called for the creation of %"an inventory of bhest educational
practices in North America' (p. é9). The primary purpose of this
inventory would be to aid the future work of the Council, partic-
ularly as it helps to develop a group of model Lead Communities,
"local laberatories for Jewish education." As the Lead Com-
munities begin to devise their plans of action, the Best Prac-
tices inventory would offer a guide to successful pro-
grans/sites/curricula which could be adepted for use in particu-
lar Cemmunities. The Best Practices inventory would become a
data base of Jewish educaticnal excellence to which the Council
staff could refer as it worked with the various Lead Communities.

Thus the planners from a Lead Community could ask the Council
Ywhere in North America is the in-service education cof teachers
done well?" and the Council staff would be able to find such a
program or school or site some place in the country through con-
sulting the Best Practice inventory.



RIS =8 a0 MEL M J s F.2-10

What do we mean by "best practice"? The contemporary literature
in general education points out that seeking perfection when we
examine educational endeavors will offer us little assistance as
we try to improve educational practice. In an enterprise as com-
plex and multifaceted as education, these writers argue, we
should be lecking to discover "good" not ideal practice. Aas
Joseph Reimer describes this in his paper for Commissicn, these
are educational projects which have weaknesses and d¢ not succeed
in all their goals, but which have the strength to recognize the
weaknesses and the will to keep working at getting better.

"Good" educational practice, then, is what we seek to identify
for Jewish education,

A project to create such an inventory begins with the assuzmption
that we know how to locate such Bast Practice. The "we" here is
the network of peocople we know, trust or know about in the field
of Jewish education around the c¢ountry. Through using that
network, as described below, we can begin to create the Best
Practice inventory.

Theoretically, in having such an index the Council would be able
te offer both encouragement and programratic assistance to the
particular Lead Community asking for advice. The encouragement
would come through the knowledge that gcod practice does axist
out in the field in many aspects cf Jewish education. By viewing
the Best Practice of “X" in one location, the Lead Community
could receive actual programmatic assistance by seeing a living
example of the way that "X" might be implemented in its local
setting.

I say "thecoretically" in the paragraph above because we will have
to carefully examine the way that the inventory of good educa-
tional practice can best be used in living educational situa-
tions. Certainly significant stumbling blocks will have to be
overcome. In what way, for example, will viewing the Best Prac-
tice of "X" in Beoston, Atlanta or Montreal offer confidence
puilding and programmatic assistance to the person sitting in the
Lead Community? Perhaps he or she will say: "That may be fine
for Boston or Atlanta or Montreal, but in our community we don’z
have A’ and therefore can’t do B’ ."

Knowing that a best practice exists in one place and even seeing
that program in action does not guarantee that the Lead Com-
munities will be able to succeed in implementing it in their
localities, no matter how good their intentions. The issue of
translation from the Best Practice site to the Lead Community
site 1s one which will require considerable thought down the road
as this project develops.

The Best Practices initiative for Jewish educatien is a project
with at least three interrelated dimensions. First, we will need
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to create a list of experts in various aspects of Jewish educa-
tional practice to whom the CIJE could turn as it worked with
Lead Communities. These are the corsultants that could be
brought into a Lead Community to offer guidance about specific
new ideas and programs. For shorthand purpecses we can call this
"the Roledex." The Rolodex also includes experts in general and
Jewish education who could address questions of a broader or rore
theoretical sort for the benefit of the CIJE staff and fellows--
pecople who would not necessarily be brought into the Lead Com-
munity itself, but would help the CIJE think about the work that
it is deing in the communities.

The first phase of the Best Practices project-- stocking the
Rolodex-- has already begun as the CIJE staff has begqun werking,
It will continue throughout the project as new pecple become
known during the process,

Second, the project will have as its primary mission the use of
Best Practices for assisting the Lead Communities. For shorthand
purposes we can call this Ythe data base." This will be de-
scriked in detail in the next section of this memo below. Third,
the project has implications for a much larger ongoing research
project. For shorthand purposes we can call this "the long-range
plan.® The long-range plan is a major study of Best Practices
in Jewish education-- locating, studying and documenting in
detail the best work, the "success stories," of contemporary
Jewish education. (I say "contemporary" here, but a research
preject of this sort might well include a historical dimensicn
teo., What can we learn about the almost legendary supplementary
school run by Shrage Arian in Albany in the 1960s should have im-
portant implications for educational practice today.) This work
might be done, for example through a Center for the Study of Ex-
cellence in Jewish Education established at a institution of
higher learning with a strong interest .n Jewish education, in a
School of Education at a university or created as a "free-
standing" research center. OCbviously, this project intersects
with the research plan that the CIJE is alsco developing.

For the time being, however, our concern will be with '""Best Prac-
tices for assisting the Lead Communities.® Of course this focus
and "“the long-range plan' are not mutuvally exclusive. The latter
flows from the former. As we begin to develop a data base for
the Lead Communities, we will 2lso begin to study Best Practices
in detail. The difference betwgen the two projects is that the
Lead Communities will need immediate assistance. They cannot
walt for the results of long-ternm research before acting. But
what we learn from the actual experience of the Lead Communities
{such as through the assessment project which will be implemented
for the Lead Communities) will then become part of the rich docu-
mentation central to the long-range plan.



I1. Best Practice and the Lead Communities

Of course there is no such thing as "Best Practice" in the ab-
stract, there is only Best Practice of "X" particularity: the
(good enough) Hebrew School, JCC, curriculum for teaching Israel,
etc. The first problem we have to face is defining the areas
which the inventory would want to have as its particular categor-
ies. Thus we could cut into the problem in a number of different
ways, We could, for exarple, look at some of the "sites" in
which Jewish education takes place such as:

—--Hebrew szchools

—--Day Schools

--Trips to Israel

~-Early childhood prograns

~=TJCCs

--Adult Education programs

Or we could look at some of the subject areas which are taught in
such sights:

-~ Bible

—-=— Hebrew

~=- Israel

Other modes are also possible. Hence the following guestion

needs to be decided: What are the appropriate categories for the

inventory?

We propose to choose the categories based on a combination of the
following criteria:

a} what we predict the lLead Communities will want and need, based
on a survey of knowledgeable people (see step 1 below) and b)
what we can get up and running guickly hecause we know the people
and perhaps even some actual sites or programs already, or can
get that information quickly.

III. Suggestions for a proceas

What has to be done to launch and implenent the Best Practice
project for Lead Communities? I would suggest the following
steps:

1. Define the categories
To do this we should gquickly poll a select number of advisers who

have been involved in thinking about the work of the CIJE or the
Commission to see what categories we can agree would be most use-
ful for the Lead Communities. In addition we have looked at the
local Commission reports to see what those communities suggested
were their needs«- on the assumption that the Lead Communities
would in all likelihood resemble the local communities who have
had commissions on Jewish education.



After some investigation and a number of conversations, it has
become clear that cone of the key ¢categories-- and the one that we
will begin with-~ is the supplementary school. We have chosen to
start with this area for two reasons: first, there is no doubt
that Lead Communities will want to work to improve their sup-
plementary schools. Simply too many students are serviced by
these institutions to ignore them. Second, ny own expertise and
contacts are in this area and to get the project up and running
here would be easier for me than tc begin with, say, the JCC pre-
school area.

. Gather a grou experts,
Here is where you, 2?7, come in. We are going to gather a group
of five people who will lock at our categery and ask the gquestion
what do we mean by Best Practice in the realm of X (e.g. sup-
pleméntary school}? 7In answering this question matters-- to use
the language of A Time to Act and the Commission-- of both a pro-
grammatic and enabling type would surely emerge. In other words,
we would hear about good programs (e.g. "how to teach Hebrew in
the supplementary school") and we would hear abkout successful at-
tempts at "building the profession" (e.,g. Yhow one school imple-
ments a good staff training program!).

Once we generated this list of ideas or conmponents, we would then
ask: 1) What examples in real life do we know of the Best Prac-
tice of these components? 2) And knowing these examples, now
what would all this mean for the Lead Communities? How useful is
it? After that discussion, the group of five would go home and
do some "scouting". They would look into programs that they per-
sonally Xnow about: they would call people they know for some ad-
vice and suggestions. ILet’s assume that this would take two days
of work. After scouting around, they would be in touch with us
(Shulamith and Barry) with theilr report,

3. Widen the net of contacts

At the same time we would use the list of ideas developed by the
group of five to try to cast a wider net for specific examples of
Best Practice. The CIJE would make direct contact through letter
and phone te a group of 30-40 well-connected, well-traveled
people in the field and solicit their advice for "candidates" of
Best Practice, based on the topics that the group of five has
suggested. 1In addition, a few graduate students could be engaged
to look at back issues of Pedagogi¢ Reporter and other published
sources for possible candidates. I would talk with the Convenant
Foundation people for their suggestions based on their work, etc.

4, Nex teps
When all this is completed, we may want to have another meeting
of the group of five or we may find it necessary to initiate a
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certain number of "site visits" to look at some of the examples
of Best Practice that have been suggested. In most cases such
visits will probably not be needed since the group of five will
have recent and direct contact with the Best Practice sites that
they are recommending. Howevex, it is also likely that in re-
searching for other examples, individuals will hear of sites that
ought to be looked at. We anticipate up to five such site
visits.

5. Evaluating what we have done

Once the sites visits are completed, we would then be in the
position to ''give ourselves a grade." We would ask: '"Do we need
more in order to help a Lead Community?" We would also ask a few
outside critics for their grade., It‘s possible at this point
that we would say that this process is a "good enough" cut at
dealing with our issue. If so, we’ve learned a lot about how to
get into this quickly and usefully. A more refined version could
then ke invented for later iterations. If we have seriocus gues-
tions about what we’ve done, we should then be able te rethink
the process to figure out how to fix it. Most impeortantly it
would give us a model for determining Best Practice in areas that
we have leéss Knowledge of familiarity with-- the other categories
of #1 above.

If this method i1s good enough to be of use tc the Lead Com-
munities, it might mean that we could go immediately into the re-
search component. Here we would be doing serious examinaticn of
the Best Practices that we‘ve listed, trying to analyze and de-
scribe in a reflective way the nature of the work geing on in
these places, It may be, in other words, that for immediate aid
to the Lead Communities, the serious research is not necessary--
it can kick in later down the road, as we move the work into a
higher stage of analysis. What we do have to think about is how
much do we need to know in corder to be able to help a Lead Com-
munity.

6. The Next Phase

Here there are three options depending on how we answer the gues-
tion immediately above. To help the Lead Conmunities: A) We have
encugh just simply by having a Rolodex card with the name of the
site and relevant on~site people, the nature cf the work done
there and the seal of approval from our group of 5. B) We would
need 1 to 3 page write-ups of the programs we’ve seen. C) We
would need serious portraits/profiles of the schools in the man-
ner of Sara Lawrence Lightfoot’s The Ggod High Scheol.

As you can see, I would like you to be cne of our "group of five
described above and the purpose of cur meeting in December is to
deal with Btep #¥#2 above and aim toward future weork. I think that
this is an exciting project which has important implications for
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Jewish education. I’m hoping that with your help we may be able
tc bring some real changes into the field. Please join with me
in this work.

The CIJE is able to offer you %400 (plus expenses) for your time.
Please Kkeep all your travel receipts so that you can be reim-
bursed., Thanks so much for your help. 171l see you soon.

Best wishes,

Barry Heltz
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mlementary scheol)? In answering this question matters—-- to Lse —--=
language of A_Time %o Act and the Commission-- of both a progran-—
matic and enabling i*ype would surely emerge. In cther woris, we
would hear about good prograns (2.g. "how to Teach Eebrew in the
supplamentary schocl") and we would hear about successful atTemcss
at "building the prefessicn” (e.g. "now cne school implements z gecd
staff training pragram'').
Once we generated this list of ideas or ccmronents, we wou'ld <hnar
ask: 1) What examples Iin real Life do we know of the Bass Traczics
cf these corponents? 2} And knowing these examplas, now wnhat would
all this mean for the Lead Ccmrunities? How usefvl s it? afsser
that discussicon, The greup of five would c¢o heme and dc sone Yscouo-
ing". They would lock into programs that thev perscnallv know
about: they would call people they know for scme advice and suggas-
.cns.  Let’s assume that thils would take ftwe days of work. Af-ar
scouting around, tThey would ke in touch with us [Shulamith and
Bar-y) wiith their repor:.
Phase Two: Site visits
AT Thlis point it may be necessary to initiate a zertaln nunker <
"site visits" to loek at some of the exanples of 3Best Dractice That
nave been suggested In mest cases such visits will prokably nst ce
neeced since the grcoup of five will have recert and direct contacs
with +the BestT Practice sites that they ars recemmending. Howevar,
T I1s alsc likely tnat 21 researching for other exanples, individu-
gls willl hear cf sitas that cught Tc ke lccked at. We anticipeza u:o
-0 Iive such site visits,
\\;\\ Ne)7< Steps: EZvaluating what we have done
C. Cnce the sites vislts ara completed, we would zhen ke i =he
pesition to "glve ourselves a ¢rade.” We would ask: "Do we need
more In order tg nelp a2 Lead Cammunlizy?" We would also ask a Zew
Qutslde critics Ior thelr grade., It’s peossible at Thnis roint Thasz
wa would say that this precess is a "ogozd encugn cut at dealing
wlth our issue. If sc, we’ve learned 2 lct about how tz get inzio
This guickly and usefully. & wmors refined wersicn cculi Then be in-
vaented Icor lazer lterations. IS we have sericus guresticns accus
what we’ve done, we shouvld then e aclse Tz rethlink the process o
Tigure cut Dow to fix it. Mest importantly it would give us 2 moadel
for deternmining Zest Practice in areas that we have _Less Xxnowledge
L fanlllarity with~- the other catasgories from "A" above,
=% thls methcd Is good ancugh to ke of uses te the Lead Cemnunities,
1T TWight mean that we could go immediately inTo “he research con-
Lonent. Hare we would be cdoing serious sxanminatlon ol the 2est
Przctices that we’wve listed, trving to analyze and describe in a
reflective way the nature c¢f tThe work going cn in these places T
may De, in other words, that for immediatae a’d o %he Lead Zom-
munities, the serious research is notT necessary-— 1T <an #xick in
~atzsxr down the road, as we Tmove the Work LnIo a higher szage cof
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anzlvsis what we do have to think about is how much do we need oz
knew 1o ordex to be able ta help a Lead Community
This weould lead us to

Thase Three
Here ther2 are three cptions depending on how we answex tThe guesticn
immedlately above. To help the Lead Ceommunities: A) We have encuah
just simply by having a Roiodex card with the name oI the site and
relevant cn—site pecple, the nature o the weork dene thersa and The
seal oI apprcval from ocur group of 5. B) We would need 1 To I gace
write—ups of tTha programs we’wva seen. C) We would need serious
ceruraits/rrofiles of the schocls in the manner 2f Sara lawrancs
Ligntfoct’s The Cood Hich School., ’
Reund Two
Round Tweo, 2lso T2 ke dzne In ths first year, would deal with 2 sec~
and a?ea;caLEGOFf from the A, list above. We would take the Xknowl-
edge we nad gained from Round One, adapt and change <he mathod basead
cn that experience, =2nd dsal With our new IZaTegery. wWe should ncte,
however, that 1t is 1likelwv that each subsequent "round" will <aks
mcre tine teo Implenent, even though we will ke vefining tThe przocess
as we go along. Why? Because we are going ¢ kegin with the
2rea/CATegory we Xnow cest, where wa have good and rellable exper:ts
and contacts (e.g. =c maXe up our group of 3). But in the later
rounds we will b2 moving 1ntTe areas that are less familizr fo us ang
we will need more tl-e T2 Zigure out whs Thg rizht experts are and
T2 gaxher the Information

YIAR TWO

Yaar Twe woeuld conslst cf developing addaizticnal "rounds" (to d=al
w.tin other areas,zataccriss--sea M. akeve)] and laplaxencing what we
nave learned Ircm Best Practizes Iintco the Lazd Comnunliitlies thenms
sa.ves.
This latter process-- what we heve called Ythe issue ci Translaticn!
In other memos—-- should ‘nvelve a serizus discussion and axploratisn
by The staff of <he CIJT befors we undertzXe the work. TT woluld b2
impertant To Try To deternine ameng other things: a) the particular
nature of Best Practices that Wwe have seen and the potential &lI-
filculties In wmoving any individual best practize from its Yhone' To
tne lLead Community; B) an evaluation of ths econcemic impliicaticns oI
BastT Practices-— what does It cost to ilumplement and run The prograns
we have seen and what might 1t cost to take a program frocnm cne placs
and intrcduce it inzo a lead Community. Starturp ccsts nmay have To
5e taken into cansideration, for axanple, or hidden cosits that may
not pe apparent until we Ury To move a practice lnts a Lead Cem-
nuniTy; ) Sevmour has pointed out =hat we will need to invant 2
"curriculum" for Translating any particular Sest Practice Inte a
—~ead Ceonmunizy. In other words, cne lssue that we Will have T deal



1
i
H
1

CH

ti]

TLotIL ZENIIAN pILTIN ITE

with is finding a way Zor the sducaters and involved lavpecrle
our Lead Community simply toc understand the Best Practice we W
imtroduce. Thern we must figure out the staps thet zan mova th
practice Into the Community. In that regard we ought to look
cne lliterature fZrom general education abcut the intreduciion c
change into educaticnal settings and particularly The guestion
wrat happens when cphange is mandated "from above." This night
wverv usaful in cur *b*rhlﬁg apout the Zead Communities
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The Jewixh Theological Seminary

3080 Broadway

New York, NY 10027

{212} 678-8031

FAX (212) 749-3085

Tas; Seymcur Fox

At FAX Number: Mandel Institute

v Hojs
Fron: Barry Hgltz

Date: October 2

Total pages including this one:_J_
RE:
Dear Seymour,

Thanxs for the message. Here :is ny situaticn as to youy
calling: '

Cn Thursday .tcmerrew! I am available fronm around 12;30
S0 4:30 (NY tine). sSometime in there = will go to lunch,
sc 1f I Kncw when you are going to-call, 1t will bae nelpiul.

On Friday, I am availble from around 10 AM %o 2 FM, Once
agairn, 1I you can tell me . [(via Fax! when vyou'’_l be calling,
I will be sura %o be in my.office at that time.

Besz,



VI. In conclusion...

Summarize  your understanding of tho member'=z views sxorgssw=d
during the interview.

Tnvite Board membar 4o call wou with furthoy zommentz=/guestic:ns
ates, Indicate vour availability and interest in puoints of view
and the rsactien of their asugocciates/colleagues at. 21, to tLhe
vork of the CIJE znd to isszues in vthe fileld ot Jewlsl, education.

Pleparm writAa up interview notas and forxrward them to Ginny by
October 15th.

Thank youl

STre
lo/2/91
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The profeassional ctaff now includes a full-tims Educaticn
Officexr: +he search committce is mesting candidates for the
Executive Officer. Interviews are taking placs with candidates
planners. Educational consultante have been rescruited for
spacific projects.

¥. DPLANS FOR THE GENERAL ASSEMBLY

In an coffort to recach the lay leadership of +he Jewilish community
a3 a 'public-service' for Jewish education the CIJE ies planniung a
especial session for Thursday afterncon, MNovember 2lst. Eoard
members planning to  attend the GA and these interestsd in the
program are moct cordially weloome to attend and participatse.

Morton Mandel wlll introduce the session and report on Cldl work
to date., The featured speaker will ke Dr, Lee S, Shulman <f
Stanford University and president of the HNational Acadeny of
Education.

Dr. Shulman will speak on educalional change and the lsad
community as an attractive strategy Sor change in Jewlsh
educatlon., Barry Holtz wilil respond and comment on the specific
approach to best practices and ths lead communities,

FYT: The National Academy ' is comprissed of 75 scholars and
distinguished professicnals, all of whom were elected to thse
Academy in recognitlon of outstanding contributions to education.
The mission of thes Academy is " to promote scholarly inquiry and
discussion concerning the esnds and means of education, in all its
forms, in the United States and abroad!. The Academy conducts
special studies and reviews in the public interest.

Thi; swwslion should be of interest to delegates concerned about
Jewish educaticn and issues in general education.

G. JANURRY BOARD MEETING/ANNUAL MEETING

The follgwing informalion was contained in  the cover letter that
accompanied the minutes.

The Jaguary 16th meeting of the Board will take place in
coennecticon with the first annual meeting of the CIJE. The Roard
will meet in the morning followed by the annual meeting.l written
an?ual revort will be prepared in advance of *he annual meeting
and members of the Commission and others {educaticn communisy,
natlgnal lay leadership) will ps invitad +o at*end {he annual
Mmeeting segment of %“he davy,.
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Tsa Aron will undertake this study. Her bio was in the Boamd
materials: she wreots one of the commission papers and is one of
“he oulstanding voung scholars in the field of Jewish aducatlion.
She is on the faculty of the Hebrew Union College- Los Angeles.

More detailod recport on this proiect mav be presentad At the
January DBoard meeting and ihformation about its progress will ha
in the materialie for the January meetling,
o Elicit scpecifio questions/comments/suggestiona about
research in Jawiah education.
o Arec there apecific areas Board members feel
should be included?

Monitoring, ovaluation and foeasd~bkack is an integral part of all
CIJE activities and especially the lezd communities project. Adam
Gamoran will ke developing this proiect. Adam is a sociovlugigl of
education and a member of the faculty of =he University of
Wisconsin at Madison. Reports cn this project can be expected as
the lead communiities prujescl progresses.

L. FOUNDATIONC

Announcements were madae at the weeting by Mandel Associaled
Foundations (MAF) and the Wexner Foundations about their work i
the awvea of persaonnel/training. We hcope these will be an example
others will follow.

Charles Brofman's CR3 Foundation has expressed Iinterest in work
withh  Lhe CIJE in the arvea of Israsl gxperiences: Mrs, Melton
noted at the meeting the various Melton rfunded preojects 1n Jewish
education., Tlie CIJE anllclpales olhwr foundations will  show

lulerewsl in providingg funding for specific proiects.
" The field is under-funded”". {Houry Zucker). We wlll not be able
to rely on btulllon and fees and federation support for the needs
of the field. We will thave to fturn to others who share cu—

concerns and whaose foundations are in a position to fund specific
projecls.

., CVERVIEW QF C1JE

lt has beon less *than a vear sinos Lhe CIJE was established and

Lhe vublicaticen of A Time To Act. Much has happrensd., A
dlztinguished 3ocard iz sTil in formation and the Senior Polliay
Advisors repressnting the £islds of sducation, training and

communicy corganizations has been assembled. Both grouss have met
Lwive Lhis vear,
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ks 2

Much work rAmains to be done to develop the cuntent a=pecss. Thig

hAaing undartaken Ly the educazion afficer thrangf
neultalions wi<ly iIndividuals and organizations witl, expertise

e

2 land to the wrojsct., Shulamitlh lhas begun work with +£ha
denominations and crgailizations: they ven assist and bensrcit from
work in the lwad communities.  She will develow 2 rmodel using
Unized Syrnsgosgue/JTIL, JCZa and JESNA and i1ts departments are
5o invelwved in <=his -Aactivily *o 1dentify gservicess  and
ctivitimes for possible inclumion inluv lead comumuniiy wrojaci,

8. BEST PRACTICES

Barry Holtz'ms pressentaticn te the Beard was well-recsivad.
Iinquire =as to Tesponse of Board member to the presentation and
the discussion. To update: a proiect budgetr 1is now Selng
finalized.h team of educational experts is beilng identified and
aszambled o launch the project under the guidance of an advisory
group. Note: All CIJE projects will have advisory grcoups. This ic
a way to 'check’ our work on an ongoing tasis- another form of

quality controll

CIST is nuw woriging an sacuring inisisl f£uanding for this prolect.
I+ will initiailv serve ths lead communiziea but alse has the
potential For energizing +he education communities and
stimulating a wifey vwvariety of aztivities- e.g.,, educaticnal
conferences on "what warks in education', workshops on the
teaching of "x". longex term: centers for deve.omment of

innovative approaches in education e:tc.
C. RESEARCH 10 EVALULRTIZON

Anne+ttas creported only in brisf at the board meeting. T is
impor+<ant that research and svaluation should not be viewamd as a
minor activity. RESEARCE AND EVALUATICN ACTIVITIES ARE A CRITICAL
ASPECT OF BALL PRCJECTS AND A VERY HIGH PRIORITY.

A mMmajor accomplishment has been +*he i1dentifizaticn £ Two

SRR

outstanding resesarchers to worit cn this project.

new preject will Dbegin this month- a planning stud
atablishing a Research Agenda faor Jawish EZducation. The project
s cdosligned to answer the following comeprehensive question:

.
b

po- L 3

What steps~ both shoer: and long =arm- can +<he C

I g i
orcer To =ncourage and supvort tha development of a streng and
credibles regearch zapability in =hs fielid of Jewizh educacion?

ek



IV, Opening the convarasation:

For Beard members whoe were commissioners: vyou may want ot
indicate that one of the productive acpeacts of the stafif work »
commisasion was the ceportunity +to speak/mest regularly about the
work of the commission and to benefit from tholr cpecific points
cf view, :

[
£
=

Tor Board members who wers not commissioners: The CIJE wants to
have the benefit of ongoing contact with members of the Zcard.
All Board mombcrzs are being ocallad smo that we can hear your views
and incorporate suggestions and comments in our work.

NCTE: If yvyou +think there are ceoemmisaion materials/papera that
members should have plcacss let Ginny know and she will asond these
out, We can assume that all who were commissioners would have
Full sets ol papors,

V. Topics

4. LERD COMMUNILLILIERS

At the Beoard meeting 1f was reporited thal the CLIE was prepared
to launch the lead community preoject {olluwing Lhe oadorsement of
ths board.

"In reviewing the board discussion apout lead conuunilties, 1t was
concluded that there 1s still a 1ot of misunderslanding v Lo
part of directors. Bassd o btlhis guesticons asked during the
discussion, we realized +that we need %o do 4 beller Jjeb  of
clarifvipg +1he lead communily concepl, Lead communitles are
Intended te be laboratories with i1deal conditions. thersfore,
lt's dimpractical 1o consider as lead communities those places
that don't have the optimum conditions. The board didn't seem Lo
grasp this idea."

We want to  follow up with veople as soon as possible te clavify
thelr understanding.

It 1is important to comnvey in the conversation that we listen
carefully to comments of Board members. Thesrs is a feeling that
Lhe Board 1s nol ready Lo complelely endorse Lhia proeject and tiiat

there 1s a need for further planning. We are proceeding but
adding ainn addiilonal vianning stew. This may r1r=quire a slighe
mocification of the <*lmstable as we carefully detall all aspects

vl Ll prulsclh,
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To: Shulamith Elster, Steve Hoffman,
Seymour Fox, Annette Hochstein
From: Barry Holtz

Friends,

Here iz the new version of the Best Practices Project paper,
revised for use with the Senior Policy Advisers and the Board.
Please let me know if you want other changes,

After speaking with Shulamith and Seymecur, I have answered my
guestion from the previous version: Best Practices will focus
on the enabling option of personnel, not on particular program-
matic options per se. 7Programmatic options will have a role
here, but personnel ("building the profession") will be the mi-
croscope under which certain programmatic options will be
viewed.

BUT: after thinking about this, something here makes me nervous
and I would very much like o hear your collective response:

I began to think about how going this route is bound to run
into heavier political troubles than what we'd get doing a
straight collecticn or analysis of various examples of best
practice among the programmatic options. W®hy? Because doing
some of the programmatic options would tend to be a much more
local thing, while the perscnnel issue is going to put us in
the situation of evaluating national institutions. That is, 1if
I am looking at examples of best practice within SCCs or look-
ing for good supplementary schools or placea where Hebrew is
haught well (i.e. the programmatic opt.ons approach), 1 am
going to find one in Denver, another in 5an Diego, ancther two
in Boston, etc. But i1f I am looking at who does training of
personnel for supplementary schools (i.e. going the enaoIling
option route of persomnnel)-~ aren't I stuck having to deal with
a small number of natiomal institutions (JTS, HUC, Brandeis)
and in the politically touchy waters of evaluatlng them?

I think this could present major problems for the project and
I'd like some response from you four in this matter. 1Is there
any way to avoid this? Am I missing something here?

While I have vyour attention, let me now raise a second problem
(which was in the other draft of the paper as well). I just

got off the phone with Isa and she asks the following: by not
doing the programmatic options are we going to shortchange the

The Jewish Theologicai Saminary cf Amanca ¢ 3080 Broadway * Mew York, New York 10027 * Teleohore {212} §78-801
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Lead Communities who are looking for some very practical short-
range advice about issues such as teaching Hebrew in the day
school, running good {(hest practice} trips to Israel, hearing
about curricula for early childhood education? Isn't the per-
sonnel issue too breoad and too "non-programmatic" for good,
quick help to the Lead Communities? Any responses?

News Fflash: I finished this letter and then got a call from
Adam who had a very similar reaction to Isa's. He thinks that
an "inventory” makes sense when it is a collecticn of programs,
but the personnel issue doesn't seem to have that "practice”
dimension which will be of immediate use tc the Lead Com-
munities. So what do you all think?



July 30, 1991

The Best Practices Project
Barry W, Holiz
I. Introduction

In describing its "blueprint for the future,” A Time to Act, the report of the Commussion on
Jewish Education in North Americg, called for the creation of "an inventory oi best
educational practices in North America” {p. 69). The primary purposs of this inventorv
would be 10 aid the future work of the Council, particularly as it helps to develap a group of
modal Lead Comrnunites, "local laboratories for Jewish education.” As the Lead
Communities begin to devise their plans of action, the Best Practices inventory would offer
a2 guice o successful programs/sites/curricula which could be adopted for use in particular
Commupnities. The Best Practices inventory would become a data base of Jewish

educarional excellence to which the Council staif could refer as it worked with the various
Lead Communtties.

Thus the planners from a Lead Community could ask the Council "where in North America
is the in-service education of teachers done well?" and the Council staff wouid be able to
find such a program or school or site some place in the ¢country through consulting the Best
Practice inventory. It is likely that the inventory would rot be a published document but a
resource that the Council would keep or make available to particular interested parties,

What do we mean by "best practice™? The contemporary literature in general education
points out that seeking perfection when we examine educational endeavors will oifer us
little assistance as we try 10 improve educational practice. Iz an enterprise as complex and
multifaceted as education, these writers argue, we should be looking to discover "good"” not
ideal practice. As Joscph Reimer describes this in his paper for Commission, these are
educarional projects which nave weaknesses and do not succeed in all their goals, but which
nave the strength tp recognize the weaknesses and the will 10 keep working at getting
better. "Good" educational practice, then, is what we seek to identify for Jewish education.

A project to create such an inventory bagins with the assumption tat we xnow now to
locate such Best Practice, The "we" here is the network of people we know, trust or know
about in the field of Jewish education around the country. [ assume that we could generae
a list of such people with not too much difficulty. Through using that network, as described
below, we can begir to create the Best Practice inventory.

Theoretically, in having such an index the Council would be able to offer both

encouragement and prograrnmatic assistance to the particular Lead Community asking for
1



QU T EL O DusDasw mE_TIN T S.Toll

advice. The encouragement would come through the knowledge that good practice does
exist out in the field in many aspects of Jewish education. By viewing the Best Practice of
“X" in ane location, the Lead Community could receive actuai programmatic assistance by
secing a living example of the way that "X" might be implemented in its local setting.

I say "theoretically” in the paragraph above because we will have to carefully examine the
way that the inventory of good educational practice can best be used in living educational
situations, Certainly signiticant stumbling blocks will have ta be overcome. Inwhat way,
for example, will viewing the Best Practice of "X" in Boston, Atlanta or Montreal offer
confidence building and programmatic assistance to the person sitting in the Lead
Community? Perhaps he or she will say: "That may be fine for Boston or Atlanta or
Montreal, but in our community we don’t have ‘A’ and therefore can’t do ‘B’."

Knowing that a best practice exists in one place and ¢ven seeing that program in a¢tion
does not guarantee that the Lead Communities will be able to succeed in implementing it
in their localities, no matter how good their intentions. The issue of translation from th
Best Practice site to the Lead Communiry site is one wiich will require considerable
thought as this project develops. What makes one curriculum work in Denver or Cleveland
is connected 10 a whole collection of factors that may not be in place when we tryv to
introduce that curriculum in Atlanta or Minneapolis. Part of this project will invoive
figuring out the many different components of anv successful practice.

As we seek to translate and implement the best practice into the Lead Convrurities, it will
be important also to choose those practitiorers who are able to communicate a deeper
understanding of their own work and can assist the Lzad Communities in adapting the Best
Practices ideas into new se:ings.

The Best Practices imiriauve for Jewish education is a project with at 'east three
interrelated dimensions. First, we will need to create a list of experts in various aspects of
Jewish educational practice to whom the CIJE could turn as it worked with Lead
Communities. These are the consultants that could be brought into 2 Lead Comumunity to
offer guidance about specific new ideas and programs. For shorthand purposes we can call
this "the Rolodex,” The Rolodex also includes experts in general and Jewish education wko
could address questions of a broader or more theoretical sort for the benefit of the CIJE
staff and fellows-- people who would not necessarily be brought into the Lead Community
itself, but would help the CIJE think about the work that it is coing in the communites.

The first phase of the Best Practices project-- stocking the Rolodex-- has already begun as

tke CLJE staff has begun working, Tt will continue throughout the praject as new peopie
become known during the process.

rJ
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Second, the project will have as its primary mission the use of Best Practices for assisting
the Lead Communities, For shorthand purposes we can call this “the data base.” This will
be described in detail in the next section of this memo below. Third, the project has
implications for a much larger ongoing research project. For shorthand purposes we can
call this "the long-range plan." The long-range plan is a major study of Best Practices in
Jewish education-- locating, studying and documenting in detail the best work, the "success
stories," of contemporary Jewish education. (I say "contemporary” here, but a res¢arch
project of this sort might well include 2 historical dimension too. What can we learn about
the almost legendary supplementary school run by Shrage Arian in Albany in the 1560s
should have important implications for educational practice today.) Such a project should
probably be located in an academic setting outside the CIJE. We could imagine a Center
for the Study of Excellence in Jewish Education established at a institution of higher
learning with a strong interest in Jewish education, in 2 School of Education at 2 university
or created as a “free-standing” research center. Obviously, this project intersects with the
research plan that the CIJE is also developing.

"Best Practices for assisting the Lead Communities” and "the long-range plan” are not
mutually exclusive. The latter fiows from the former. As we begin to develop a data base
for the Lead Communities, we will also begin to study Best Practices in detail. The
difference berween the two projects is that the Lead Communities will need immediate
assistance. They cannot wait for before acting, But what we learn from the actual
experience of the Lead Communiiies (such as through the assessment project which will be

implemented for the Lead Comununities) will then become part of the rich documentation
central to the long-range plan.

II. Best Pracrice and the Lead Communities

Of course there is no such thing as "Best Practice” {n the abstract, there is only Best
Practice of "X" particularity: the (good enough) Hebrew School. JCC, curriculum for
teaching Israel, etc. The first problem we have to face is defining the areas which the
inventory would want to have as its particular categories. Thus we could cut into the
problem in a number of different ways. We could, for example, lock at some of the "sites"
in which Jewish education takes place such as:

--Hebrew schools

--Day 5chools

—~Trips to Israel

--Early childhood programs

-JCCs

--Adult Education programs



Or we could look at some of the subject areas which are taught in such sights:
-- Bible

-- Hebrew

- Israel

Other modes are also possible. Hence the following question needs to be decided: What
ropri ategqri inventory?

We propose to choose the categories based on a combination of the following criteria:
a) what we predict the Lead Communities will want and need, based on a survey of
knowledgeable people (see step 1 below) and b) what we can get up and running quickly
because we know the people and perhaps even some actual sites or programs already, or
can get that information quickly.

II1. Suggestions for a process

Wkat has to be done to launch and implement the Best Practice project for Lead
Communities? Iwould suggest the following steps:

1, Define the categories

To do this we should quickly poll a select number of advisers who have been involved in
thinking about the work of the CIJE or the Commission to see what categories we can
agree would be most usefu!l for the Lead Communitiss.

Our main focus should be the Commission’s "enabling option" of developing personne! for
Jewish education ("building the profession”). (A second enabling option-- mobilizing
community support for Jewish education-- will be dealt with as the Lead Communities are
selected and as they develop. Although in principle the "Best Practices" approach might
2ls0 apply in this area--e.g. we could try to indicate those places around the country in
which community support has been successfully mobilized for Jewish education-- the Best
Practices project will be limited to the enabling option of "building the profession." A
different subgroup can be organized to investigate the Best Practices for community
support option. The option of the Israel Experience, viewed as an enabling option, couid
also be studied by a different subgroup.)

The enabling option of "building the profession comes to life only when we see it in
relationship to the ongoing work of Jewish education in all its many aspects. A number of
these dimensions of Jewish education were discussed during the meetings of the
Comumission and twenty-three such arenas for action were identified. These were called
the "programmatic options” and the list included items such as early childhood education,

the day school, family education, ete. Although the Commission decided to focus its work
4



on the enabling options (rather than any specific programmatic options) because of their
broad applicability to all areas of Jewish education, it is appropriate for the Best Practices
project 1o turn now to explore the specific programmatic options which can be of maost
benefit to the Lead Communities, Indeed, it is this list. coupled with the enabling option of
building the profession, that can help us begin the process of deciding what specific areas of
best practice we ought to analyze.

The method of work will be to use the enabling option of "building the profession” as a lens
‘hrough each of the chosen programmatic options (from the original list of twenty-three)
are viewed. Each chosen programmatic option would be viewed specifically in the light of
best practice in building the profession within its domain. For example, what is the best

practice of building the profession within the domain of the programmatic option called
"adult education” or "early ckildhood education,”

The definitional guide is a document which is prepared for each category. [ts purpose is to
offer guidance as we seek to determine best (i.e. "good enough") practice within the
CaLegory.

One advantage of focusing on the enabling option of personnel is that in the Commission
report we already have a headstart in defining the how we should go about studving the
programs we will examine. A Time Tg Act (pp. $5-63) analyzes "building the profession™ in
the light of six subcategories: 1) recruitment, 2) ¢eveloping new sources of personnel, 3)
training, 4) salaries and benefits, 5) career track deve. opmer:, ) empowerment of
educators,

These six subcategories can be :he filter we use in looxing at the programmatic options
under consideration. Thus, if one chosen programmatic option is supplementary school
education we could ask: where are the good programs for recriiting persosnnel to the
supplementary school? who does a good job of develgping new saurces of personneai for the
supplementary school? where is the iraining of personne! for the supplementary school
done well? who has done an interesting job in improving salaries and benefits? Has any
place implemented outstanding programs of career track development® Are there
examples that can be found of the empowerment of educators? The same six poinis of
burlding the profession can be applied to any of programmatic options,

The definitional guide will take these six subcategories and flesh them out and refine them
as an aid which can be used bv the "locauon finders” (see below} who will help us locate
specific examples of current best practice in the field. The guide should also include a
suggested list of "location finders” for each area. The CIJE staff would react to these
papers but we anticipate that this shouid be a fairly fast process.

2



3, Identifv the location finders

Qnce we define a list of categories and definitional guides for each, we would then want to
find a group of "location finders” who would recognize or know about "Best Practice.” It
may also require a2 meeting of people to brainstorm places, sites, people as well. There
probably also should be a group of well-traveled Jewish educators who could suggest the
"location finders” 1o the CIJE,

4. the tists

Once we have the "location finders" for each category and the definitional gaides, we can
then put together the suggested lists of best practice for each category. This could come via
meetings (as mentioned above), through phone calls or simply through getting submissions
of lists from the location finders for each category.

Yet another approach that also car be implemented is a "bottom up” attack on this issue.
The CIJE can put out a cal! io the field for suggestions of best practice to be included in
the inventory. One model we ought to investigate is the National Diffusion Network, an
organization in general education which seeks to disseminate exampies of best practice
arcund the country through this bottom up approach, We would need to explore how the
Newvork deals with questions of quality control to see if it is applicable to our needs.

5. Evgluate the choices

Once we receive the proposed lists in each category, we are going to need to implement
some independent evaluation of the candidates for inclusion. As stated above quality
control is an important e.ement of the Best Practices project. [t will be important,
therefore, to have outside expearts at our service who couid go out into the field to look at
those sites that have been proposad as examples of Best Practices. Before we can pass on

these exemplars for use bv the Lead Communities, we must be adie to stand by what we
call "best.”

6. Write up the reasong

Here this project begins to overlap with other research concerns mentionsd in the report of
he Commission. The evaluation that has begun in the step above now must move on to
another stage. We have to go beyond mere lists for the inventory so that we can trv to
determine what it is that defines the 'goodness” of the good that has been identified.
Otherwise the general applicability of the inventory will never be realized. We will
certainly get some of this from the location finders. They will need to tell us the reasons
for their choices. The outside evaluators will also need to write up the projecis that they
visit. In this way we can begin to develop a rich source of information about the success

stories of Jewish education and how they might (or might not) be translated into other
situations,



-, Translate tg Action for the particular Lead Communities

What in each Best Practice case can be translated to the Lead Community and what
cannot? This is a complicated question and requires the job described in #6 above, at least
for those cases in which the Lead Community is planning to implement actior..

It then requires a careful monitoring of what is going on when the attempt to translate
particular Best Practices actnally is launched. This monitoring is the intersection of the
Bes: Practices project with the research and assessment that will be cenducted in each
Lead Community. How the two matters are divided-- Best Practices Research and Lead
Commurities Assessment-- is a matter that needs further clarification as the work
proceeds.

But ancther issue that forms the background to all of ihis work is an important additional
research project that probably should be underiaken by the Best Practices project (in
consultation with the researchers working on the Lead Communities). That is an
investigation of the current knowledge and state of the art opinion from general education
on the question of implementing ckange and innovation into settings. A second and
related issue is the question of research on implementing change into sites which are larger
than school settings since this seems to be applicable to the ambitious goals of the Lead
Communities project.

IV. Timetable

What of these seven steps can and should be done when? Probzbly the best way 1o attack
this problem is shrough successive "iterations,” beginning with a first cut at finding examples
of best practice through vsing the network of Jewish educators whom we know, then
putuing out a call for submissions to the inventory, and getring preliminary reports from the
"location finders.’” A second stage wou.d evaluate these tirst choices und begin the writing
up of reasons tiat can lead to action in the Lead Communities, During the process we
would, no doubt, receive otner suggestions for inclusion on the list and the final inventory
of Best Practices would get mare and more refined as the exploration continued. On
successive investigations we can refine the information, gather new examples of practice
and send out researchers to evaluate the correctness of the choices. The imporiant point is
that the Best Practices project can be launched without waiting for ¢losure on all the issues.
Thus we will be able to offer advice and guidance to the Lead Comumunities in a shorter
armount of time.

|



V. Lead Communities: Beyond Best Practices

In the view of A Time to Act the "Lead Communities would be encouraged to select
elements from the inventory” (p. 69) of Best Pracrices as they developed their educational
plan. It is with this goal in mind, that we wish to initiate the Best Practices project. Butitis
important to add a caveat as well: Innovation in Jewish education cannot be limited only to
unplementing those programs that currently work into a new setting called the Lead
Community. If Jewish education is to grow it must also be free to imagine new possibilities,
to reconceptualize as well as to replicate, One practical approach to this matter would be
an investigation of innovative ideas that have been written about, but have never been tried
out in Jewish education. A search of literature for such ideas should also be undertaxen
either under the rubric of the Best Practices Project or through any research project put
into operation by the CUE,

"Best Practices” should be only one dimension of Lead Communities. The crisis in Jewish
cducation calls for new thinking: Bold, creative, even daring 'new practices” must also play
a role in our thinking as the Lead Communities search for ways to affect Jewish continulity
through Jewisk ecucation. Under the banner of the Best Practices Project we should create
the Deparument of Innovative Thinking for Jewish education. This would be the arena in
which new ideas or adaptations of ideas from other contexts could be formulated and
eventually funded for Jewish education. This could be done through conferences,
comrussioned think pieces or through the investigation mentiored above of ideas that
have written about, but never tried nut. The Best Pracrices project gives us a chance, in
other words, to dream about possibilities as yet untried and to test out these dreams in the
living laboratories established by the Lead Communities.
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THE CHALLENGE OF SYSTEMIC REFORM:
LESSONS FROM THE NEW FUTURES INITIATIVE FOR THE CIIE

In 1688, the Arnniz E. Casey Fourdation committed about 330 million over a five-vear

1

period to (und commemnity-wide reforms in four mid-sized cities: Dayton, Ohio; Little Rock

Arkansas; Pinshurgh, Pennsylvania; and Savannah, Georgia.!

The reforms were aimed at
radwatly impreving the life-chances of at-risk youth, and at the ccre of the agenda were changes
in educational systems and in relations between schools and cther social service agencics. Despite
major investments, not only financial but in time, energy, and good will, from participants as well
as the Foundation, the New Futures Initiative has made liczle headway in improving education.
According to a three-year evaluation:
The programs, paliv.es. and structures implemented as par: of New Iulures have nut
begun to stimulate o fundimen:tal restructuting ot schools. For the most part,
interventions were supplemental, leaving most of the basic activities and practices of
schools unaltered. At best, these inienventions have vet to predace mare thun superticial
chunge (Wenlage, Smith, 4né Lipman, 1991, p. 51).
This b not a matter of failing to allow time a0 programs (o Lehe edect, nor {5 it the problem chat

weak outcome indicators prevented recognition of the benelts of innovative programs. Rather.

the programs themseives have been weakly conceived and poorly implemented.

Tacre are siriking similarities between the action plans of New Futures and the CITE's
lead communities project. Consideraticn of the strugales of New Futures therefore provides
impartant lessons {or the CIJE which may allow us to avoid the pitfalls that New Fulures has
envountered. In this paper, I will describe the design and implementation of New Futures, and
show it aimbarities to the CHTE's agendd. Next, I will summarize New Futures' successes and

frustrations. Finally, T will explore the implications of the New Futures experience for the CIJE.
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The Desien of New Futures

Just ay the CIJE was bora out of dirc concern for the faic of American Jewry, the New
Futures Initiative emerged in response to a sense of crisis in urban America. Like the CHE, New
FL.ures is concentrating major assistance in a few locations, and emphasizing community-wide (or
svstemic) reform, rather than isolated improvements. At the heart of New butures’ orzanizational
plan are community collaboratives: local boards created in cach of the New Futures cities which
are suppesed 10 build consensus around goals and policies, coordinate the efforts of diverse
wzeneics. and facilitate tmplementadion of innovative programs. ‘Inese coilaboratives begun with
detailed self-studies which served both as part of their applications (o become New Tutures cities,
and as the groundwork {or the agendas they developed subsequently. Each city develeped a
management information system (MIST that would gauge the welfare of youth and inform poiey
decislons. Like the CIUE, the Cusev Foundation listed certain arcus oi refonm that each city was
required to address, and cneouraged additional reforms that Jt partioular contexts.?

Another similarity berween New Futures and the CUE is the decivion to play an active
part in the development and implementaticn of reforns. Uihe the sidelne role played by most
grant-givers, Now Futures provided poilcy guidelines, advice, and technieal assistanee. New
Futures has a linison for each city who visits frequently. According to the cvaluaztars, “the
Foundution attempted to walk a precarious line between prescribing and sizaping New Fuatueres
affarts according to its own wision and encouraging local iniliative and inventiveness” (Wehlage,
snuth, and Lipman, 1991, p. 8.

The New Futurcs laittutive differed (rom the CIJE in that it began with clear ideas ahaut
whit outcomes had to be changed. These included inereased student attendance ard
achicverment, better youth employment prospects, and reductions in suspensians, course Luilures,

gride tetentions, and tecnage pregnancies. New Fulures recognized, however, that these were



long-term goals, and they did not expect Lo see much change in these outcomes during the Lirst
few years. The three-year evaluation focused instead on intermediate goais, asking five main
guustions (Wehlage, Smith, and Lipman, 1991, p. 17):

1. Have the interventions stimulatcd school-wide changes that fundamentally affect all
stuwdents' experiences, or have the interventions functioned more as "adc-ons™..7

2. Hove the interventions contributed to..mote supportive and positve social
relations...throughout the schoel!?

3. Have the interventions led to changes in curriculum, instruction, and assessment...that
generale higher levels of studenl engagement in acadomics, especially in prohler saiving

and higher order thinking activitics?

4. Have the interventions...give(n teachers and principals) more autonomy and
responsibility...while also making them more accountable...?

5. Have the interventions brought o the scheols additional material or human
resourees..”?

Although Wehlage «nd his cclicagues vbserved some successes, notably the eswablishment
of management information ssstems, and excizing but isolated intoviations .o a few schoels, by and
large the intermediate goals were not met inten entions were supplemental rather than
[undamental; sacial refations remuined adversarial; there was virtually no change in curriculum
and instruction; and autonomy, responsitilily, and community resources evidenced but slipht
increuses.

New Futures” Limied Success

New T'utures’ greatest achievement thus far may be the "improved capacity to gather data
on youths” (Education Week, 972391, p. 12). Prior 10 New Fulures, the citics had little precise
infurmation on how the scheal systems were functinning. Basic data, such as dropout and
achievement rates, were not calculated reliably. Establishing clear procedures for gathering
informavon means that the citics will be able to idcatify key areas of need and kecp track af

pregresy. For example. the data pownted o sharp discrepancics between black and wiite



suspension rates, and this has mude suspension policies an important issue, The ouicome
indicators showed little change over the {irst three years, but they were not expecied to. New
Futures participants anticipated that data-gathering will pay off in the future,

The intermediate outcomes, which were expectad to show improvement from 1988 to
1991, have been the source of frustration. None of the five areas examined by Wehlage's team
shawed major {mprovement. Far example, the most extensive structural change was the
rearrangement of some Litte Rock and Dayton middle schools into clusters of tcachers and
students, ‘This plan was adopted 1o perscnalize the schooling experience _or students, and to offer
opportunitics for collabaration among tcachers, Yet no new curricula or instructional approaches
resulled [rom this restructuring, and it has nol led to mare suppertive teacher-student relations.
Observers reported:

(At cluster meetings leachers address either sdminisrative deails or individual students,

When siudents are Jdiscussd, leachers tend to [ocus on personat problems and attempt to

find idiosyncratic salvtions to individual needs. They commoniy peresive students”

problems to be the resuit of persona character delects or the products of dysfunclional
homes. “Problems” are usually seen as “inside” the student and his. her tamily;
prescriptions or plans are designed to "fix” the student. Clusters have not been used as
opportlutitivs [ur collaboration and reflection in developing broad cducational strategies
that could potentially address institutional sources of student {ailure (Wehlage, Smith, and

Lipman, 1941, p. 22).

The lailure 1o take advantage of possibitities olfcred hy clustering is symptomatic of what
the Wehlage team saw as Lthe fundamental reason for lack of progress: the absence of change in
the vullure of educational institutions in the New Futures cities. Educators continuc o see lhic
sources of Failure as within the stedents; their ideas about improvement stiil refer to students’
buckling down and doing the work. The aotion that schools might change their pructices o meet
the needs of a changed student population has yet to permeate the school culture,

Anotner example ol unchanged culture was mantfested in strategies for dealing with the

suspension problem. As Now Futures began, 1l was not uncommon for a third of Lhe student
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body in a junior high school to receive suspensions during a given school year. Tn some cases,
suspended students could not make up wark 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-school suspensions remained common, and in-school suspensions
were served in @ harsh and punitive atmosphere that contradicted the goal of impraving the
schools’ Jearming environments,

The newspaper account of New Futures’ pragress focused on a different source of
[rustration: the complexity ot coordinating efforts among diverse social agencies, schools, and the
Foundation. This task turned out to be much more difficult than anticipated. The arlicle quotes
James Van Vleck, chair of the collaborative in Davton: "As we've sobered up and faced the issuas,
we have found that getling collaboration between those pluyers is 8 much more complicated and
dilficult game than we expected” (p. 12). Part of the difficully lay tn not spending enough time
and energy building coaiitions and consensus at the cumet. Otis Johnson, who leads the Savannah
collaborative, is quoted as saying: "If we had uscd at least the first six months to plan and o do &
lot of bridge-building and coordination that we had to struggle with through the tirst vear, I think
it would have heen much smoather” (p. 13).

The push to get started led to ap appearance ol a lop-down project, though that was not
the intention. Teachers, principals, and sociat workers--those who have contact with the youth.-
were not heavily involved in generating programs. Both the news account and the evaluation
report describe little progress in encouraging teachers and principals to develop new programs,
and school stalfl appeared suspicious about whether their supposed empowerment was as rcal as it
was made out 10 be (see Wehlage, Smith, and Lipman, 1991, p. 31).

inherent tensions in an cutside intervention contributed o these difficulties. The use of

policy cvaluation has made some participants feel "whip-sawed around” (Education Week, 925,91,
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p. 15}, A Dayton principal explained, "We werc always respording to..either the collaborative cr
the foundation. It was very [rustrating for teachers who were not understanding why the changes
were oeeurring” (Education Week, 972591, p. 15). Another tension emerged in the use of
technical assistance: Whiie some participants cbjected to iop-down reforms, vthers compiained
that staff deselopment elferts have heen brief and limited, rather than sustained.

According 10 the evaluation team, the New Futures proiects in the four cities have
suffered from the lack of an overall vision ol what needs to be changed. How. exactly, should
students” and teachers” daily hves he ditferent? There scem ty be no answers to this guestion.

Implicarions: How Can the CIJE Avoid Similar Frustration?

The New Futures experience ollers lour critical lessors far the CIJE: (1) the need for a
vision about the content of educationul und community reforms; (2) the need o modify the
cultare of schools and other institutiony along with their structures, (3) the importance of
balancing enthusiasm and memenium with coalition-building and cardful thinking about programs;
anct (4) the need for awareness of inherent tensions in an interveniuon stimulated in part by
externul sources.

The importance of content. Althcugh New Futures prowvided generdl guidelines, no

pardcular programs were specilled. This plan may wel huve been appropriaic in light of concerns
ahout top-down reform. Yet the community collabaratives also failed to enact visions of
educaticnal restructuring, and inost new programs were minor “add-ons” to existing structures.
Wehlage and his colleagues cancluded that reforms would remain isolated and ineflective witaout
@ clear vision of overall educational reform. Such a vision must be infurmed by current
knowledge aboul education, yet at the sume time emerge rom pacticipation of “street-level”

educatcrs--those who deal dirceily with yeuth,



This finding places the CIIE's "best practices” project at the center of its operation.
Through a deliberate and wide-ranging elanning process, each lead community must develop
broad vision ol its desired educational programs and oulcomes. Specific programs can then be
developed in collaboration with the CIJE, drawing on knowledge gencrated by the best practices
project, In addition w information about "what works," the desi practices project can provide
acvess to technical support outside the community and the CIJE. This support mest be susiained
rather than limited to bricl interventions, ard it must be desired by local educatars rather thar
foisted from abuve, In stort, each lead community must te able to answer the question, "how
should students’ and educatorns' daily Jives be difterent?”; and the best practices prajest must
provide access to knowledge thao will help gencrate the answers,

Chapging culture as well as structure, Jewish educators are no less likely than stafl in

secalar schools to find sources of (enure outside their institutions. Indecd, the diminished
{thoagh not eradicated) threar of ant-semitism, the rise in mixed-marricge families, disilusion
with Isracl, and the general reducticn of spirituality in Amercan public and private lile,? all way

i

lower the interests of youth in their Jewishacss znd raise the ¢hances of failure for Jewish
cducation. Thus, Jewish educatars would be guite correct 1o claim that if North American vouth
fail 2 remain Jewish, it is largelv Jue Lo citcumsidnces beyoncd the cducators' control, Bul this is
bosides the point. At issue is not external impediments, but flow educational and sociul agencics
can respond to changing exicrnal circumstances. In New Fulures cities, educators have mainly
attempied o get students ta it existing institutions. If CIJE communities Jo the same, their
Lacliboud ol fuilure is cquully great. Instead, lead communities must consider changes in therr
vrganizational structures and undearlving assumptions to meet the needs of a chanping Jewish

world,



How do CIJE plans address this concern? The intention to mobilize support For
educution, raising awareness of its centrality in all sectors of the communiry, is an important first
step, particularly since it is expected to result in new lay leadership for education and community
callaboration. New Fulures’ experience shows that this tactic is necessary but not sufficient. In
New Futures cities, community collaboratives gahvanized support and provided the moral authority
under which ¢hange could take piace. Yel little fundamental change occurred. Educators have
not ¢xperimented much with new curricula, instructional methods, responsibilities or roles,
bocuuse their basic beliets about teaching and learning have not changed.

It is possible that the CITE's strategy of building a prolession of Jewish education address
this problem. Perhaps unlike the secular educational world, where methods are well-entrenched,
prolessionalization in Jewish education will carry with it an openness to alternatives, encouraging
tcachers to ereate and use new knowledge about clfective programs. Profussionulization may
bring out the capacily to cxperiment with "best practices” and a willingnzss to adopt them wien
they appcar {o work.

Balance enthusiasm with cyrelul planning. Those involved in New Futures belicve they

should have spent more time huilding coalitions and establisking strategies before introducing new
programs. Douglas W. Nelsen, executive circelor of the Casey Foundation, regrets that more
time was not tuken for planning. He observed: "We made it more dilficult, in the interest of
using the urgency of the moment and the excitement of commitment, 1o include and get
ownership ut more levels” (Education Week, 9/25/91, p. 13), Again, it is nor just the structuce
thal requires chaonge--this can be mandated [rom above--but the unspoken assumptions and beliefs
that guide everyday behavior which require redefinition. Institutional culture cannot he changed

hy fiat, but anly through a slow process of mutual consultalion and increasing commitment.









Date: Sat, 9 Nov 1991 00:43 CDT

From: <GAMORANBWISCSSC>
Subject: update
To: MANDEL@HUJIVMS

Original To: ANNETTE

I wanted to give you an update on a couple of items. First,
I had several phone conversations with Daniel Pekarsky and
Daniel Blain in Cleveland. Pekarsky is now proposing self-
evaluations there, at least as the first step, rather than an
cutside evaluator.

This idea grew out of the great difficulty he found in
reaching agreement among the various participants in
Cleveland on what would be evaluated and how the evaluation
would occur. An outside evaluator might be brought in at a
later stage. I advised both Pekarsky and Blain on this plan.
First, I thought it sounded like an intelligent plan given
the frustration of current efforts--it seemed as if it would
have taken a year or so just to agree on an evaluation plan,
let alone do any evaluating, as things were progressing.
Second, I suggested they present the plan as a "reflective
practitioner' approach to evaluation, as a way of framing the
plan and explaining how it would work and why it would be
useful. Third, I raised two concerns about this approach:

{1) For the self evaluation to be meaningtful, the stakes
cannot be overly high. Dan Pekarsky convinced me that those
running programs are thoughtful, intellegent, and insightful,
but no one would do an honestly critical self-evaluation if
his/her job were on the line.

Thus, the self-evaluations can be used only for improving
programs that have been 1lmplemented, not for making decisions
about the survival of programs, agencies, or positions.

{2) The reason most educators cannot be reflective
practiticners, I suggested, is that they are too busy running
the programs to have time to reflect critically or evaluate.
For the reflective practitioner approach to succeed, plans
for making time available must be made explicit in job
responsibilities, schedules, and budgets. Whoever is
responsible for writing the self-evaluation

{e.g., the program head)} must have some of his/her time freed
by passing off some of his/her other duties to other pecple,
or a new perscen must be retained to compile the information
necessary for the internal evaluation. Either way, it cannot
be seen as costless.

So I'm not going to Cleveland for the time being. But I have
learned from this experience how essential it is for the
CIJE's evaluation plan to be in place BEFORE the lead
communities are selected. In that way, I am hopling the

disagreements occurring in Cleveland can be avoided or set
aside.



The second item is that I had a fruitful conversation with
Jack Ukeles and Shulamith about the intersection of the
planning and execution of programs in the lead communities on
the one hand, and the meonitoring, evaluation, and feedback
project on the other. Jack will be incorporating the results
of our talk into his writing on the lead community process.
Essentially, Jack felt a need for more information, and more
frequent feedback, within the lead communities, than would be
forthcoming in my plan. We discussed different means for
providing information, either as part of or separate from the
MEF project. One interesting possibility is that the local
lead~community manager would prepare a uarterly repert, with
the informal brief written by the field researcher as part of
his/her data. Jack is working on this idea or variations.
His concerns clarified for me the likely tension in the
field researcher's role, as an insider and an outsider.

These roles may be differentiated tempcrally, with the

field researcher's guarterly reports serving the insider
role, and the annual reports more like outside {(but still
formative) evaluation.

We also discussed the need for standardized data across the
field sites--whether it be test scores, participation rates,
interview protocols, and so on. That is an important point,
and I must not let it fall through the cracks. I think there
are mechanisms for ensuring some standarized data collection,
such as the initial training, regular contact, and frequent
meetings among the field researchers. But this polint needs
more emphasis than I've given it so Iar.

Finally, Jack asked who the field researchers work for: the
lead community or the CIJE? I indicated that the field
researchers do not work for the lead community. Whether they
work for the CIJE or the Mandel Institute I was nct sure.
What is the current thinking on this?

Hope all is well,
Adam
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Monitoring, Evaluation, and Feedback in Lead
Communities:

A Three-Year Qutline

In late 1990, the Commission on Jewish Education in North America issued A
Time to Act, a report calling for radical improvement in all aspects of Jewish
education. At the center of the report’s strategic plan was the establishment of
“lead communities,” demonstration sites that would show North American Jews
what was possible;

Three to five model communities will be established to demonstrate what can
happen when there is an infusion of outstanding personnel into the educational
system, when the importance of Jewish education is recognized by the com-
munity and its leadership, and when the necessaty funds are secured to meet
additional costs (p. 67).

One year later the successor to the Commission, -he Council for Initiatives in
Jewish Education (CIJE), is mobilizing to establish lead communities and to
carry out the strategic plan.

How will we know whether the lead communities have succeeded in creating
better structures and processes for Jewish education? On what basis will the
CIJE encourage other cities to emulate the programs developed in lead com-
munities? Like any innovation, the lead communities project requires a
monitering, evaluation, and feedback component to document its efforts and
gauge 1ts success.

This proposal describes a plan for monitoring, evaluation, and feedback in lead
communities. It emphasizes two aspects of educational change in lead com-
munities:

(1) What is the process of change in lead communities?

This question calls for field research in the lead communities. It requires
a combination of qualitative and quantitative data, and offers formative
as well as summative evaluation — that is, feedback as well as moniror-
ing — for the lead communities.

() What are the outcomes of change in lead communities?



This question is especially challenging because the desired outcomes
have yet to be defined. Hence, addressing the question requires, first,
enumeration of possible outcomes, second, development of indicators
for measuring selected outcomes, and third, research on the connection
between programs in lead communities and the measured outcomes.

Field Research in Lead Communities

Studying the process of change in lead communities should be a major com-
ponent of the CIJE strategy. Documenting the process is especially important
because the effects of innovation may not be manifested for several years. For
example, suppose Communrity X manages to quadruple its number of full-time,
professionally-trained Jewish educators. How long will it take for this change to
affect cognitive and affective ocutcomes for students? Since the results cannot
be detected immediately, it is important to obtain a qualitative sense of the
extent to which the professional educators are being used effectively. Studying
the process is also important in the case of unsuccessful innovation. Suppose
despite the best-laid plans. Community X is unablz to increase its professional
teaching force. Learning from this experience would require knowledge of the
points at which the innovatinn broke down.

Field Researchers.

At least one half-time field researcher would be hired for each community.
Although budgetary and personnel constraints arc likelv to limit the number of
researchers the CIJE is able to hire, we should be aware that the depth of
monitoring, evaluation, and feedback will be related to the number of re-
searchers supported by the CLJE. I estimate that one half-time researcher would
be able to provide the level of detail described in this memo if the size of the
Jewish community is approximately 50,000 or smaller.

Field researchers would have the following responsibilities:

1. Supplement community self-studies with additional quantitative data, as
determined following a review of the seif-studies in all of the lead
communities.

2. Use these data, along with interviews and observations in the field, to

gain an understanding of the state of Jewish education in the community
at the outset of the lead community process.



L

Attend meetings and interview participants in order to monitor the
progress of efforts to improve the educational delivery system, broadly
conceived.

Prepare informai quarterly briefs which will serve asa source of feedback
for participants in the Jead communities.

Write a nine-month report (May 1993) describing and interpreting the
process and products of change to date. An important contribution of
the report would be to discuss the operative goals of programsin the lead
community. The report would also assess progress toward the
Commission’s goals, and would speak frankly about barriers to im-
plementing the plans of the local commission. In this way, the report
would serve as formative evaluation for the community and the CIJE.

Replicate the initial data collection a vear later, and continue monitoring
progress toward the commission plan.

Issue a 21-month report (May 1994), which would describe educational
changes that occurred during the tirst two years, and present an assess-
ment of the extent to which goals have been achieved. Two types of
assessment would be included: (a) Qualitative assessment of program
implementation. (b} Tabulation of changes in rates of participation in
Jewish education, which may be associated with new programs.

It may be possible to compare changes inrates of participation to changes
that do or do not occur in otber North American Jewish communities.
For example. suppose the lead communities show increases in rates of
Hebrew school attendance after Bar Mitzvah. Did thesc rates change in
other communities during the same period? It not, one may have greater
confidence in the impact of the efforts of the lead communities. (Even
so, 1t is important to remember that the impact of the programs in lead
communities cannot be disentangled from the overall impact of lead
communities by this method. Thus, we must be cautious in our
generalizations about the effects of the programs.)

The 21-month reports would serve as both formative and summative
evaluation for the local commissions and the CIJE. In other words, they
would not only encourage improvement in ongoing programs, but would
also inform decisions about whether programs should be maintained or
discontinued.

Field researchers would also serve as advisers to reflective practitioners
in their communities {see below).



Schedule.

During fall 1991, a job description and list of qualifications would be prepared.
The researchers would be hired and undergo training during spring and summer
1992. During this period, further details of the monitoring and feedback system

would be worked out. The fieldwork itself would begin in late summer or early
fall 1992.

Chief field researcher.

One of the field researchers would serve as chief field researcher. The chief field
researcher would work full-time. In addition to studying his or her community,
the chief field researcher would be responsible for training the others and
coordinating their studies. S/he would also participate in developing a more
detailed monitoring and feedback system.

Director of monitoning, evaluation, and feedhack.

The chief field researcher would be guided by a director of monitoring, evalua-
tion, and feedback. The director would be responsible far providing leadership.
establishing an overull vision for the project. Further responsibilities would
include making final decisions in the selection of field reseurchers; participating
inthe training of field researchers and in the development of a detailed monitor-
ing and feedback system: overseeing the formal and informal reports from field
researchers; and guiding plans for administration of surveys and tests in the lead
communities.

Reflective practitioners.

In each lead community, two or more reflective practitioners would be commis-
sioned to reflect on and write about their own educational efforts. The reflective
practitioners, who could be selected by their local councils, would be teachers
or administrators involved in CIJE programs with reputations for excellent
practice, or who are attempting to change their practices substantially. The local
field researchers would supervise and advise the reflective practitioners.

Collection of achievement and attitudinal data.

Although specific goals for education in lead communities have yet to be
defined, it is essential to make the best possible effort to collect rudimentary
quantitative data to use as a baseline upon which to build. Details of this data



collection, and a plan for longitudinal follow-ups, cannot yet be specified. As an
example, we might administer a Hebrew test to seventh graders in all educa-
tional institutions in the community. Seventh grade would be chosen because it
is the grade that probably captures the widest participation of students who study
Hebrew. The test would need to be highly inclusive, covering, for exampie,
biblical, prayerbook, and conversational Hebrew. It may not be restricted to
multiple-choice answers, in order to allow respondents to demonstrate capacity
touse Hebrew as alanguage. The test would be accompanied by alimited survey
questionnaire of perhaps twelve items, which would gauge students’ attitudes
and participation levels. This data collection effort would be led by a survey
researcher, with assistance from the field researchers, from community mem-
bers who would be hired to help administer the survey, and from specialists who
would score the tests.

Development of Qutcomes

It is widely recognized that the question ot the outcomes of Jewish education,
which was not addressed in the Commission report, cannot be avoided by the
CIJE. This is not only a practical necessity, but a requirement of the research
project: to evaluate the success of programs in the lead communities, one must
know the eriteria by which thev are to be evaluated. Hence, the research project
will take up the issues of (a) what are the aims of Jewish education; and (b) how
can those aims, once defined, be measured?

Proposed tasks for this component of the project for the first two years are:

1. Commission a thought paper by an experienced professional on the
outcomes of Jewish cducation. Guidelines for the paper would include:

(a)  The focus would be concrete rather than vague. This might be
accomplished by posing the question as, “If you were to evaluate
the outcomes of Jewish education, what would you look at?”

(b)  Outcomes should be addressed in the areas of cognition, at-
titudes, values/beliefs, practices, and participation.

2. Distribute the paper for comments to national/continental organizations
for feedback.
3. Engage the original writer to expand the paper in light of feedback

received from the major organizations. The revision should include an
analysis of points of agreement and disagreement among the organiza-
tions,
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2. Distribute the paper for comments to hational/continental
organizations for feadback.

3. Engage the original writer to expand the paper in light of
feedback received from the major organizations. Tha revision
should include an analysis of polints of agreement and
disagreement among the organizationsa. \Mglh'm{%x
A
4., Present the revised paper to the research advisory group, % &E}
pozing the following questions: (a) What do you make of thiz =sat [
of outcomes? (b) How might they be measured?

The research advisory group would have two additional sources of
information to conalder: the operative goals of programs in lead
communities, as describad by fisld rasearchers in thelr 9-month
raporte; and conceptiona of the educated Jew devalopad by tha
Mandel Institute.

5. Commission appropriate experts to begin selecting or creating K//
cutcoma indicators.

BTIMULATION OF EELP~CONTAINED RESEARCH PROJECTS

At any time during the process, the CIJE may requires urgent
attention to specific 1saues of educational effectiveness. (An
exampla wmight be the relative effectiveness of supplementary
school and summer camp attendance for Jewish identification.)
After developing an internal consensus, CIJE would either (1)
issue a request for propeosals on that tepie, or (2) recruit and
commisgion individual to carry out the research project.

TIMELINE
FIELDWORK QUTCOME DEVELOPMENT
Fall 1591 create job description commigsion paper
Spring 1992 oversea hirlng, trailning
July 1992 approva first papar
e Fall-Spring, fieldwork underway responges to paper
Ve | 1992~93 from national orgs.
nzy_}ESJ 9-month reports revise paper
August 1993 nmeat with research
advisory committee
i Fall-Spring, fieldwork continuas davelop outcome 1993-%4
1993-94 indicators
j,ﬁa . May 1994 2l-month reporte
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July 26, 1991

To: Seymour Fox, Annette Hochstein

From: Adam Gamoran

CC: Shulamith Elster

Re: my participation in the CIJE research project

This memao is to clarify my proposed involvement in the CIJE research project, as developed
during our mcetings prior to the Jerusalem workshop. 1 am happy to listen to any clarilications or
modifications you may wish to oflecr.

The job would be that of a consullant (o Ihe CHE, and would report to the CUE director. 1Uis
important that the position he one of a colleague rather than a subordinate of the Chict
Education Oflicer, lo encourage constructive criticism of the educational programs supported hy
the CIJE in the lead communities.

In this position, I would be responsible [or ensuring (a) the quality of fieldwork in lcad
communities; and (b) progress in the development of indicators of the outcomes of Jewish
education. My time commitment would be limited to twelve hours per month during the time
periods speciflicd. My tasks would be as foliows:

FIRST PRELIMINARY PHASE: OCT. - DEC. 1991

A Field research
1. Prepare a job description for the held researchers and the chiel licld rescarcher. The
description would include such items as rationale, ficldwork tasks, reporting requirements,
standards, and cxpectations.

2. Circulate the joh description for feedbaek from (a) those involved with the CHE,
especially those who partticipated in the July 1991 CIJE workshop; and (h) colleagues with
expertise in the ficlds of cvalualion and qualitative rescarch, such as Gary Wehlage, Mary
Mectz and Karen Seashore Louis.

3. Revise the job description and present it to the director of CUE.

B. Qutcome development
1. Work with Shulamith to prepare a brief description of what the outcome paper might
entail. If possible, advise Shulamith on whom to hire for the paper.

SECOND PRELIMINARY PHASE: JAN, - JULY 1992

A Field research
1. The CIIE director and chief education officer will hire the ficld researchers. [ would
participate in the final interview stage ol sclection.




2. Work with Shulamith and the chicf field researcher to establish a monitoring and
[cedback system: Specily main areas of focus, procedures, forms, etc., as much as is
possible in advance.

2. Participate in an initiatory meeting with all the field researchers. The main purpose of
the mecting would be [or the chicf field researcher to train the other field workers, bascd
on the monitoring ptans we have worked out.

3. Remain in regular contact with the chicf field researcher and provide assistance as
nceded.

B. Outcome development
1. Provide continuous feedback to the paper author. Approve final version of the initial
draft of the paper, July 1992.

YEAR 1 OF LEAD COMMUNITIES: SEP. 1992 - JUNE 1993

A. Ficld rescarch
1. This period of the fieldwork project is problematic for me because 1 will be out of the
country. Although I can provide feedback on written discussions of fieldwork findings, I
will not be available to participate in quarterly meetings of the ficldwork team,
Responsibility for supervision will rest with the chicf field researcher. I will review the
ninc-month reports of the ficld researchers which are due during this period.

B. Qutcome development
1. Advisc the author of the thought paper on revisions in responsc to reaction from
diverse representatives of the American Jewish community. Approve final version ol the
expanded dralt of the paper.
2. Prepare agenda, attend, and lead a meeting of the rescarch advisory committee to
discuss (a) their views of the outcomes described in the paper and (b) their suggestions for
approaches to measuring these outcomes.

YEAR 2 OF LEAD COMMUNITIES: SEP. 1993 - JUNE 1994

A. Ficld research
1. Establish more frequent contacts with the chief field researcher, and participate n
quarterly meetings with the ficldwork team. Provide feedback on preliminary papers
leading up to the 21-month reports from the lead communitics.

B. Outcome development
1. Establish a mechanism for developing instruments for measuring outcomes of Jewish
education, according to {a) the outcomes paper completed in year 1; (b) reports of
operative outcomes uncovered in the lead communities; (c) conceptions of the cducated
Jew developed at the Mandet Tnstitute; and (d) suggestions from the rescarch advisory
committce in response to these sources of information.

YEAR 3 OF LEAD COMMUNITIES: SEP. 1994 - JUNE 1995

If alt goes as planned in the preceding three years, we may be ready at this time to begin a
quantitative study of the outcomes of education in the lead communities and elscwhere. Taking
the outcome indicators we will have developed, we may be able to assess standards in the lead
communities and compare them to standards elsewhere. This cannot be viewed conclusively as a
causal analysis, but it will be an attempt to validate the conclusions of the fieid work, which wili
presumably continue through this year.




Muonitoring, Evaluation. and Fecedback: A Three-Year Qutline
Adam Gamoran

University of Wisconsin, Madison

Julv, 1991

This memo proposes a plan for the monitoring, evaluation, and feedback componcent of
the CIJE. The plan contains three elements: ficld research in lead communities; development of
outcomes and tools for measuring cutcomes; and stimulation of sclf-contained research projects,
Tusks are described for the first three yvears, beginning tali 1991, Explanations of rationales are
drawn in part from my carlicr memo.

FIELD RESEARCH IN LEAD COMMUNITIES

Studying the process of change in lead communities should be a major component of the
CUE strategy. Documenting the process is especially important beeause the effecs of tnnovaiion
may not be manifested for several vears. For example. suppose Community X manages to
quadruple its pumber of full-time, professionally-trained Jewish educators. How long will it take
lor this change to atfect cognitive and alfective outcomes tor students? Since the resulls cannot
be detected immediately, it is important to obtain a qualitative sense of the extent to which the
professional educators are being used etfectively. Sludying the process is also important in the
casce ol unsuccessful innovation. Suppose despite the best-laid plans, Community X is unable to
increase its professional teaching force. Learning from this experience would require knowledpe
of the points at which the innovation broke down.

Field researchers. At least one half-time [icld rescarcher would be hired for cach
community. Although budgetary and personnel constraints are likely to constrain the number of
rescarchers the CIJE is able to hire, we should be aware that the depth ot monitoring, evaluation,
and feedback will be related o the number of rescarchers supparted by the CIIE. 1 estimate that
one half-time rescarcher would be able to provide the level of detail described in this memo if Lthe
size of the Jewish community is approximately S0.XK) or smaller.

Ficld rescarchers would have the tollowing responsibiaties:
1. Supplement community self-studies with additional quantitative Jata, as determined
following a review of the sell-studies in aill of the fead communitics.

2. Use these data, along with interviews and observations in the ticld, 1o gain an
understanding of the state of Jewish education in the community at the outset of the leud
COmMMmunity process.

3. Attend meectings and interview participants in order to monitor the progress of efforts
to improve the educational delivery system, broadly concerved.

4. Write a nine-month report describing items 1-3 (May 1993). An important contribution
of the report would be to discuss the operative goals of programs in the icad community.
The report would also assess progress toward the commission’s goals, and would speak
frankly about barriers to implementing the plans of the local commission. In this way, the
report would serve as formative evaluation for the community and the CUE.



5. Replicate the initial data collection a year later, and continue monitoring progress
toward the commission plan.

6. Issue a 21-month report (May 1994), which would describe educational changes that
occurred during the first two years, and present an assessment of the extent to which goals
have been achicved. Two types of assessment would be included: (a) Qualitative
assessment of program implementation. (b) Tabulation of changes in rates ot participation
in Jewish education, which may be associated with new programs.

It may be possible to compare changes in rates of participation 1o changes that do or do
not occur in other North American Jewish communitics. For example. suppose the lead
communities show increases in rates of Hebrew school attendance after Bar Mitzvah. Did
these rates change in other communities during the same period? If not, one may have
greater confidence in the impact of the clforts of the lead communitics. (Even so, it is
important to remember that the impact of the progeams in lead communities cannot be
disentangled (rom the cvorall impact of lead communitics by this method. Thus. we must
be cautious in our generalizations about the effects of the programs.)

The 21-month reporis would serve as both [ormative and summative cvaluation for the
local commissions and the CIJE. In other words, they would not only encourage
improvement in ongoing programs, but would also inform decisions about whether
programs should be maintained or discontinued.

7. Field rescarchers would also serve as advisers to reflective practitioners in their
communitics {sce below).

Schedule. During fall 1991, a job description and list of qualifications would be preparcd.
The researchers wouidd be hired and undergo training during spring and summer 1992, During
this period, further details of the monitoring and feedback system would be worked out. The
ficldwork itsell would begin in fate summer or early fall 1992

Chicf ficld researcher. One of the field researchers would serve as chief field rescarcher.
The chief filed researcher wouid work tuli-ime. In addition to studying his or her community, the
chief [eld researcher would be responsible for training the others and coordinating their studics.

Refllective practitioners. In each lead community, two or more reflective practitioners
would be commissioned to reflect on and write about their own educational efforns. The
reflective practitioners, who could be selected by their iocal councils, would be teachers ar
administrators involved in CIJE programs with reputations for excellent practice, or who are
attempting to change their practices substantially. The locai field researchers would supervise and
advise the reflective practitioners.

Collection ot achievement and attitudinal data. Some of the purticipants at the July, 1991
Jerusalem workshop advocated administering such achievement tests and attitudinal
questionnaires as are currently available. This effort would require another rescarcher dedicated
to the task. Much work remains to be done in locating and sciccting among available tests and
SUrvey items.

DEVELOPMENT QF OUTCOMES
It is widely recognized that the question of the outcomes of Jewish education, which was




not addressed in the Commission report, cannot be avoided by the CLJE. This is not only a
practical necessity, but a requirement of the research project: to evaluate the success of programs
in the lead communities, one must know the criteria by which they are to be evaluated. Hence,
the research project wall take up the issues of (a) what are the aims of Jewish education: and (b)
how can those aims. once defined, be measured?

Proposed tasks for this component of the project for the {irst two years are:

1. Commission a thought paper by an experienced professional on the outcomes of Jewish
education. Guidelines for the paper would include:
(a) The focus would be concrete rather than vague. This might be accomplished
by posing the question as, "If you were to cvaiuate the outcomes of Jewish
education, what would you look at?”
(b} Outcomes should be addressed in the arcas of cognition, attitudes,
values,beliefs, practices, and participation.

2. Distribute the paper for comments to nationalcont.nental organizations for feedback.

3. Engage the original writer to expand the paper in light of feedback received from the
major organizations. The revision should include an analysis of points of agreement and
disagreement among the organizations.

4. Present the revised paper to the research advisory group, posing the foilowing
questions:

(a) What do you make of this set of outcomes?

(b) How might they be measured?

The rescarch advisory group would have two additional sources of information to consider:
the operative goals of programs in icad communitics, as descrnibed by field rescarchers in
their 9-month reports; and conceptions of the educated Jew developed by the Mandel
Institute.

5. Commission appropriate experts o begin selecting or creating outcome indicators.

STIMULATION OF SELF-CONTAINED RESEARCH PROJECTS

At any time during the process, the CLE may require urgent atiention to specific issues of
cducational effectiveness. (An exampic might be the relative eifectiveness of suppiementary
school and summer camp attendance for Jewish identification.) After developing an internal
consensus, CLTE would either (1) issue a request for proposals on that topic, or (2) recruit and
commission individual to carry out the research project.




Fall 1991
Spring 1992
July 1992

Fall-Spring,
1992-93

May 1993

August 1993

Fall-Spring,
1993-94

May 1954

PROPOSED TIMELINE

FIELDWORK

create job description

oversee hiring, training

fieidwork underway

9-month reports

fieldwork continues

21-month reports

OUTCOME DEVELOPMENT

commission paper

approve first paper

"espanses Lo paper
rom national orgs.

revise paper

meet with research
advisory committee

develop outcome
indicators
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Dr. Seymour Fox and Df. Annette Hochstein
Hebrew University of Jerusalem May 6, 1991

Dear Dri Fox and Hochstein,

Following our phone conversation, I am writing to share my thoughls about the possibility
of research and cvaluation in Jead communitics and other arcas of Jewish education in North
America. Since our talk, I've had a long conversation with Jim Coleman, and I've done sotne
thinking both about the projeet generally and about my own potential patticipation. My feelings
are still mixed as 10 what role is appropriate for me, and this letter is in part an oppottunity for
me (o cxplore the relevant concerns. I have a number of comments and questions, mainly in
three cutegories: substance of rescarch, tﬁz_slg_n of research, and my participation.

First, though, let me say that I find the whole enterprise impressive and exciting. The L
Report is jmpressive not only in scope and amhition, but in its specificity: no other major reforin
document that I can think of indicatcs clear-cut and short-term changes along with the long-term
and more abstract goals. Onc has only to compare A Time to Act with "Amcrica 2000" (Bush’s b,ak
recent education manifesto) to appreciate the specificity of the former. 1 am also especially
cncoursged by the emphasis on strengthening and expanding the base of research on Jewish
education.

Substantive Issucs
If T understand the plan in the Reporl, the primary issue for research must be the

evaluation of specilic programs taking place in the lead communitics, with the goal of J ’
disseminating knowledge sbout these programs to the wider Jewish education audience. As was

mentioned in our phone conversation, this evaluation process will not be one in which the ,

rescarchers are completely outside the reform process; rather there will be continuous feedback j

between the researchers and the cducators in the lead communiijes, Thus, the project would \/
involve both formative and summative cvaluation.

As I said on the phone, the ceniral problem for this investigation is the identification of
outcomes. Sclecting and/or_devcloping indicators would nced 10 be a primery fask in the early
years of the program. Such indicators would include those at the individual level (cognitive,
affective, and behavioral) and at the community level (possible indicators include rate of teacher
turnover, rate of educational participation, ratc of inlermarriage; etc.).

At the same time, the research should probably give equal weight to studying the process /
of change, espceially during the early ycars. In the lead communities, what organizational
mechanisms are used to foster change? What are the barriers to change, and how might they be
surmounted? To whal extent can we attribute successful innovations to the charisma and drive of
particular individuals, and to what extent can we identify organizational conditions that supported
successful change? These questions are critical if the lead communities arc 1o serve as models for
Jewish educational improvement throughout North America,






FROM: Ul MADI20ON WCER TO: 572 MRY 6y 1991 3i52°M  HBTE P.@3 \

3
communily. - The researchers would have doctoral training and fieldwork experience. Arc funds \/ .
available for such an cffort? /

More generally, would the research program nced to generate its own funds, or have the \/
funds alrcady been committed? *

The field rcscarchers would he responsible for (1) describing the basic structure and
operation of Jewish education in the community, broadly defined; (2) deseribing changes in thase
structures and processcs; (3) rclating these conditions to outcomes, in a qualitative scnse, drawing
on the subjective experiences and meanings of participants, as well as providing an external
analysis of the cultural context and the quality of Jewish education in the community. Although
much of their work would be done independently, these researchers would mect as a group at
regular intervals (perhaps quarterly?) to exchange {indings and critique one ancther’s reports

In addition to the ficld rescarchers, 1'd advocate "reflective praciitioners.” A [cw teachers \/
and/or administrators in each community could be explicitly funded to carry out research on their
own efforts, and those of their colleagues, with innovative educational programs.

As 1o the selection of communities, I have little to say, The only thing that oceurs to me
is that mid-sized Jewish communities would probably be best from the standpoint of organizing
the rescarch: Too small, and it may be difficuit to find qualificd [icld researchers; too large, and
the community may be 100 complex for us to cope with (i.c., New York, Chicago, Los Angcles).

Development of indicators. Because of diverse skills and knowlcdge required for this
aspect of the projccl, & tcam of researchers would be required, with skills in demography, social
psychology, psychometrics, survey rescarch, and Jewish content domains (Hebrew language, [ /
/

history, Bible, ete.). The team would have as its goals (1) to reach decisions on whal outcomes,
exactly, should be mcasurcd; and (2) the development of quantitative indicators of those
outcomes.

For the lcad communities, it would be preferable to gather baseline data from the very M
first ycar. This may be possibic for demographic and school-organizational varizhles, but it is not
likely feasible {or alfective and cognitive outcomes. I have little knowledge of survey and test
instruments that are elready availabic, bul even if there are some, I would not be optimistic that
they could be employed immediaicly, as one would prefer, However, the possihility should nol be
dismissed out of hand, for bascline data would be extremely valuable,

Subsequently, one should {hink about using the surveys and tests not only in the lead
communities, but elsewhere, for comparative purposcs. Asscssment of causaiity is the contral
design problem {or this part of the project, I am not sure thal causal generalizations will in fact
be possible, but I will think more on this. T would very much kike 1o hear your views on this
question,

My Role?
1 have three major concerns: (1) Do 1 have the right blend of experience to lead this

project? I would like you to know my academic background better, so I am scnding you via
regular airmail a copy of my c.v,, a couple of recenl articles, and the proposai for my research
project in Scotland. (3) Do T have the time, in the very ncar future, to give the project the
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leadership it would need to get of the ground? (2) Long-term, if I were to carry out this work,
would I be able to spend the time 1o make this a major effort of mine, while not rejecling the
promising agenda 1 have already carved out for mysclf?

] would not be one of the field researchers in the lead communities, First, T am not
trained as & qualitative researcher (though I am probably more sympathetic to it than most of my
quantitative collcagues), and secand, at this stage of my family lifc (my children are 6 ycars, 4
years, and 7 months old) I am not willing or able to do much out-of-town troveling. However, 1
would be able help with the recruitment, oricntation, conceptualization, and criticism of the
fietdwork efflorls.

I know cnough of organizational, community, and survey rcsearch to help with the
development and implemcntation of some of the indicators. Also, I frequently meke use in my
research of standardized and other sorts of tests, and of psychologics! scales. However, 1 have at
best rudimenlary theoretical knowledge of what is involved in creating such indicators.
Furthermore, I am no more than vaguely {amiliar with the tests and scales for Jewish educantion
that arc currently in use. My knowledge of Jewish content arens, although well above-average for
an American Jew, is not expert in any arca.

My short-term situation is as follows: During 1992-93, the year efter next, I will be
conducting research on curriculum change and inequality in Scoltish sccondary cducation, My
family end I will spend the academic year in Edinburgh. During that period, 1 would not be able
to devote much time to this project. For the coming year, 1991-92, 1 have bocn appointed
associate chair of my department, and expect to spend about hall my time on departmcental
administration. I will also be teuching half-time, not to mention several rescarch commitments
which must he satisfied before ] leave for Scotland. Conscquently, I just can't see how I could
make this a major cilort for the next two years; even a quarter-time involvement scems out of the
question for the next two years. I'm not rejecting goy involvement, but I am concerned about my
abilily to provide Icadership during this period.

I have more flexibility for the long-term. 1 will again be departmental associate chair in
1993-94, but my research commitments for that period are not yat fixed. After that year, 1 have
no present commitments,

I am eager to hear your views on what the research effort would consist of. Are my ideas
consistent with your vision? Or do you have something different in mind? I would zlso like to
hecar what sort of time commitment you had in mind when you called; 1 realized I never asked.
More generally, 1 look forward to your rcactions to the ideas put forward in this letler. 1 am
honored to be considered for leadership in this important effort.

Sincercly yours,

A ————

Adam Gamoran, Associate Prolessor of Sociology and Educational Policy Studics

P.S. Do you have an elcctronic mail address? My BITNET address is GAMORAN@WISCSSC.
As I mentioned on the phone, my fax number is (608) 263-6448,

cc: Professor James Coleman, Prolessor Daniel Pekarsky

k375

F.2x

VUV



C .. %lhﬁqxiié

CURRICULUM VITAE

NAME : Adam Gamoran DATE: May 1991

ADDRESS: 4730 Waukesha Street
Madison, W[ 53705

PRESENT RANK: Associate Professor

EDUCATION:
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1985 Outstanding Dissertation Award, Division G,
American Educational Research Association

1579 Phi Beta Kappa

DISSERTATION:

Title: "Teaching, Grouping, and Learning: A Study of the
Conseguences of Educational Stratification."

Advisory Robert Dreeben, Chairman

Committee: Charles E. Bidwell, James S. Coleman

ARTICLES PUBLISHED OR IN PRESS:

Gamoran, Adam. 1986. “Instructional and Institutional Effects of
Ability Grouping." Socioloav of Education, 59, 185-198.

Ureeben, Robert, and Adam Gamoran. 1986. "Race, Instruction, and
Learning.” American Sociclogical Review, 51, 660-669.

Gamoran, Adam, and Robert Dreeben. 1985. "Coupling and Control in
Educational Organizations." Administrative Science Quarterly, 31,
612-632. Reprinted in Jeanne H. Ballantine. Schools and Society: A
Unified Reader. 2nd edition. Palo Alto: Mayfield, 1989.

Gamoran, Adam. 1987. "The Stratification of High School Learning
Opportunities.” Sociology of Education, B0, 135-155.

Gamoran, Adam. 1987. "Organization, Instruction, and the Effects
of Ability Grouping: Comment on Slavin's “Best-Evidence Synthesis.®"
Review of Fducaticnal Researcn, 57, 341-345.

Gamoran, Adam, and Mark Berends. 1987. "The Effects of
Stratification in Secondary Schools: Synthesis of Survey and
Ethnographic Research." Review of Educational Research, 57,
415-435.

Gamoran, Adam. 1988. "Resource Allocation and the Effects of

Schooling: A Sociological Perspective.” Pp. 207-232 in D. H. Monk and J.
Underwood (Eds.), Microlevel School Finance: Issues and Implications for

Policy. Ninth Annual Yearbook of the American Educatiocnal Finance
Association. Cambridge, MA: Ballinger.

Gamoran, Adam. 1989. "Rank, Performance, and Mobility in
Elementary School Grouping." Sociological Quarterly, 30, 109-123.

Gamoran, Adam. 1989. "Measuring Curriculum Differentiation."
American Journal of Education, 97, 129-143.
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Gamoran. Adam, and Robert D. Mare. 1989. "Secondary School
Tracking and Educational Inequality: {ompensation, Reinforcement, or
Meutrality?" American Journal of Sociology, 94, 114n-1182.

Gamoran, Adam. 1990. “Instructional Organizational Practices that

Affect Equity." Pp. 1585-172 in H. P. Baptiste, Jr., J. E. Anderson, J.

Walker de Felix, and H. C. Waxman (Eds.). Leadership. Fquity. and Sc¢honl
fFfectiveness. Newbury Park, CA: Sage.

Gamoran, Adam. 1990. "Civil Religion in American Schools.”
Sociological Analysis, 51, 235-256.

Nystrand, Martin, and Adam Gamoran. 1991. "Student Engagement: When

Recitation Becomes Conversation." Pp. 257-276 in H. A. Walberg anue H. C.
Waxman (Eds.). Contemporary Research on Teaching. Berkeley, CA:
McCutchan.

Gamoran, Adam. 1991. "Schooling and Achievement: Additive Versus

Interactive Models." Pp. 37-51 in S. W. Raudenbush and J. D. Wilims
(Eds.), International Studies of Schooling from a Multilevel Perspective.
San Diego: Academic Press.

Nystrand, Martin, and Adam Gamoran. [n press. "Instructional Discourse.
Student Engagement, and Literature Achievement." PBesearch_in the
Teaching of English.

Dakes, Jeannie, Adam 3amoran, and Reba H. Fage., In press. “Curriculum
Differentiation: Opportunities, Outcomes, anc Meanings.” In P. W.
Jackson (Ed.), Hancbook of Research on Curriculum. MNew York: Macmilian.
Gamoran, Adam. In press. "Social Factors 1n Education.” In M. Alkin
(Ed.). Encyclopedia of Educational Recearch. 6th Edition. MNew York:
Macmillan.

Gamoran. Adam, and Martin Nystrand., In press. "Background and
Instructional Effects on Achievement in Eighth-Grade cnglish and Social
Studies.” Journal of Research on Adolescence.

ARTICLE FOR EDUCATIONAL PRACTITIONERS:

Gamoran, Adam. 1990. "How Tracking Affects Achievement: Research and
Recommendations.” MNational Center on Effective Secondary Schonls
Newsletter, 5, 2-9.

PAPERS PRESENTED AT PROFESSIONAL MEETINGS:

“Instructional. Institutional, and Social Effects of Abilifty Grouping."
Paper presented at the Annual Meeting of the Midwest Sociological
Society, Chicago: April 1984.
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"Egalitarian versus Elitist Use of Ability Grouping." Paper presented
at the Annual Meeting of the American Educatignal Resvearch Assnciation,
Mew Orleans: April 1984,

"The Institutionalization of Educational Stratification.” Paper
presented at the Annual Meeting of the American Sociological Associatian,
Austin, TX: August 1984,

“Race, Instruction, and learning." Paper presented at the Annual
Meeting of the American Educational Research Association. Chicago:
April 1985 {with Robert Dreeben).

"Organizational and Institutional Determinants of Instructional Pacing."”
Paper presented at the International Seminar of the Research Committee
on Sociolegy of Education, [nternational Sociology Association. Tel Aviv,
Israel: April 1885.

"Coupling and Control in Educaticnal Organizations.” Paper presented at
the Annual Meeting of the American Sociciouicel Association, Washington,
DC: August 1985 {with Robert Dreeben).

"The Stratification of High School Learning Opportunities.” Paper
presented at the Annual Meeting of the American Educational Research
Asspciation., San Francisco: April 1986.

"A Socioclogist Measures Curricuium Differentiation." Didactic lecture
presented at the Annual “eeting of the American Ecucational Research
Association, Washingtun, DC: April 1987.

“Secondary School Tracking and Stratification in the United States:
Reinforcement, Compensation. or Neutrality?' Paper presented at the
Annual Meeting of the American tducatioral Research Association,
Washington, DC: April 1987 {with Robert D. Mare).

"The Effects of Religious Participation among American Jewisn Youth."
Paper presented at the Research Network Conference on Research in Jewish
Education, Los Angeles, CA: June 1987.

“Instruction and the Effects of Schooling." Paper presented at the

Annual Meeting of the American Sociological Associaticn, Chicago:
August 1987.

"Instructional Organization and Discourse in the Middle School.”
Paper presented at the Annual Meeting of the American Educaticnatl
Research Association, MNew Orleans; April 1988 (with Martin Mystrand).

"A Multi-level Analysis of the Effects of Tracking." Paper presented at
the Annual Meeting of the American Sociological Association, Atlanta:
August 1988.
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"Student Engayement and Instructional Discourse.” Paper presanfen at “ne
Annual Meeting of the American Educational Research Association, San
Francisco: April 1989 {with Martin Nystrand}.

"Tracking and the Distribution of Status in Secondary Schools.” Paper
presented at the Annual Meeting of the American Sociological A=snciation.
San francisco: August 1989.

"Classroom Instruction and the Effects of Ability Grouping: A Structural
Model." Paper presented at the Annual Meeting of the American
Educational Research Association, Bosten: March 1990 {with Martin
Nystrand and Mark Berends).

"Tracking, Instruction. and Achievement." Paper presented at the World

Congress of the International Sociological Asseciation, Madrid: July
1990 (with Martin Nystrand).

"Authentic Discourse in a Nonformal Educat-onal Setting: The Jewish
Summer Camp." Paper presented at the Annual Meeting of the Research
Network on Jewish Education, MNew York: June 1990.

"Access to Excellence: Assignment to Honors English Classes in the

Transition from Middle to RHigh Schooi." Pzper presented at the Annual
Meeting of the American Sociological Association, Wasnington, DC: August
1990.

"Alternative Uses of Ability Grouping.” Paper precented at the Annual
Meeting of the Arerican Educational Hesearch Association, Cnicago: Apri)
1991.

“Race and Track Assignment: A Reconsideration with Course-Based
Indicators of Curricular Track Locations.” Paper to be presented at the
Annual Meeting of the Amarican Sociaelagical &ssociation, Cincinnati:
August 1991 (with Samuel R. Lucas).

IMVITED PAPERS AMD ADDRESSES:

"Teaching, Grouping, and lLearning: A Study of Stratirication in
Schools.” Dissertation award address to Division G of the American
Educational Research Association. Chicago: April 1885.

"Schooling and Achievement: Additive versus Interactive Multi-lLevel
Models." Paper presented at the International Conference on Multilevel
Metnods in Educaticnal Research, Edinburgh, Scotland: August 1989.

"Student Achievement and the Quality of Instruction.” Paper presentaed at
the Conference on School Organization and Student Achievement, Univercity
of Notre Dame, Notre Dame, IN: April 1990.
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"The Effects of Ability Grouping in Ninth Grade English." Precentation
to the National Academy of Education, Spencer Fellows Forum, Madison, WI:
Movember 1990,

"The Variable Effects of Tracking: Inequality and Productivity in
American High Schools." Paper presented at the Ogburn-Stouffer Center,
University of Chicago, Chicago: Movemper [990.

REVIEWS:

Review of Jeannie Qakes, Keepina Track: How Schools Structure
Inequality. (New Haven: Yale University Press, 1985.) American Journal

of Education, 94, 268 272, 1986.

Review of Peter Mclaren, Schooling as a Ritual Performance: Tnwards a
Political EFconomy of Fducational Symbols and Gesture. (lLondon:
Routiedge and Kegan Paul, 1986.) American_ Journal of Sociology, 92,
503-506, 1987.

Review of Linda M. McNeil, Contragictinns of Control: School Structure
and School Knowledge. (New York: Routledge and Kegan Paul, 1986).
Administrative Science Quarteriy, 33, 641-842, 1988.

Review of Krishnan Mamboudiri and Reonald G. Lorwin, editors. Researsh inp
Seciology of £ducatinn_ana_Socialization. Jol. 3:_ Selected
Methodological l.sues. (Greenwich, CT: JAL Press, 1%89.) Contemporary
Sociology, 19, &12-513, 1990.

RESEARCH IN PROGRESS:

Analyzing data ftrom a two-year study of tracking, instruction. and
learning in middle and high school £nalish and social studies classes.
Betwean-track variation in instructicna’ processes is a central focus.
The transition from middle to high school stratification systems is
another.

Developing and estimating a set of hypotheses about the relation betwean
structural features of school tracking systems and the effects of
tracking on achievement.

REStARCH SUPPORT:

“The Conseguences of Stratification in Elementary and High Schools.™
University of Wisconsin Graduate School, 58145, 9/85 - &6/86.

"Measuring the Effectiveness of Elementary Schools.” University of
Wisconsin Graduate School. 36894, 7/86 - 12/86.
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“The Stratification of Learning Opportunities in Middle and High
Schools." ({Principal Investigator, with Martin Nystrand) Office of
Educational Research and Improvement, National Center on Effective
Secondary Schools, $694,030, 12/85-11,90.

"Stratification, Opportunity, and Achievement." Spencer Foundation
Fellowship to the National Academy of Education, $30,000, 1989-1590.

“Tracking and the Education of the Dicadvantaged.” Jniversity aof
Wisconsin Graduate School, $11,200, 9/90 - 6/91.

“National Center on Organization and Restructuring of Schools.”
(Principal Investigator, with 17 others.) Office of Educational Research
and Improvement, §7.2 million, 10,90-9/95.

Projects: "Conditionsy for Productive Discourse in Smail Groups” {(with
Martin Nystrand, Courtney (Cazden, and Elizabeth Cohen).
"Conditions of Success for Homogeneous and Heterogeneous
Ability Grouping” (with Martin Nystrand).

"Organizational factors Affacting Teacher Empowerment,
Teaching, and Student Achievement" (with Andrew Porter).
Project Funding, Years I - 2: $131,810. 10/90-9/92.

“Inner-City Schools and Student Achievement." Institute for Research on

Poverty, U.S. Department of Health and Social Services. $65,000, 7,/91 -
6/93.

"Curricuium Reform, Standards. and Inzqual ty in Scottish Secondary
Education, 1980-1983." Spencer ftoundation., 548,500, 9/92 - 5/93.
Fulbright Commissinn, travel erpenses.

COURSES TAUGHT:

M.A.

Sociology 181, Honers Introductory Seminar: The Sociological Enterprise
Sociology 210, Introduction to Sociology
Sociology 632, Complex Organization
Sociology 648, Socioclogy of Education
Sociology 908, Seminar: Sociglogy of Education
Topic: Stratification in School Systems
Integrated Liberal Studies 255, Problems in Social Science Analysis
(to be taught Fall 1S991)

THESES SUPERVISED:

1988 Mark Berends: Leadership Strategies and Goal Consensus in
Secondary Schools.

1989 Linzhu Tian: Track Position and Track Climate.
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Samuel R. Lucas:; Course-based Indicators of Curricular Track
Locations.

Sara Dorfman: Choosing a Math-Based Major.

PH.D. COMMITTEES:

1985

1987

1590

Elanor Scott Meyers: Professionalism and Centralization in the
Free Church Traditian.

Michiko Kawakubo: Perception of Authority, Control, and Commitment
in Japanese Organization.

Hsiao-Cnin Hsieh: Who Goes Where? The Determinants of Post-
Compulsory Educational Placement in Urban Taiwan. {Education
Policy Studies)

Lawrence . Stadman: An Analysis of School Effectiveness Ratings
and an Investigation of Effective Schools Characteristics.
(Educational Policy Studies)

Alexander K. Tyree, Jr.: School Effects on the Commitment of High
Scheol Teachings in the Unmited States. (Educational Policy
Studies)

Dae-dong tahn: Post-high School Educational Differentiation and
Stratification of Yuung Adults in the 1980s. (Educational Policy
Studies)

READING COURSES SUPERVISED:

Fall and Spring, 1584-85: Sarah Bloor (Orgaenization and Education in
Summer Camps)

Fall

1985: Glorta Smyth (Human Recource Management)

Spring 1987: Katherine Campbell (Internship in Organizational Analysis)
Fall and Spring. 1988-89: Katnhleen O'Conneli {High School Dropouts)
Fall and Spring, 1980-81: Monica Vickman (Teacher Competency Assessment}

OTHER PROFESSIONAL EXPERIENCE:

1679-1980 English Teacher, Gotwirt Comprehensive High School,

Sderot, Israel

1980-1983 Assistant Director of Education, K.A.M. Isaian Israel

Religious School, Chicago, [1linois

Summers Director, Camp Tikvah, Hoffman Estates, [llinais
1981-1983
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1983-1984 Principal, Congregation £tz Chaim Reliyious School,
Lombard, [1linois

DEPARTMENTAL COMMITTEE SERVICE:

Minors Committee, 1984-1987

Committee for the Evaluation and Improvement of Teaching, 1985-168%

Chair, Social Committee, 1985-1988

Assignment Committee, 1986

Chair., Undergraduate Honors Committee, and faculty adviser tg Alpha Kappa
Delta (undergraduate honors society), 1987-1991

Faculty Senator, 1989-1991

Department Associate Chair, 1991-1992, 1993-1994

UNIVERSITY SERVICE:

Royalty Fund Committee, Srhocl of £ducation, 1587

Standing Research Committee on the Education of Minorities in Wisconcin,
1989-1991

University Appeals Committee, 1989-1992
University Fellowship Committee: member, 1990; chair, 1991-1592

COMMUNITY SERVICE:

Faculty Advisor, OSR Unian Institute Camp, Gconomowoc, Wisconsin,
June 1985, 1989-1991].

"Religious Participation and Family Values aqong American Jewish
Youth." Discussion led for the rabbinic “aculty of the OSR Jnion
Institute Camp, Oconomowoc, Wisconsin., July 1987,

"Ability Grouping in Elementary Schools."” MWoerkshop presentation for the
staff of the Lincoln Elementary Schocl, Kenotha, Wisconsin, August 19137,

“The Uses and Abuses of Ability Grouping.” Lecture and workshop for
area principals and school district staff, University of Wisconsin-
Extension, University of Wisconsin, Parkside, March 1988.

Consultant on survey of Tistener-sponsors, WORT Community Radio. dpring

1938.

“Curriculum Tracking and Access to Knowiedge." Presentation to the
College Board School-Coilege Collaboration Program, Lake Geneva, WIl: June
1988.

"Equality in Educational Achievement."” Four-day program for "College for

Kids." University of Wisconsin-Extension, Madison, June 1588; July 1989.
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"Authentic Discourse in the (lassroom.” Presentation to The Princigpal ™.
Workshop, Board of Jewish Education of Metropolitan (hicago. held in
Madison, W, November 1989.

"Authentic Discourse in the Summer Camp." Discussion led for the
rabbinic faculty of the OSR Unmion Institute Camp. Oconomowos. Wisconsin,
June 1990.

"Ability Grouping and Achievement." Presentation to the Pennsylivania

Superintendents’ Study Council, held in Madison, WI: NDctober 1990.

"How Tracking Affects Achievement: Research and Recommendations,"” and '3
Closer Look at Tracking in Secondary Schools." Lecture and waorkshop for
the Greenwich Public School System, Greenwich, CT, MNovember 13990.

PROFESSIONAL ACTIVITIES AND ASSOCIATIONS:

Faculty Affiliate, Institute for Research o1 Poverty, 1990-present
Executive Board Member, 1990-present

Faculty Associate, Wisconsin Center for tducation Research, 1985-present

Council Member, Sociology of Education Section of the American
Sociological Association, 1986-1989

Chair, Nominating Committee, Socialogy of f.ucation >ection of the
American Sociological Assaciation. 1989

Advisory Board Member. American Journal o¢ Yduration. 1990-1992

Editorial Board Member, Sgciolnay of [du-atinn, 1987-1990

Student Editor, American Journal of Education, 1983-1984

Referee,

Administrative Science Quarterly

American Educational Research Journal
American Journal of tducation

American Journal of Sociology

American Sociological Review

Journal for Research in Mathematics Education
Journal of Research on Adolescence

National Science Foundation

Office of Educational Research and Improvement
Review of Educational Research

Sacial Forces

Social Science Quarterly

Sociolegy of Education






