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Chairman, CIJ E 

The Collncil for Initiatives in Jewish Education was 
established as an outgrowth of the Commission on Jewish 
Education in North America in November 1990, CIJE 
brings together distinguished educators, professionals, lay 
leaders and philanthropists of the continental Jewish 
community. The goal: to change the face of Jewish 
education in North America, 

The Lead Communities Project is intended to demonstrate 
that it is possible to significantly improve the effectiveness 
of Jewish education by joining continental and local forces, 
(Such a venture is unprecedented in Jewish or general 
education.] 

\Ve invite you to apply to become a participant in a bold 
~nci vkihlP. P.lc.:pP.rimP-nt to create communities of educated 
Jews to help insure the conunuJty o! tl1e Jewish p~upfo. 

Morton L. Mandel 
Chair 
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:I'hese guidelines are designed to help communities answer 
'two questions: 
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. Shou~d. we ~eek to bec61:1e a lead community? : : . .'· 

Ho~ do we apply? 
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What and Why a Lead Communities Project? 

The Lead Communities Project represents a commitment to 
excellence in Jewish education. The purpose of the Lead 
Communities Project is to demonstrate that it is possible to 
significantly improve the effectiveness of Jewish education, 
both formal and informal, in North America by mobilizing 
the commitment and energy of local communities. The 
object is to engage large sectors of the community in deeper 
levels of learning by providing 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 continental 
scale is to create improvement "facts" at the community 
level -- that is, successes that stand as testimony to what is 
possible. 

For the purposes of this project, a "community" is an urban 
or metropolitan geographic area wlth a communal 
organization structure and decision-making system in place. 
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What is a Lead Community Expected To Do? 

A lead community is expected to: 

C 

C 

C 

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

create programs of educational excellence; 

enlist top local leadership representing all aspects of 
the community; 

o commit additional financial resources to Jewish 
education; 

c base its programs on a serious planning effort; and 

0 show results after several years of intense activity. 

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

3 
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CIJE's Role in the Lead Communities Project 

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

c identify funders and obtain financial support; 

c , replicate successful program i~foas and experience 
through the ''.Best Practices Project"; 

C obtain- technical assistance; ' 

C devei~p links to continental resources agencies (e.g., 
JESNA, JCC Association, universities, national 
t~aining ~nstitute1, denominational movements); 

. \ 

C develop a monito~ing: evaluation, and feedback 
system: 

c provide leadership recruitment assistance; and 

o convene lead communities for periodic meetings on 
common concerns . 
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vVho 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: 

o A Federation 

c A Federation and a central educational agency 

c A Federation and a council of congregations 

0 A community-wide coalition involving Federation, 
congregations, educational and other institutions 

5 
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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 ClJ.E. This should include: 

C 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 bdefly 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 contemplate a Lead Community Director?). 

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

0 

0 

A 1 or 2 oage description of current or recent studies 
of community needs 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 essav describing the overall approach 
to educational improvement that your community 
might use if selected ns a lead community. The 
essay should make the case for why you think that 
your community would make an outstanding lead 
community. 
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Preliminary proposals must be in the CIJE office by _ _ _ 
1992. Proposals received after that d,1te cannot be 
considered. 
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Review Criteria: Preliminary Proposals 

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

c Communitv 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 c1early and convincingly has the 
community expressed its commitment to the 
improvement of Jewish education? 

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

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

8 
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Full Proposals 

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

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

C A 3 to 5 page description of the strategy that the 
community would like to use in implemcming its 
vision of Jewish education. This strategy should 
address the approach to meeting the personnel needs 
of Jewish education in the community; and the role 
of the Israel experience, It should address both 
informal and formal education (including how formal 
and informal education strategics can be integrated). 
It should identify priority population groups (e.g. pre
school children; pre-bar/bat mitzvah children; post
bm/bat mitzvah students; college age and young 
adults; and adults and seniors) and educatlonal 
settings (e.g. supplementary, day school, college/ 
university degree programs). 

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

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

9 
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~eview Criteria: Proposals 

Full proposals will be evaluated in the same terms as . , . 
preliminary' proposals, ~ut with greater depth on the basis of 
more substantiation. One additional criterion will be ··7 
employed: the capacity of the community to c~rrY. out its 
commitment and vision . 
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Technical Note 

Proposals (preliminary and full) should be typed or printed on 
lettr;:r size paper, double-sp~ced 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 . 

11 
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, .. - ---- ,,v-.v,,m,g 10 me rouowing 
.......... t.ov1c. 

Month 

' 
Mid-January ~992 

End-Janu;iry 

March 

Apdl 

May 

May and June 

June 

June/July 

August 

September 

Scptemher 1992 .. 
July 1993 

S~ptember 1993 

• I 

Benchmack 

Approve lead communtty pllln 

Announce tbe pwject & distribute 
guiddines to local communitics1 

. Recei_ve pre_limin~1ry pmposc1ls ( 4 weeks 
\o prepare) · 

Seiect finalists 

Receive finalist proposals (4 weeks 
. to prepare) · 

. . · Visit sites aod evaluate finalist 
proposals, 

'Recommend communities 

~ . 
·- , Select and onnounce Leou 

Communities 

' \ 

Hold seminar for Lead Communities 

Agree on each CIJE/comm1,.nity 
joint program; Pcoject begins 

Lead Communities develop plan and 
pilot actioq program · 

Lead Commuoitii:s begin full-sc:ile 
Implementation of action pccgra01 

' 

... · .... ,. 

CUE Bo:ird Role 

CIJE Board 

Leacf Communities 
Committee)'-1 

Lead Communities 
Committee 

CUE Boar<l 

1Copies of the guidelines will also be circula~e<.l to n;1tional agencies with local 
constituents (e.g. religious movcmenLs;). 

2Lead Communities Committee of CIJE Board of Directors. 
,, 
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THE LEAD COMMUNITIES PROJECT Is: 

A joint continental-local collaboration for excellence in Jewish 
education in North America; 

To demonstrate lhat it is possible to significantly improve the 
effectiveness of Jewish education with the right combination 
of: 

o Leadership; 

0 

0 

Programs; 

Resources; and 

o Planning 

Three to five communities. 
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GOALS FOR II EFFECTlVENESS II COULD INCLUDE: 

-

• . Mo"re and better Jewish education programs and services; 
' 

I: . 

• Greater participation in Jewish education; 

.. - . . 

11 Better outcomes-· related to---Jewish: . ' ~ . 

o Knowledge:~._ 

o Skills; 
. 

o · Behaviors; ahd 
. ' . 

o Values. ·· 
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AN ELIGIBLE 11 COMMUNITY11 Is: 

111 Urban or metropolitan geographic area; with 

■ A Jewish population of between 15,000 and 300,000; and 

• A communal organization structure and decision-making 
system in place. Communal entity could be: 

, 

o A Federation; 

o A Federation and a central educational agency; 

o A Federation and a council of congregations; or 

o A community-wide coalition involving Federation, 
congregations, educational and other institutions. 



LEAD COMMUNITIES PROJECT PREMISES ABOUT CHANGE: 

11 . . Change ~t continental scale can result from co{l1munity-level 
. ·.:s1:1scesses. 

11 Educational reform involves the interaction of school, family 
and community. 

~ . 
- -

11 One :must mobflize the· entire loca1 ·community: rather tha·n -an 
\ . 

i~dividual school, Je~ish· community center or Jewish camp. 
; . .. .. 
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&PECTATIONS OF A LEAD COMMUNITY: 

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

o Rabbis; 

o Educators; 

o Communal professionals; and 

o Lay leaders. 

■ Jnvolve all or most educational institutions. 
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ExPECTATIONS OF A LEAD COMMUNITY (CONT'D): 

• . Mobilize stakeholders from all sectors of the Jewish 
-·corpmunity to: 

o c~eate programs of educational excellence; 

o commit substantial .additional financial resources to 
Jewish education;, _- ~-· -_ · · 

0 . engage in ·a_ serious "pfa_nning· effort'to support -.· 
. _. · programs; and --: 

.... . , ... 
. . 

· · · _ , o _ show results after several years ·of intense activity. _ .. . 
I .. -~ ~ •• :•.· ... ; 

•, :" ... · 
. . 

w . Set high educational standards.- · 
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CJJE's RoLE 

11 CIJE Services: 

o Involve continental leadership in the Jocaf community: 

o Identify funders and help obtain financial support; 

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

o Provide expertise in planning and program implementation; 

o Provide leadership recruitment assistance; and 

o Convene lead communities for ongoing seminars. 

11 CIJE Projects: 

o 1'Best Practices Project"; and 

o Monitoring, evaluation and feedback system. 
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THE SELECTION PROCESS 

. 

Step 1 . J nvite al_I _eligible communities to submit a short preliminary proposal 
'· . 

" .. I · .. 

Step 2 · Review preliminary proposals (using panels of reviewers) 

Step 3 Jnvite··communities with the best preliminary proposals to submit full 
proposals -~-- . 

Step 4 Review-full prop~sal~, ·follo~ing site visits to each finalist community 
; .. _. (using panels o(reviewer~) , ' . . · · 

- ' -... .... • 
. . 

· Step 5 , Select lead communities,·.: , .. 

Step 6 Plan lead communities pr.ogranis 
. . ;. : . 

,. : 
... 

,, 

Step 7 Begin action programs for ·read communities 



PRELIMINARY PROPOSAL REVIEW {STEP ·2) 

Preliminary proposals will be assessed to confirm eligibility, and evaruated using 
three criteria: 

111 Community Preparedness; 

■ Commitment; and 

• Vision. 

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



FULL PROPOSAL REVIEW (STEP 4) 

t -· l : • 

Full-·proposals will be evaluated using four criteria: 

■ Community Preparedness; 

■ Commitment; 
- ' 

• l 

■ Vision; and 

■ - Community capacity·. 
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THE LEAD COMMUNlTIES PLANS WILL INCLUDE: 
(STEP 6) 

• An assessment of the present state of Jewish education in the 
community; 

• An analysis of needs and resources; 

11 The development of a strategy and priorities; 

■ The design of programs; and 

■ The preparation of a multi-year integrated implementation plan. 
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PROGRAM CONTENT 

•I 

I Lead com·m~nity plans will address two types of activity: · 

... -. ·,. . _ : ~ .. ::.,· En~_bling [\ctiviti'es: 
. ·:· .. ,· 

. - f~.: ' ~. '\ ' . . ·. . i . ~-. .·. ,. . -
I · · :· o . . :~ P;ersonnel; and 
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o Israel study and travel; . ..-

.. ·-

. . - : 
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o Improved or expanded programs; and 

o Innovative programs. 
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SCOPE OF PLANS: 

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

■ Focused enough to insure high standards of excellence. 

[I II ustrative] 
. 

o 3' out of 5 age groups (pre-school; pre-baVbat mi1zVah; 
po_st bar/bat mitzvah; college age and young adults and 
seniors). 

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

o formal and informal programs. 
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Month 

end Jan 

~-=_ early Mar, -

Apr , ._ 
. •. .. . 

May · .. :· .. --. ·- · . • • "-i• ••• .. 
•,· 

·Jun 

·· Jun/Ju( 

Aug 

Sept 1992 

. , .. - .. - . . . ~ 

., ~. . . . 
,. 

Sept 1992-Jul 1993 

Sept 1993 

TlMETABLE 

Benchmark 

_Announce the project & tjistribute guidelines 1 

Receive preliminary proposals (4 weeks) · :- • 

Select finalists 
·:··· .J 

. .' . ; 

. ·.:-

. -· . 
•. 

Receive finalist-proposals (4,weeks) · > -. - -· - ·_ 
~ - . -·· - . . 

··- ... 

Recommend communities : . --·-. - ._- ·:: 
,_ -= ... . • i . 

. I • ·,c.· :. 

Select and announce 'Le.ad Communities 

-Hold seminar for Lead Communities 

CIJE/community agree on joint program; Proiect begins 

Lead Communities develop plan and pilot action p_rogr.aq,_. 

Lead Communities begin full-scale program 

. . 
1Copies of the guidelines will also he circulated to nationnl agencies with local constituents (e.g. religious movements). 

. - - - -
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EFFECTIVE

11 
JEWISH EDUCATION ..• 

■ Is an emotionally, intellectually and spiritually compelling experience; 

0 • Inspires one to remain engaged in learning; and 
0 
00 
!Ji 
(I 

■ (/) Leads to deeper commitment to Jewish values. 
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/IM',<,<, ,;u.: f.ix /l(i/H(,1 I/JO 

December 24, 1991 

Denr Colleagues: 

I look forward to greeting you at the Senior Policy Advisors 
meeting on Janu11ry 7th, The agand.:>. will include a report of 
all of our activities and Io~ especially plens od that we con 
report to you on progress on two of our projects . The Best 
Practices Project directed by Dr. S8rry Holtz and the Research 
Project directed by Dr. Isa Aron ore well under way. 

The focus of our attention in the months since our last meeting 
has boon the Lead Communities Project, which will be the focal 
point of our meeting, Dr. Jacob Ukeles has been working with 
the CIJE stoff to launch this nmbitious project, The enclosed 
materials have been prep~red by J.:>.ck and his associate Dr. Jim 
Meier. 

I hope that you are planning to attend our meeting and that you 
ha.ve let Ginny Levi know of your plar1s . 

If you are not able to attend, I hope that you will review 
the mjterials and give ffle the benefit of your comments 
(301-230-2012), My work has been i nformed by the many helpful 
response s and sug5cst:ions I have receivad from Senior Policy 
Advisors. 

:JD~ 
Shulamith R. Elster 
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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. 
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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 a trail in the Galilee or in a living room 
in Iowa. 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 t<> 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; 

o Greater participation in Jewish education; and 

c 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 testimony to 
what is possible. 
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"Models" as a Strategy for Positive Change 

Local efforts that are worldng well need to be reinforced. 
Local communities have to be connected to the pockets of 
excellence across the nation that too often have worked in 
isolation. Positive change will require a vehicle to encourage 
visionary approaches and to support innovation and 
experimentation. This project makes it possible to evaluate, 
improve and try out a variety of approaches for Jewish 
education throughout the community, and prepare the 
groundwork for adoption and expansion of good ideas 
elsewhere. 

Fundamental to the success of this project will be the 
commitment of the community and its key stakeholders. The 
community must be willing to set high educational standards, 
raise additional funding for education, involve all or most of 
its educational institutions in the program, and, thereby, 
become a model for the rest of the country. 
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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 300,0001• 

A cornerstone of the Lead Communities Project is the 
emphasis on the entire local 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. 

1Toe 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. 
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What 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 rabbjs, educators, 
professionals and lay leaders will serve on community-wide 
Steering Committees to guide the project in a specific 
community. AU 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 ongoing effort to define and refine the 
project as it is extended to other communities. 

programs 

Each of the lead communities 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 local 
experience and ideas. 

Lead communities will benefit from successful experiences 
across the continent. CUE 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. 

s 



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: 

0 Replicating good schools and/or establishing model 
schools; 

c Intensifying and improving early childhood programs; 

c Designing programs in adult and family educatfon; 

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

c Developing strategies for outreach; 

c Raising the level of Jewish knowledge of communal 
leaders; 

c Integrating formal and informal education (e.g. 
camping/study programs); and 

c Using new technology (video and computers). 

Lead community projects are expected to address both scope 
~ncf 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. 

rlcS 



The report of the Commission on Jewjsh 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 inhiatives 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; 

c Intensifying and improving early childhood programs; 

c Designing programs in adult and family education; 

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

c Developing strategies for outreach; 

c Raising the level of Jewish knowledge of communal 
leaders; 

c Integrating formal and informal education (e.g. 
camping/study programs); and 

c 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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Financial Resources 

A program of breadth, depth and excellence will require new 
monies, primarily because the endeavor bas 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 js 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 effectiveness. 
CIJE can help focus the resources of national agencies -
JESNA, JCC Association, training institutions, and religious 
movements -- on the needs of local communities. 

How will we know the lead communities have succeeded in 
creating better outcomes for Jewjsh education? On what basis 
will the CUE 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 help answer these 
questions. 
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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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A Message from the 
Chairman, CIJE 

--- -•-..--.._.;-,,....~~UL: -

The Council for Initiatives in Jewish Education was 
established as an outgrowth of the Commission on Jewish 
Education in North America in November 1990. CIJE brings 
together distinguished educators, professionals, lay leaders and 
philanthropists of the continental Jewish community. 

The Lead Communities Project is intended to demonstrate that 
it is possible to significantly improve the effectiveness of 
Jewish education by joining continental and local forces. 
We invite you to apply to become a participant in a bold and 
visible experiment to create communities of educated Jews to 
help insure the continuity of the Jewish people. 

Morton L. Mandel 
Chair 
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questions: 

c Should we seek to become a lead community? 

c How do we apply? 
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What and Why a Lead Communities Project? 

The Lead Comm unities 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 Communities Project. 

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 testimony to 
what is possible. 

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. 
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What is a Lead Community Expected To Do? 

A lead community is e>.."J)ected to: 

c enlist top local leadership representing all 
aspects of the communjty; 

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

c create programs of educational excellence; 

c commit additional financial resources to Jewish 
education; 

c base its programs on a serious planning effort; and 

o show results after several years of intense activity. 

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

3 
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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: 

c identify funders and help obtain financial support; 

c replicate successful program ideas and experience 
through the ''Best Practices Project"; 

c obtain professional assistance for planning and action; 

c develop links to continental resources agencies (e.g., 
JESN~ JCC Association, universities, national training 
institutes, denominational movements); 

o develop a monitoring, evaluation and feedback system; 

c provide leadership recruitment assistance; and 

c convene lead communities for ongoing seminars during 
the project. 
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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: 

c A Federation 

c A Federation and a central educational agency 

c A Federation and a council of congregations 

c A community-wide coalition involving Federation, 
congregations, educational and other institutions 
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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: 

o A Federation 

o A Federation and a central educational agency 

c A Federation and a council of congregations 

c A community-wide coalition involving Federation, 
congregations1 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 CIJE. This should include: 

c 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 contemplate a Lead Community Director?). 

o A 1 or 2 page !>tatistic(ll 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. 

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

a A 1 or 2 page es~av 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. 

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

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

C 

C 

C 

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 bas the community articulated its 
view of the content of Jewish education? Does the 
community have the beginnings of an improvement 
strategy? 

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

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

o 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. 

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

c 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 support; and enhancing 
the role of the Israel 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-bar/bat mitz.vab students; college age 
and young adults; and adults and seniors) and educational 
settings (e.g. supplementary, day school, college/university 
degree programs). 

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

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

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

0 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. 

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

c A 3 to S 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 supporti and enhancing 
the role of the Israel 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-bar/bat mitzvah students; college age 
and young adults; and adults and seniors) and educational 
settings (e.g. supplementary, day school, college/university 
degree programs). 

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

c A preliminary projection of the scale or size of the project 
(e.g. in dollars) and possible local sources of funding. 
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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. 
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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 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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The creation of the Lead C.Ommunities 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 

Approve lead communities project 
plan 

Announce the project & distribute 
guidelines to local communities1 

Receive preliminary proposals ( 4 weeks 
to prepare) 

Select finalists 

Receive finalist proposals ( 4 weeks 
to prepare) 

Visit sites and evaluate finalist 
proposals 

Recommend communities 

Select and announce Lead 
Communities 

Hold first seminar for Lead 
Communities 

Agree on each CIJE/community 
joint program; Project begins 

Lead Communities develop plan and 
pilot action program 

Lead Communities begin full-scale 
implementation of action program 

CIJE Board Role 

CIJE Board 

Lead Communities 
Committee2 

Lead Communities 
Committee 

CIJE Board 

1C.Opies of the guidelines will also be circulated to national agencies with local 
constituents (e.g. religious movements). 

21.ead Communities Committee of CIJE 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 
impro-ve 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. 
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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 a trail in the Galilee or in a living room 
in Iowa. 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: 

c More and better Jewish education programs and 
services; 

o Greater participation in Jewish education; and 

c Better outcomes (related to Jewish knowledge, skills, 
behaviors, and values). 

The central thesis of the Lead Comm unities 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 testimony to 
what is possible. 
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11Mode1s11 as a Strategy for Positive Change 

Local efforts that are working well need to be rejnforced. 
Local communities have to be connected to the pockets of 
excellence across the nation that too often have worked in 
isolation. Positive change will require a vehicle to encourage 
visionary approaches and to support innovation and 
experimentation. This project makes it possible to evaluate, 
improve and try out a variety of approaches for Jewish 
education throughout the community, and prepare the 
groundwork for adoption and expansion of good ideas 
elsewhere. 

Fundamental to the success of this project will be the 
commitment of the community and its key stakeholders. The 
community must be willing to set high educational standards, 
raise additional funding for education, involve all or most of 
its educational institutions in the program, and, thereby, 
become a model for the rest of the country. 
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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 300,0001• 

A cornerstone of the Lead Communities Project is the 
emphasis on the entire local 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. 

1The 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. 
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What 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 specific 
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 end 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 ongoing effort to define and refine the 
project as it is extended to other communities. 

Programs 

Each of the lead communities 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 local 
experience and ideas. 

Lead communities will benefit from successful experiences 
across the continent. CUE 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. 
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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 undertaker. as part of a Lead 
Communities program include: 

c Replicating good schools and/or establishing model 
schools; 

c Intensifying and improving early childhood programs; 

c Designing programs in adult and family education; 

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

c Developing strategies for outreach; 

c Raising the level of Jewish knowledge of communal 
leaders; 

c Integrating formal and informal education (e.g. 
camping/study programs); and 

c Using new technology (video and computers). 

Lead community projects are expected to address both scope 
,ind 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 communjty 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: 

c Replicating good schools and/or establishing model 
schools; 

c Intensifying and improving early childhood programs; 

c Designing programs in adult and family education; 

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

c Developing strategies for outreach; 

c Raising the level of Jewish knowledge of communal 
leaders; 

Integrating formal and informal education ( e.g. 
camping/study programs); and 

c 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. 

6 

• - ....., J.. 



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 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 effectiveness. 
CIJE can help focus the resources of national agencies -
JESNA, JCC Association, training institutions, and religious 
movements -· on the needs of local communities. 

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 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 help answer these 
questions. 

7 



Ltad 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. 

8 
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A Message from the 
Chairman, CIJE 

The Council for Initiatives in Jewish Education was 
established as an outgrowth of the Commission on Jewish 
Education jn North America in November 1990. CIJE brings 
together distinguished educators, professionals, lay leaders and 
philanthropists of the continental Jewish community. 

The Lead Communities Project is intended to demonstrate that 
it is possible to significantly improve the effectiveness of 
Jewish education by joining continental and local forces. 
We invite you to apply to become a participant in a bold and 
visible experiment to create communities of educated Jews to 
help insure the continuity of the Jewish people. 

Morton L. Mandel 
Chair 

P.04 
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questions: 

c Should we seek to become a lead community? 

c How do we apply? 

1 



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 Communities Project. 

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 testimony to 
what is possible. 

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. 

2 



\-Vhat is a Lead Community Expected To Do? 

A lead community is expected to: 

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

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

c create programs of educational excellence; 

c commit additional financial resources to Jewish 
education; 

c base its programs on a serious planning effort; and 

o show results after several years of intense activity. 

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

3 



CIJE's Role in the Lead Communities Project 

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

c identify funders and help obtain financial support; 

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

c obtain professional assistance for planning and action; 

c develop Hnks to continental resources agencies (e.g., 
JESN~ JCC Association, universities, national training 
institutes, denominational movements); 

o develop a monitoring, evaluation and feedback system; 

c provide leadership recruitment assistance; and 

c convene lead communities for ongoing seminars during 
the project. 

4 
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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: 

c A Federation 

c A Federation and a central educational agency 

c A Federation and a council of congregations 

c A community-wide coalition involving Federation, 
congregations, educational and ether institutions 
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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: 

o A Federation 

o A Federation and a central educational agency 

c A Federation and a council of congregations 

c 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 CIJE. This should include: 

a 

C 

a 

C 

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 leadersh.ip 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 ar:d 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 current 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 l or 2 page essav 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. 

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

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

C 

C 

0 

Community Preoaredness. 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 bas the community articulated its 
view of the content of Jewish education? Does the 
community have the beginnings of an improvement 
strategy? 

COE seeks the best proposals, reflecting a range of regions 
and types of communities. 
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Full Proposals 

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

c 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. 

o A 2 to 3 page analysis or copie.s of previous prepared 
documents that address the communily's capabilities for 
meeting the commitments outlined in the preliminary 
proposal. 

c 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 support; and enhancing 
the role of the Israel 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-bar/bat mitzvab students; college age 
and young adults; and adults and seniors) and educational 
settings (e.g. supplementary, day school, college/university 
degree programs). 

c A 2 to 3 page description of the anticipated planning 
resources that will be committc:d if the community is 
selected to be a lead community. 

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

T 

...... :·~ . 
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Full Proposals 

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

c 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. 

o A 2 to 3 page analysis or copies of previous prepared 
documents that address the comm\:nity> s capabilities for 
meeting the commitments outlined in the preliminary 
proposal. 

c A 3 to S page description of the strategy that the 
community would like to use in implementing its vision of 
Jc::wish education. This strategy should address approaches 
to meeting the personnel needs of Jewish education in the 
community; increasing community scpport; and enhnncing 
the role of the Israel 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-bar/bat mitzvah students; college age 
and young adults; and adults and seniors) and educational 
settings (e.g. supplementary, day schcol, college/university 
degree programs). 

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

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

9 



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. 

10 
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The creation of the Lead C.Ommunities 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 

Approve lead communities project 
plan 

Announce the project & distribute 
guidelines to local communities1 

Receive preliminary proposals ( 4 weeks 
to prepare) 

Select finalists 

Receive finalist proposals (4 weeks 
to prepare) 

Visit sites and evaluate finalist 
proposals 

Recommend communities 

Select and announce Lead 
Communities 

Hold first seminar for Lead 
Communities 

Agree on each CIJE/community 
joint program; Project begins 

Lead Communities develop plan and 
pilot action program 

Lead Communities begin full-scale 
implementation of action program 

CIJE Board Role 

CIJE Board 

Lead Communities 
Committee2 

Lead Communities 
Committee 

CUE Board 

1C.Opies of the guidelines will also be circulated to national agencies with local 
constituents (e.g. religious movements). 

7Lead Communities Committee of CIJE Board of Directors. 

1 
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To: 

Fax#: 

Fron 1: 

UKELES ASSOCIATES INC. 
611 lfronclway, Suite SOS 

New Yot·k, NY 10012 

Tel: (212) 260-8758 
Fax: (2i2) 260-8760 

FACSIMILE COVER SHEET 

Pagts (including cover) _l_l _ 

1f there Is u problem with this 11;rns111issio11 
please c,dl; GAIL at (212) 260-8758. 

----------··-~··-----~ 

Message: -r I U·M (/ ve " (l.() I"" j L 
Wv-, MIAV\dci 

1t1a~& 
(\ 
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To: 

From: 

Date: 

Re: 

MEM OR AN D UM 

Morton Mandel 
Stephen Hoffman 
Seymour Fox 
Annette Hochstein~ 
Virginia Levi 
Shulamith Elster 

Jim Meie; ~ ~ 
December 29, 1991 

Document #i: Rationale · 

. \ .. , . 

. . 

Attached · is the second J.lraft of the ~atJ.onale for your review. Comments 
and resulting changes to the Guidelin<!s ·and the ,Tim'ctable have been mostly editorial, 
rather than substantive. •. , · r 

Our present plan is to mail the Rationale, Guidelines, and Timetable by mid 
next week to the Senior Policy Advisors for the meeting on January 7, 1992. We will ,. · 
need to receive comments on this latest draft by Monday, December 23. C.O.B. in order 
to incorporate them in the mailing to the Senior Pol icy Advisors, Jack will be avai !able 
Monday if you wish to telephone your comments. 

Best wishes for the holiday season. 

• I 

► UKSLiS AS$0CIHES 11-'C 
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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 infor.mul, in 
communities in North America with the right combinatio'n 
of leadership, programs, resources, and planning, 

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

. .- •( 
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Why a Lead Communities Project 

Imoroving 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 vaJues and 
influencing behavior. It can take place in a Yeshiva, Hebrew 
school, summer camp, congregation or Jewish community 
center; on a trail in the Galilee or in a living room in Iowa. 
It can happen through study of text, a lecture, fiJm, discussion 
or quiet introspection. 

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 are 
likely to take a concrete form, such as: 

c More and better Jewish education programs and 
services; 

o Greater participation in Jewish education; and 

c Better outcomes (related to Jewish knowledge, skills, 
behaviors, and values). 

The central thesis of the Lead Comm unities Project is that the 
best way to generate positive change on a continental scale is 
to create visible "facts'' at the community level that stand as 
testimony to what is possible. 



"Models'' as a Strategy for Positive Chan&e 

Positive change will require a vehicle to encourage visionary 
approaches and to support innovation and experimentation. 
Local efforts that are working well need to be reinforced. 
Local communities have to be connected to the pockels of . 
excellence ac;~qs~ the na~ion that too often have worked in 
isolation. This project makes it possible to evaluate, improve 
and try out a variety of approaches for Jewish education 
throughout the community, and prepare the groundwork for 
adoption ar:1d expansion of good ideas elsewhere. 

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

. . , \ 
\ 

~-

.. 
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, 

,. 
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. . . 
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What Makes a Lead Community 

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

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 community-wide 
Steering Committees to guide the project in a specific 
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. 

Programs 

Each of the lead communities will engage in the process of 
redesigning and improving Jewish education through a wide 
anay of intensive programs, The programs of the lend 
community need to reflect continental as well as local 
experience and ideas. 

Lead communities will benefit from successful experiences 
across the continent. CIJE is µnderrnking a systematic effort 
to identify the best examples of specific programs, projects or 
institutions in North America, . c~lled the 11 Best Practices 
Project. 11 In preparing action plans, lead communities wnI 
have access to the inventory of the most promising programs. 

5 
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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 i11,itial ·. 
focus is on cqin_f!}UQities ':,Vith .a. Jewish population of 15~000 
to 300,0001• . · • · · • 

.. \ .. 
. A cornerstone of the Lead Communities Project Is the 

emp~a~is on the entire local co_mmunity, rather than the 
individual school, program or Jewish camp. Tbe evidence is 
growing in general ·education as well as Jewish education that 
lasting educational reform in~ol;es the' interaction of school, 
family and c~mmunity because there is a continuing interplay 
among them. One needs to affect the entire system, not just 
a singl~ setting. ' . . · . · · , ,., _, , . 

Of course: th.ere are other kinds of community. For example, 
it is meaningful to desfribe · all the congregational schools 
affiliated with the UA.HC as. a "community"; or to speak of a 
regional ·commun1ty (a cluster of smaller cities); or a college 
community; or ~ community of day high schools in North 
America. '. Opening ~he door to all the different forms of 
community, or inclusion of the smallest and largest 
communities would blur the vision of other communities that 
seek to interpret and replicate results. Pcrr:aps at some future 
point in the evolution of the lead community concept, different 
types of community could be c~rsidercd. 

I , • 

' 
.. ;··:· 

- :.• 
' ..... 

. .. 
' 

1The 57 communitl~s 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 ·councii: of Jewish Federations. 
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Continental experience also indicates that investment 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 Israel, 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 could be undertaken as part of a Lead 
Communities program include: 

c Setting community-wide standards reflecting common 
expectations of the "Educated Jew"; 

0 Replicating good schools and/or establishing model 
schools; 

0 Designing programs to engage the interest of parents 
and to reinforce the involvement of children; 

c Developing new models of posl bar-milzvah or bat• 
mitzvah education; 

c Developing strategies for outreach; 

c Raising the level of Jewish knowledge of communal 
leaders; 

c Integrating formal and informal education (e.g. 
camping/study programs); and 

c 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. 



Financial Resources 

A program of breadth, depth and excellence will rt!quire new 
monies, primarily because the endeavor has long ~~en 
underfunded. The economic recession and substantial 
resettlement needs make communal fund-raising n'lore 
challenging. . N_eve_rthele~s, _a J~ad ~om fTl u_ni tr .will pofot a , 
direction in this area as well -- substantially upgrading the 
local investment in Jewish educatio·n. Inc·reascd funding w.ill 

. come from federations, private foundations, congregations, 
tuition and other sources. 

An important part' of CIJE1s ·role is to mobilize private 
foundations, philanthropists, and other continental resources to 

· match the financial efforts of local comm unities . . . 
, ..... 

Planning 
; . ~ 
\ ; 

' ; . \ 
A lead commun~ty recopniies that i·t is 'time to act but also 
understands· tlae importance ·of careful and ongoing planning 
to inform its actions. ' A plan for each lead community will 
involve an assessme.nt of the state of Jcwi~h education in tbe 
community at . the p~esent 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 
effectiveness. CIJE can help focus the resources of national 
agencies -- JESNA, JCC Association, tralning institutions, and 
religious movements ~- on the neeqs_ of local communities., 

' ' . .. . ~ . . 

How wlll we know th; lead communities have succeeded ln 
creating better outcomes for Jewish education? On what basis 
will the CIJE enco~rage other cities to emulate the programs 
developed in le3:d communities? Like any innovation, the 
Lead Communities Project requi res evaluation to document its 
efforts and ga1.i'ge its success. In addition, each lead 
community needs to know how well it is doing as a basis for 
making ' change along the wa·y. · CUE will design and 
implement a consistent monitoring, evaluation and feedback 
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system for use in each lead community to help answer these 
questions. 
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Le~d Communities: A Continental Enterprise 

Improving· Jewish education throughout the continem .is :the 
real agenda ·of the Lead Communities project: to re-e'ncr~ize 
Jewish educationi and to demonstrate and validate succe~sful ·. 
approaches to ).e~i,sh edµcatiQp th~t can be found in and 
replicated by comn:iunities throu~h~ut North America . 
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To: 

From: 

Date: 

--·····- M E M O R A N D U M 

Shulamith Elster 
Seymour Fox 
Annette Hochstein 
Stephen Hoffman 
Virginia Levy 
Morton Mandel < 
Jim Meier~<"/'~ 

December 10, 1991 

CD 

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

Document #1. 
Document #2. 
Document #3. 
Document #4. 

Rationale 
Guidelines for Potential Participants 
Selection Criteria 
Timetable of the Process 

I arn enclosing two additional documents that are for internal use only: 

Proposed Review Process Document #5. 
Document #6. CIJE Support/Technical Assistnnce Structure 

It is my understanding that comments, if :iny, will he forwarded to me by Mone.lay of next 
week, and that the immediate steps therenfter are ns follows: 

C 

C 

0 

C 

C 

Edited documents #1-4 forwarded to Ginny Levi 
t>y overntgtu courter 

Documents #1-4 mailed to Senior Policy advisors 

Documents #1-4 mailed to CIJE Board 

Meeting with Senior Policy advisors 

Meeting of CIJE Board of Directors 

I look forward to your comments. 

► UKELl!S ASSOCIATES INC 

D~c.: 17 (Tue) 

early Jan 

Jan 7 

Jan 16 
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The purpose of the Lead Communities Project is to 
demonstrate that it.~ possible to significantly improve the 
effectiveness of Je1vish education in communities in North 
America with the right combination of continental and 
local leade~hip, 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. 
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Why a Lead Communities Project 

Improving· Effectiveness 

The heart of this effort is a commitment to help Jewish ·. 
education in No{tb Ameri<;:a po a bett~r job, or in other words, 
to improve its effectiveness. · 

. Jewish education involves not only the acquisition of 
know.ledge but the development of skills, and the shaping of 
values. It can be delivered in a classroom or under a tree, in 
a living room in Iowa. or Of1. a trail j9 the Galilee. It can 
happen through film, computer; le·crnre, discussion or 
introspection:. · 

• t , • • • 

The CIJE wil~ define "improvement" "for the purposes of the 
Lead CommunHies project from a· con:inental perspective; 
each Lead Community ,will define ''imfrbvemem11 from a 
local perspective. While· the· concept of improving 
effectiveness. is an evolv

1
ing ·one, one can anticipate at least 3 

types of goals at' both the continental and local levels for 
improving effectiveness: 

c Improving the quality and quantity of Jewish education 
"services" or "products" (e.g. by increasing personnel training 
levels) 

c Increas~ng participation in, Jewish education 
# 

c 'Imp~oving outcomes. (related · to Jewish knowledge, 
skills, behaviors, and values) 

I • : • • • . . . 
The central thesis ofthe Lead Commu~ities Project is that the 
best way to generate positive change at the continental scale 
is to create visible "facts" at the scale of community that stand 

I 

as testimony to what is possible . 

. . 
I • 
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"Models" as a Strategv for Positive Change 

Positive change will require a vehicle to encourage visionary 
approaches, and to support innovation and experimentation. 
Jewish education is an area where the needs are very great and 
the 11answers 11 few. Trial and error is required to find the new 
directions that many have called for. Experimentation 
involves the risk of failure. This project makes it possible to 
try out a variety of approaches, and prepare the groundwork 
for adoption and expansion of good ideas elsewhere. 

Definition of Community 

For the purposes of this project, a "community" is an urban o ~- ... Q. ... y-c,9')J, ,.-. t') 

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

Of course, there are other kinds of commt.nity. 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 smaller cities); or a college 
community; or a community of day high schools in North 
America. Yet, opening the door to all the different forms and 
variations of community will blur the vision of those who will 
seek to interpret and replicate results. Perhaps at some future 
point in the evolution of the lead community concept, more 
complex models of community should be considered. 

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 
them. One needs to affect the system, not just a single 
setting. 
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A community witb fewer than 15,000 Jewish persons is not 
large enough to have the range of resources and supports, the 
variety of programs, nor the challenge of coherently 
integrating the programs and resources that the . Lead 
Communities Project is attempting to demo'nstiate

1
• 

Communities with more than 300,000 population are too rarge 
and complex tq .9~ ~~adily comprehensible as a ~ingle unified 
community. While what is learned from the lea·d community 
pilots will be applicable· to Jev,:ish population centers of aay 

. size throughout the continent, the Lead Communities Project 
needs time and experience to "get ready" for the smaller and 
largest communities. The 57 communities within this range 
account for abo_ut 3,Sq0,000 .,out. of ~~out 5.5 million Jews 
nationally.1 • •• • . · · • · 
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1These figures are based on data fr~m ·the Co~ocil of Jewish Federations. 
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What Makes a Lead Community 

A Lead Community will be characterized by four elements, 
each of which bas a continental and local dimension: 
leadership, programs, resources, 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 Jewish education will now direct 
energy on behalf of these 3 to 5 lead communities. The most 
respected 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 centers; or Federations. 
Recruiting top community leaders to t:1e cause of Jewish 
education and involving all sectors of the comm unity will help 
raise Jewish education to the top of the communal agenda. 

Programs 

The programs of the lead community need to reflect 
continental as well as local experience and ideas. 

Continentnl experience indicates that investment in personnel 
and broadening community support are critical "enabling 
options, 11 that is, they are necessary for. systematic 
improvement; and study and travel in Israel -ere among the 
most promising "programmatic option~ Continental 
experience at a more specific level will flow to lead 
communities via the ''Best Practices Project. "2 

2The Best Practices Project ls a systematic effort to identify the best examples of specific 
programs, projects or institutions in North America to help the Le~d communities in their 
planning and action phases. 
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Local programs · ~ay · include the·, expansion of ex1strng 
programs or the cr~ation of . n~w programs. Examples of 
programs that could b_e undertaken as part of a Lead 
Com·mu~:liti~s pr~g!am include: . 
. '' ., . 

C 

C 

C 

C 

C 

C 

. . . 
o I ! • \ 

Replicating good schools · and/or establishing ·r12odel 
schools; · .. ·. 

> • • · .. . -

Integrating . forin"al and. i_nform~l educ'ation (~.g: . 
· camping/studi p·rograms); 

. Using new technplogy (video and computers); 

Designing p'rograms to. erig'age .. the interest of parents to 
reinfor'ce the involvement of the children; 

Dev~iopin·g ~.ew mo~els 'of . P.?~t bar-mitzvah or bat-
mitzvah education; ; · , , · 

. -., ' , .. : . ·~ .. 
' \ . ' . \ 

Atte-~d.ing to ;he Jewish · eclu~atlon of communal 
1 d ' h' . . ·. ' ' I ea ers 1p· · · ·. ··· 
. ' . t . . ·'' -... . ' ~ "-· 

c · Setting co~w~nity-w'ide standards reflecting common 
'.". exp~ctations <.?f the '',Ed,u~ted Jew".; and 

c : Developing strategi~s to reach interfaith couples. 

A Lead Communities project is expected to be comprehensive 
enough to make an impa.ct at the le~el of the community; and 
focused enough to ~nsure that .standards of excellence are 
attain~ble .with available resources. It . is better to do a few 
things ·well' rather than many things poorly. Finding the 
app~opriat~ balance between br~a~th and depth . will require 
judgfI_lent and ·exp~ience, and is one of things that the lead 
communities proces~ shoulq_ h~lp the ~omrnunity to learn. 
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· ···· · ·-·· ----·· --· Financfal"Resources ----·-·-·-·--····· - ..... 

A pr?gram ~f ~~eadth, depth and excellence will require new 
monies, pnmanly 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. 

\Vhile CIJE is not a 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 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 
effectiveness. The plan must be prepared by and for the 
community. CIJE can help with technical assistance, and with 
access to continental best practices as a way to preview 
programs before they are incorporated Jnto the plan. CIJE 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, evaluate and make changes along the way. This 
system has two dimensions: a t2erformance management 
dimension to support each lead community, and a replication 
dimension to support the adoption of successful efforts to 
othercommunities. C..l.J"'E \..,·i11 ~-e51~...., }- ,..,o\<2.....,o,'1-

0... C.~"'>St<:,Te.,.,... l-,o>, 1TQ'r1.,j, c;,\n1lv,,,/~ d' '7'-c_Qd,!,qC.lf 51>T~', 
-5-.,.v- v~ t'..., ~QcJ, L'-"..t c.,.,7..,..,.,,J-'/. 
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' . 
Lead Communities: A Continental Enterprise . . 

The Lead Communities project is not an end unto itself,· put 
one of the methods for improving Jewish education throughout 
the continent. · · · -

..... ..... 
This is the real agenda of the Lead Communities project; to · 
re-energize Jewish education throughout North America, an.d 
to demo~strate and· validate successful approaches to Jewish 
education that can be found in and replicated by communities 
.throughout the continent. 

.'; 

:. ; .. 

• I 
• I' I • • 

• !,'. 

' . i 
I " I ' 

. ; 

- ~- • •• 1 

l . , 

...... ,· 
' ' ' i•:;" 

•' '• 
' ., _. . . ~ . .. . 

I • '• 

I ; :, '!~ 

•• •.• I 

' .. : : . 
. •, 

.... .. ... 
. . . . 

''" '· . ' .. .. . 

; '. J' 

. . I 

... \ 
\ 

' J 

I a ,. -.... 

.·· ., ...... 

8 

.. , . 
-' 

' , .. , 

• ,I . ·.: 

. '· 



D E c , - 1 0 - 9 1 T U E 

[DRAFT #1) 

17:44 U K ELESASSOC 

. ~ 
' ... .... 

i ' 

•• I ,. o 

LEAD.COMMUNITIES 

.. , 

,. ,, .. 
. · · A Project of the . 

. . 
Council on Initiatives In Jey,,ish Education 

,1 

' I . ~ 

·- 4 . 

I • • • 

I ' ./ ' I 

. 
' 

. \ 
I 

t . . 1' I ~ 
'• :': ll ♦ 

: , 

Document #2: GUIDELINES FOR POTENTIAL PARTICIPANTS 

. : 
.. . 

... 

' 
/ -.. . . . . . ·, ~ .. , 

• p I 

... 

r--.lO.&. 

® 

' , 



•-··---... •-- .. ----- - ·- -··•-" ·---"• ·• .. _.... ·--

A Message from the 
Chairman, CIJE 

The Council on Jewish Initiatives in Jewish Education was 
established in __.,J 1990. The Council, an outgrowth of the 
Council on Jewish Education in North Amc:rica brings together 
philanthropists, professionals and lay leaders of the continental 
lt!wish community and distinguished educators. The goal is 
simple: to change the face of Jewish education in North 
America. 

The Lead Communitl~s Project is Intended to demonstrate that it 
is possible to significantly improve that effe::tiveness of Jewish 
educntion by joining continental and local forces. Such a 
venture is unprecedented in Jewish communal life or in secular 
education o.s well. Lead Communities will be trail-bl;,zer5 1n the 
art of the possible for Jewish communities throughout the 
continent. 

We invite you to apply to become a participant in a bold nnd 
visible e~periment to create communities of educcited Jews to 
help insure the continuity of the Jewish people. 

Morton L. Mandel 

.. - ·-----... -· -····-·- -· - ·- -



"D1ese guidelines are designed to help communities answer 
the questions: 

C Should we seek to become a lead community?. 

c How do we apply? 
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What and Why a Lead Communities Project? 

The purpose of the Lead Communities Project is to 
demonstrate that it ~ 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 Lend Communities Project is that 
the best way to generate positive change at the continental 
scale is to create improvement "facts" at the scale of 
community -- that is, successes that stand as testimony to 
what is possible. 

• ' r ,.,,_ ,_...,_ ••• •••-• •••• - •-•-• •• -

For the purposes of this project, a "comm unity" is an mban ~ .... ...,., ~Y,t,.,i ,.,..,. "' 

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

What is a Lead Community Expected To Do? 

A Lead Community is expected to mobilize top local 
leadership representing all sectors of the community. It is 
expected to create programs of educational excellence. It is 
expected to commit additional financial resources to Jewish 
education. It is expected to base its programs on a serious 
planning effort. It is expected to show results after several 
years of intense activity. 
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In short, a lead community is committed to improving 
Jewish education and to translating its commitment into 

· action. 

CIJE's R9Je. in th~ i,ead Com,!11unities Pr:oject 

I , 

-., , 

CIJE mob,ilizes continental leadership, financial resources, 
program ideas and experience and planning expertise for the 
benefit of each lead community. CIJE will not make grants 
itself; it will fa_ci~i:aie g{ant-making. . ... 

.. .. , 
I , 

, . 

Who is Eligible· 
I • • , • 

' ! . - .. \ 
Any central communal entity within a city or metropolitan 
area (as reco~nized by th~ Council of Jewish Federations) 
with a Jewish population between 15,000 and 3001000 is 
eligible. This includes any of the following: 

c A Federation 

c · A Federation and a centr3:l educational agency 

c A Federntion and a councq of congregations 

c A cocimun~ty-wide c~alition· in~olving Federation, 
Congregations, and educational 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 CIJE. This should include: 

c:i A cover letter signed by a responsible representative 
of the central entity. It should identify a committee 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 also address the issue of 
probable (or actual) professional leadership for the project 
(e.g. do you contemplate a Lead Community Director?). 

c A 1 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. 

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

c A 1 or 2 page statistical profile including Jewish 
population; number of indh.liduals receiving various types of 
Jewish education; a listing of Jewish educational agencies 
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 
considered because o~bt time frame for the review 
process. ~ 
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Review Criteria: Preliminary Proposals 

Preliminary Propc;,sals will be assessed to confirm eligibility 
••. ' • t • 

and evaluated using three criteria:· · · 

C Community Preparedness . . Is.the comm~l'.lity 
positioned to move forw·ard by virtue of its 
leadership, i~volvement of key institutions and 
c~nstituencies, previous planning and improvement 
efforts in ' Jewish education? 
' 

· c Commitn:1enL _ijow cl~arly an9 .~onvincingly hns the 
comm.unity expressed its conimitr:ient to the 
improvement of Jewish education? • • • ,> ' I ~ • I , 

c Vision. How well ~as the cco:imunity articulated its 
view of the conttnt ·of Jewish education? Does the 
community hav~ the beginnings \f ·an improvement 

• ~ ~ I 
strategy? . • . · . · · 

. ! . . ' 
. .,. 1, . _,._ ' · 

CIJE seeks the best proposals, reflecting ,a range of regions 
and types of c_ommunities. 
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Full Proposals 

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

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

c A 2 to 3 page analysis of the community's 
capabilities for meeting the commitments outlined in 
the preliminary proposal. 

c 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 the approach to meeting tbe personnel needs 
of Jewish education in the community; and the role 
of the Israel experience. rt should address both 
informal and formal education (including how formal 
and informal education strategies can be integrated). 
It should identify priority population groups (e.g. pre
school children; pre-bar/bat mitzvah children; post
bar/bat mHzvah students; college age and young 
adults; and adults and seniors) and educational 
settings (e.g. supplementary, day school, college/ 
university degree programs). 

c A 2 to 3 page description of the anticipated planning 
process to be used if the community is selected to be 
a lead community. 

0 A preliminary projection of the scale or size of the 
project (e.g. in $) and possible local sources of 
funding. 
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~eview Criter~a: Proposals 

. . 
Full proposals will be evaluated _in the same terms as. .. 
prelimirfary ·proposals, but with greater depth on the basi~ of 
more substantiation. One additional criterion will be 
employed: the .~apa_city 'pt the cprnm.unity to carry out its 
commitment and vision: 
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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 face and 
normal margins. Please do not submit appendices or 
supplemental materials. If reviewers need additionnl 
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 goal of significantly increasing 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 fer a 
community to succeed, while providing ample opportunity and 
flexibility for locally tailored approaches and community 
inventions. 

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

c leadership and the depth of communjty commitment; 

c programs; 

c financial resources; and 

c planning. 

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

, Preliminary proposals will be a~sessed based upon four. 
criteria: ' · ~ · . · ' · 1

: 
1 

. . 
c Eligibilitv ~s Jneas1,.lred by .the .size of the 

. Jewish community; · · 

. ' ,C Community weparedness and leadership; 
f ~ ! < I . .. I ', ' 

C Commitment: and 
., . 

Vision.and "Promise" . .. 

. ., ., ' 

I ~ • • H 

Eligibility ~ . . . 

·.1 ·i. , ... \ ... 
• I • 

... 
. ' 

I ~ 0 • 0 \ ' o ;' ♦ · ...: • 

\ • \ ~ • •. o ' I 

The .appli~ant must be the Jewi°sh comm~nity for a Jewish 
· population center of 15,00Q fo'300;000 ptople. "Jewish 
· community" 'is, defined aJ residin.g within an area defined 
·and recognized by· the Council of Jewish Federations. 
Although many kinds of communities exist apart from 
geographic ones, identifying specialized and unique 
communities would defeat the replicability objective of the 
Lead Comf:Tlunities p·roject~ 

Community Preparedness and Leadership 
' . I 

. . . ' ( . . . . ' ' ' . ·, .• .~ ' 

Is the. community positioned. to move forward by virtue of 
its leader~hip, _involvement of key ins~Jtutions and · 
constituencies, p~eyipus plann_ing and improvement efforts 
in -Jewish education? These ques~io,ns will be evaluated in 

.. the foll~wing way~;: · . 
.... . , 

" ", • ~ • I o 

c Representative Committee·: A committee composed of 
lay leaders, rabbis, educators, and other professionals must 
guide the' project .. _The representatjveness1 the demonstrated 
commitment and accomplishment on behalf of Jewish 

·• . . • • I • ' ; ~ ' 
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. t 

• · -· - ····-·-····-·-· .. - -·· · · ·· continuity, and the vision a~d ieadership 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 is 
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 credibiUty 
about claims of broad community support. 

c 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 preli:ninary 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. 

c Central Address: One or more central communal 
organizations should be designated as the recipient and 
contact for lead comm unity 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 designated as the coordinator of the 
project. 

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

c 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 

3 
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' an element in taking action. . . ' 

Commitment 
' ., . 

~ ' ' . . •• f ··-

.' 

.. .. 

. 
How clearly 'and convincingly has the community exp·re:ss:ed 
its commitment to the improv~ment of Jewish education?:: 

.. 
·'' ... , 1 

Visi~n and "Promis·e,i · ·, ·: 
. : : .-. . .. 

How weli has the ·community articulated its view of the 
con.tent of Jewish education? · Does the community have the 
beginnings qf an improvement sfrategy7 

0 • 'I • O'- I r. • 

The projects _and innovativ_e •ideas proposed for the first two 
years, and the added resource supports the applicant expects 
to direct toward its Jewish education ~ystern are to be 
outlined in ~tf'essay tha( is ' P?_Ct of the preliminary proposal. 
These essays ~m ~erve as a_ 'Yindow on\ th'e ideas and 
intentions that t~e -appliqant would' elabp}ate upon in a full 
proposal. • .. 1•· • • 

• I 

* ,/ 

~ '. ' 
' 

'' . -.. 

,• , . 

. ··. '• 
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. ' . ' ... 
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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 community, and 
give evidence of their capacity to 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 
employed: the capacity of the community to carry out its 
commitment and vjsjon. In order to de:ermine the finalist's 
strength in each of the four areas (leadership, program, 
financial resources, and planning) the review will consider: 

c previous record in Jewish education; 

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

□ vision and imaginativeness with respect to 
program and system improvement; and 

c promise, that is, evidence of capacity to carry 
out improvement plans, as expressed by the 
methods and resources it puts forward. 

Leadership and Communitv Commitment 

In the final proposal, the composition of the local lead 
communities committee should be fairly well identified. 
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 stc1ff, 
and if so, who are the persons proposed to fill these roles? 

5 
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The final proposal may also elaborate upon the 
community's past record of collaborative ventures. 
Advocacy partnerships, volunteer contributions and other 
demonstrations of cooperation iri Jewish education will help . 

• I • I • 
reveal the depth and breadth of community involvement and 
its ability to work collectively. ..~ 

Program: Content' of Change : 

Ther~ ~re several content criteria an applicant must satisfy 
and/or address. 

. ... 
Record of Inr10·vation .. The community's record of risk
taking and ~q.nov~tion in Jewish e~ucation, including its 
demonstrated willingness t.o question conventional 
approaches and assumptions, will be ·examined as a measure 
of its propens1t;, to ~o~ceivc ~nd carry. out creative projects 
iQ ~he future.' :. . ' · 

. -
Progress with, In.transige'nt Problems;• iewish communities 
throughout the nation are struggling to find answers to a 
host of issues such as: sporadic participation, ways of 
upgrading the profes~ion of Jewish educator, defining 
minimum standards of performance, attracUng new talent to 
the field, designing programs for children with exceptional 
needs. The applicant's past successes in tackling tough 
problems are a measure of its resolve. 

Multi-leveis of Program ·Improvement. The lead community 
project 'is a~holistic approach to infusing new energy and 
enthusiasm into Jewish education. Well-conceived • 
programs a·ddresseq to' specific purposes are the building 
blocks for improving the system. B~t just as the vibrancy 
of Judaism inextricably links the individual and the . 
community, indivi~ual programs in isolation in the long run 
will not succeed.' A coherent and comprehensive set of 
program offedngs is the task· to be accomplished through 
this project. 

, . .. 
·, 

. \ 

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

0 3 out of 5 consumer age groups (pre-school; 
pre-bar/bat mitzvah; post bar/bat mitzvah; 
college age and young adults; adults and 
seniors) 

c 2 out of 3 education settings (supplementary1 

day school, college/university degree 
programs) 

c formal and informal programs 

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

Building Profession of Jewish educator: Jewish educt1tors 
are the primary resource available to educate our young 
people. "The medium is the message" applies to tbe Jewish 
education profession. Who 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 year 1, extend and intensify presently available 
professional development opportunities and/or on-the-job 
training programs. 
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• • • ,j • 

. ~ 
(?ver the course of ~he proj~ct _it. is expected that proposals 
will be developed to deal with the more difficult 
professional issues, such_ as:_ .. 

C expanding the ·capacities and · numbers of 
. graduates from training institutions; 

. . . -·. . -
c recrµiting increasing numbers of qualified 

0 

C 

C 

.. personnel; · . . . . · · 

raising salaries and benefits <;>f educational 
· personnel; 

' ,, ., 

developing new· career' tra~k o·pportunities; and 
.. 

incr~asing the empqwerm,ent o'f Jewish 
educators. . . . •. -~. 

• • 1 • ~' • ' ... 
I ;· ·a. r • • • 

,' 

1 , 

. Just as parents a e path to children, ~hil can be the 
path to par · , Both sides _'of this equation shoul 
a~dres in the applicanf s propos~l. 

Israel experience: There is considerable evidence that Israel 
. expedences 'bave substantial fo~rilativ'e imp.-ict on dedication 

to a Jewish w·ay of life. · Study in Israel also intensifies 
. comin.itment to careers in Jewish education. For these 

. ' . 
reasons, applicants are re·quired tq 9ffer plans to expand 

· opportunities for,yisits to Israel. -~ 
' .•· .. . 

.. ~·· 

. : "; ... , 

r • 

,, ' 
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Financial Resources 

The revitalization of Jewish education will require a 
substantial increase in funding. With rare exceptions, 
communities have not viewed Jewish education as a 
priority. New interest by private foundations in Jewish 
education, which will be tapped by this Lead Community 
project, is an encouraging development. Realistically, 
however, the major support for Jewish education will have 
to come from community sources. 

The level of funding is a clear and significant measure of 
commitment. Whether a community is wealthy or not, its 
level of effort and its decisions on its allocations of 
available resources are a statement of its values. Past 
allocations of resources for Jewish education -- per capita 
measures of wealtht contributions and percentages of 
available funds allotted to Jewish education -- are to be 
stated in the proposal. 

Plans to increase the level of local supportt and/or to modify 
the distribution of current funds for better results also must 
be addressed by the applicant. Measures of future financial 
resource commitment, to be evaluated with an eye toward 
the balance between ambitiousness and realism, could 
include: 

c increased targets in annual fund drives; 

c higher allocations of available funds to Jewish 
education; 

c pledges of st1pport to specific programs. 
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Planning . : ;· . 

. , 
. : , . . 

, ' . 

Pl~nning is ~t the ~eart of the Lead (;ommunities project. 
AppHcanes past activi~ies and _the o~~going professional ·, 
capacity of the community to engage in planning for )ev/isn· 
education will be examined. Past and current activities .
could include i:?lu~ ribbqn_.co'mmissiq_ns, bro.ad-based studies 
by boards or committees of community-wide agencies, or 
professional planning 'staff. The co·mmunhy's prior . 

',·•. '' 

· , , planning efforts· and ~ow the applicant intends to strengthen 
its plan~ing 

1

process through the Lead. Community project 
will be r~viewed against the folio~ing specific tasks: 

: •' ' . \, .. . 

C 
: . i ... : .. '' ·{ : ,. ' 

Assessment' of.the state 'of Jewish education in 
the co.mmunity. (Inclu~es ~omp~lation, 

.. analysis and regular updating of demographic, 
:; enrol~ent, personn~l_ res9urc~J ad other 
·.: ~as~lirie -inform~!ion.) · { ::'· · ' 1, • . . . \ . 

/ I " • 

C ·. Needs and resources:~ methodical I 
r , 1\ 

. Q 

determinations of priority needs in Jewish 
education ati_d ~nalysis of available resources. · 

. ~ ! 

Goal and prforjty setting: explicit statements 
about" pr~orities and th~ :~tratcgy for achieving 

. them. 
~ . 
I 

c Multi-year planning: an · integrated 

C 

implementat!on pla~ for ii;npro~ing educational 
' . effeptiveness. : .. · . .-:: <: . ,• \ . ' .. 

. Monitoring ·and evaluation: a structure together · 
· ·with-the 'res9uices ne~essary th carry it out for 

as_sessing wheth~r plans are ,meeting targets,e u s/--, g 
-tk._.,,,·t~~- ~;1~-7~·.,) 

; I•.,•, : < I 

.. .. 

" : . ' . ' ' ~ ' .. • .. 
I 
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Application of the Criteri:i 

Panels of experts with broad perspectives, including 
communal professionals and Jewish educators, will assist 
CIJE staff and consultants at both phases of the process in 
screening applicants .. in reviewing proposals and in 
making finalist site visits. 

They will be guided by checklists to determine baseline 
eligibility, together with rating sheets to evaluate applicants 
against each criterion. 

It is anticipated that proposals initially will be grouped in 
categories of "YES", "NO", or "MAYBE". Those proposals 
falling at the margins will be scrutinized more closely using 
the ratings. Recommendations, strengths, and weaknesses 
then will be assembled on every proposal for review by the 
Lead Communities Committee of the CIJE Board. 

The Lead Communities Committee of the CIJE Board will 
select finalists and will prepare a set of recommendations to 
present for final decision to the full CIJE Board of 
Directors. 
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Toe creation of the Lead Communities project will proceed according to the following 

timetable. 

Month 

Mid-January 1992 

February-March 

April 

mid-May 

mid-June 

early July 

late July/August 

August 

August/September 

October 

October/November 

November 1992-
July 1993 

September 1993 

Benchmark 

Approve lead community plan 

Announce the project & distribute 
guidelines to local communities1 

Preliminary proposals due (6 weeks 
to prepare) 

Select finnlists 

Progress report to CIJE Bor.rd 

Finalist proposals due (6 weeks 
to prepare) 

' Site Visits and finalist proposal 
reviews 

Recommend communities 

Select and anounce Lead 
Communities 

Seminnr for Lead Communi:ies 

Agree on each CUE/community 
joint program 

Lead Communities develop plan and 
pilot action program 

Lead Communities begin full-scale 
implementation of action progrnm 

CUE Board Role 

CUE Board 

Lead Communities 
Committee)2 

CIJE Bonrd mtg 

Lead Communities 
Commillce 

CIJE Board 

1Copies of the guidelines will also be circulntcd to national agencies with local 
constituents (e.g. religious movements). 

2Lead Communities Committee of CUE Board of Directors. 



t. 

II 
\ 

FOR INTERNAL USE ONLY 

LEAD COMMUNITIES 

A Project of _the 

11 

Council on Initiatives in Jewish Education 

I • 

,. .. 

I DOCUMENT #5:, PROPOSED REVIEW PROCESS 

... 
, r '"t ; • 

, · · Introduct,o~ - • · 

. ·• 
The outline that follows d~s,;ib~~ a two-s~age process for selecting 
Lead Communities: . ·· 

1) 

2) 

' ., \ 
' - ' 

f •• 

. ·-
Short · preliminary proposals: these dre · read and discussed 
by review panels for-input into the decisions on finalistsi 
de'cisions on finalists are made ·by the Lend Communities 
Committee of 'the CIJE Board; and . 

Final proposals: evaluation teams read proposals and visit 
each of the finalist cities; final decisions oc lead community 
selections are made by the full CIJE Board, based on 
recommendations by its Lead Communities Committee. 

The timetable assumes that guidelines, incorporating changes 
indicated by the CIJE Board of Dlr~ctors at its mid-January 
meeting, will ,be released by the end of .February/first of March. 
Lead community seltctions will be announced by the end oi 
Augu~t.. 

The process ~!lows: ' · . . :. . 
J. 

I • 

C 6 weeks f~r~~pplicants to prepare preliminary proposals 
• , •• 'f •• ' ' 

' ' 
C 6 weeks for finalists. ~o 'prepare final proposals 

. 
c . 6 weeks for preliminary proposal review and decisions 

c 8 weeks for finalist review and decisions 

• C 

,- -

1• I 
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I , 

Release of Guidelines and Preliminary Proposal Preparations 

What 

1. Guidelines for proposals 
released 

.2. Bidders !eleconference 

3. Review panel members 
selected and briefed 

4. Panel r~view schedule 
finalized 

5. Preliminary Proposals due 

) 

Who When {End date) How Long 

CIJE staff/consults Feb 28 (Fri) 

CJF Telecon network March 10 

CIJE staff/consults March 31 

CUE staff/consults April 6 
and panelists 

LC Applicants Aprll 9 (Thur) 

2 

2 hours 

2 - 4 wks 

6 wks 

P - 1 0 

@ 

i . , 

... 

., . .. 

. , 
w 

.: 
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Preliminary Proposal Review 

NOTE: 

■ Assumes between 15 and 2B respondents to RFP. 

• Each of 3 panels will read\Q to 12 proposals. 

■ Each panel Includes 4 people: 

• 2 educators .. 
· 1 communal professional/planner 
· 1 CIJE staff/consultant 

CIJE pre-appoints chair. · 
.. . . 

' I I \ • , • ., 

•, ... 
••• I ,, .... . . 

. '. ,. 
What ---___.;.a.a.;.;.,. _____ ' \ Who · ~· . When (End date) How T .ong (wks) 

✓ • 

1. Checklist review 
; . - \ . 

CIJE stnff/consµlts' April 14 (Tue) 1/2 week 
. - ' . Notify LC of gaps.'. 

I • 

2. Mail propos~ls to reviewers 

3. Brief written status report 
mailed to LC committee of 
CIJE Board 

4. Panel members rend proposals 

5. Members forward score.sheets· 
/comments to CIJE· for ' · 
compilation. Includes: 

. Recommendeds, ~ankcd 
with concerns/issues 

, Rejects· (with reasons) 
. . '.. .. .. , .. 

! . ' ' '· ~. 
CIJE staff/consult,; April 15 (Wed) 

CIJE staffi'consults April 17 (Fri) 

Panelists · 

Panelists 

• • t 

.. " .. ~ ; 

April 27 (~on) 

April 28 

I 
O 

1° 

6. QJE corn.piles score sheets · · · .. · · CUE/Panel ' May 6 
/comments, and holds tele- · 
conference with each panel · ···· .. ... . 

, . ' . 
. ' 

r• 3 r 

' . 
... .... 

'. 

Overnight 

1.5 weeks 

~ Overnight 

1 wetk 

.. I 
' . 
l ' 

I 1, 
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What Who When (End date) How Long (wks) 

. _., . 

7. CIJE staff ranks proposals CIJE staff May 14 (Thur) 1 week 
Overnight and forwards recommendations 

to LC committee of CIJE Ed 

8. LC committee makes 
decisions on finalists 

9. Announcements of finalists 

LC committee May 19 (Tues) 
(Team leaders attend 
as resource) 

CIJE staff/consults May 21 (Thurs) 

4 

. ... 



Final Proposal. Preparation 

What 

1. Guidelines, forwarded to 
each finalist 

Cite specific gaps, issues, 
concerns; forward to each 
finalist 

2. Site visit evalu'ati~n teams 
organized & scheduled 

3. Final proposals due 

. ' 

, · .. , _, . .. . , .. . . 
•: I • 

Who When (End date) _How Loog _(wi<s) 

CIJE staff/consults 
I : r ' 

~fay 21 (Thur) .- 2 days 

CIJE staffi'consults May 27 (Wed) 1 week 

CUE staff _ 

·1 .. •• 

LC finalists 

I •. 
I ,, 

• r .. . . 

. 
, . .. t 

.. 
·.•' 

June 15 (Mon) 

July 2 (Thur) 

. \ 
' . ' 

I 1 
~ ' .. 

3.5 weeks 

6 weeks 

. . : . 

• • # .. • 

. ~ .. 

I • ...... • •.. ~ .. ,. 

-····· .. •.,. : . : 
.. t : 

• · . . . 

. 
• 

' .. . . ' 

5 
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Final Proposal Review 

NOTES: 

• Members of review panels for preliminary proposals 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 a rule will vlsit 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/consultant will serve on each team. 

■ Others may be added based on specific characteristics or claims of individu.11 finalists. 

What 

A Proposal Review 

1. Checklist review 
. Identify gaps, 

concerns, issues 
. Notify LC of gaps 

2. Mail proposals with 
CIJE comments to site 
evaluation teams 

Site visit protocol 
included with packet 

3. Teleconference prior to 
site visit 

Who When (End date) How Long (wk.-.) 

CIJE staff July 7 (Tues) 

Mailed by CIJB slnff July 7 

Core panelists read 
all malcrialsi 

Other site evalunto:s 
review for their sites 

Each site visit team July 14 (Tues) 

6 

1/2 week 

Overnight 

1 week 

..... , . 



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

B. Site Visits 

4. Visits to LC finalist sites · Evaluation teams 

5. Prepare site visit reports · · · · ···Team Leader 
(Mostly check! ist format) 
with recommendation 

C. Deliberations/Decisions 

6. Core panel review, at CUE · 
offices , 

. Recommendeds, ranked 

, .. 
• ; . ~ .' ~ 

' 6;re 'pan~l, CUE 
staff/consults 

with concerns/issues ' • 

July 31 (Fri) · · 

Aug 4 (Tues) 

Aug 5-6 

. . Rejects (with reason~). . ;· , .• , . . 
•• 1', 

7. CIJE compiles recomm~ndations ·clJE staff/~on&ults \ Aug 7 (Frl) 
/comments, and forward~ to r ' · ' , 
CTJE board ·· · · ·· ·•· 

8. LC committee meets to 
review recommendations 

9. Recommendation p~ckage 
forwarded to CUE Board 

10. CIJE Board makes final 
decisions 

11. Announcements/award 
notifica'tions . .., :. 

. ' 

LC committee 

QJE staff/consults 

CIJE board 

CIJE staff/consults 

' 
,i••: 

.. . : .. 

. ... 

.. 

. ' .. 
• I • 

... 
'; \ . ..,· 

I • ! 00 

7 

Aug 13 (Thur) 

Aug 19 (Wed) 

Aug 26 (Wed) 

Aug 31 

• I 

·· 2 days/each 
25 we~ks fur all 

En<l of visit 

(2 day review 
meeting) 

Overnight 

... 



•1 

- -- -; .. - - - . , ........... C. ~ 1-1 ::::> :::. u L.: 

. ! 
, ' I 

II FOR INTERNAL USE ONLY II 
I 

LEAD COMMUNITIES 
. 

A Project of the 

Council on· Initiatives 1ri Jewish Education 

DOCUMENT #6: . CIJE SUPPORT(fECHNICAL 
ASSISTANCE STRUCTURE 

:. . ., 

OV'erview .. 
,: 

' • • \ • • I • 

I• . 

. . ' .. 
CIJE will initiate . and coordinate a conliquum of supports of 
lncreasing intensity' as le.1d commu'nit.y proposals proceed 
toward implemeot~tion. '.· CUE' ' · expectations of lead 
communities ·and its responsibilities to them at each stage of 
the process f~llowing t~e release of the Guidelines include: 

Preliminary Proposals 

Guidelines release, Preliminary proposal preparation 

· · c Mail .Gui~elines packets t9 target communities, and to 
anyone who makes an i-9quiry. 

• c Respond' • .. io questions about Guidelines (policy 
questions,·' process requirements). Provide assistance 
via felephon~ in response to ~equests on ad hoc basis. 

c Plaat make arrangements and run .bidders confere:ice 
· (using CJF. satellite hook-tip). 

• C 

-~ 

, .. 

' : . 
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. ' 

Preliminary proposal aoplications 

c Review proposals against checklist for missing pieces. 

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

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

Final Proposals 

Final Proposal preparation 

c Provide clarification and technical assistance, upon 
request by a finalist, by telephone (or mail). ClJE's 
objective is to be as helpful as possible on matters such 
as: fund-raising linkages, planning suggestions, models 
to consider. 

o Provide on-site technical assistance on an ad hoc basis, 

Final oroposal review 

c Organize site visit teams (comprised of senior policy 
advisors, insiders - known to the bidder community -
and outsiders) to ·ev.aluate finalist community. 

2 
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,, 

Implementation 

Implementation. Phase 1: Planning (6 - 12 months) 
L.:. .,..,i C... ,-,-, v,·, r; • 5 __,, 

c Organize seminar, to which a~ ~re invited, to 
lay out CIJE's expectations in areas such as: 

✓ quality and standards 
✓ planning 
✓ best practices 
✓ monitoring and evaluation 
✓ resource commitments 

c Draft LC/CUE agreements with each community, as 
result of seminar. 

C Prepare/provide planning guidelines for lead 
communities to follow Jo undcrtoking planning during 
next 6 - 12 months. 

c Coordinate on-going communication network; link 
resources to needs. 

c Convene external teams to assist and react to 
community planning process. 

c Link lead communities to best practices project, 

4 
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l?1plementation, Phase 2: ~ction Plan (2nd - 3rd vears) 

C 

0 

All of_ the above. plus .. : 

Coordinates technical assistance "support bank". --'The 
support bank, linked to the CIJE database of experts in 
diverse areas of Jewish education, provides a "line of . . . 
credit to each lead community by which it can obtain 

. expert assistance. The currency is,,hours of service. 
CIJE staff function as''loan officers: they watch each 
account, approve major requests for services, and may 
recommend tha~ a lead community avail itself of a 
particuiar expert. CIJE must worlc out: 

• , ... • J/ 

✓ Bank accoun't/credit for each lead community for 
use of national experts •:, ., 
\ . . f I ' .... . l ~ • 

✓ Areas of expertise \within 
identify/coptract with exp_etts 

·, • 'l,. 

which to 

. . 
✓ LC access procedures, and limits on use of 

·· support bank" 
' 

I I 

· ✓ Nature of agreement between CIJE and support 
banlc' experts 

c }vfonitoring. Evaluation and Feedback to lead 
communities. CIJE will d_evelop a bi-partite system for 

. monitoring and evaluating lea:d community progress, 
wich 'CIJE and each lead community responsible for 

• . carrying out a component of ;he plan. CI_JE will: . . . 
t . . 

✓ . Define monttoring, data collection and analysis 
· plans to be carried out by each lead community. 
These plans will address baseline management 
dai'a . needs,' · ·~eviews ' of progress on lead 
community defined objectives, and periodic 
reporting requirem'ents. 

5 
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✓ 

. . ·-·- ;· ~ 

Develop an independent research and evaluatjon 
program to be carried out by CIJE staff and 
consultants. 

Broker between communities and funders, CIJE will: 

✓ 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/priority, 
grant size range, contact persons, application 
procedures). 

✓ Maintain an active listing of lead community's 
priorities, needs and strengths. 

✓ Facilitate contacts between lead communities 
and funders; alert CIJE board members, senior 
advis~rs, and/or others in the CIJE network to 
intervene with a funder on behalf of a lead 
community. 

✓ Provide techni~l assistance to a lead community 
to address a concern of a funder. 

c Link continental resource agencies to lead communities. 
CIJE will maintain close contact with continental 
resource agencies (e.g., JESNA, JCCA, universities and 
other national training institutions, denominational 
movements) to: 

✓ Define one or more specific projects through 
which each agency will work to support a lend 
community or sev~ral 9ommunities, 

✓ Develop a resource inventory for use by lead 
communities in solving specific problems. 

6 
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✓ ... · Facilitate con~~~ti~ns between lead communities 
· and agencies o~ issues of mutual interest. 

Provide leadership recruitment assistance. 

Organize periodic plenary activities that convene read . 
communities ?round common .concerns. 
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JACOB B. UKELES, PH.D. 

Jacob B. Ukclcs is President of Ukc!cs Associa(cs Inc. 

In his 25-ycar c.1recr, Jack Ukelcs !ms served as a senior ildvisor to cities, non-profit 
institutions ancl communal .1gc11cies. 

He wc1s one of the key players on the team that led New York City out of its fiscal crisis ln 
the mid-seventies, serving first as Executive Director of the Mayor's Management Advisory 
Board, then as Deputy Director of Opcrat-ions 011d next as Deputy Director of the Emergency 
Financial Control Board. He set up pctformnncc-basc<l man;1gcmcnt control systems for all 
30 Mayoral ngencics, monitcm:c..l the City's revenue nnd expenditure plans and helped nc.:hicvc 
substantial workfon.:c reductions •· tt)(alling 60,000 jobs -- with minimnl service cutbacks. 

In Hartford, Conncctic.a1t1 Jack directed a citywide mnnngcment improvement effort tlrnt 
resulted in better public.: services ilt lower costs -- $15 million w,1s gnincd over 5 years. He 
hns served as n consulln11t to numerous business org:inlz,1tions1 public.: commissions, clec.:tecl 
officials nnd government agencies in J'icw York, Connecticut, Alnskn, Canada and at the U.S. 
federal level. 

In the early eighties, as Executive Direclor for Community Services of New York's 
Fcderntion of Jewish Philanthropies, Ja<.:k Ukeles ma1rngccJ thi: allocmion of $45 million 
annunlly to a billion-dollar network of 130 non-profit he,illh nnd human service agencies. He 
oversaw completion nnd planning npplicatiom; of a major demogrnphlc study of the 
metropolitan area •- the largest Jewish population center outside of Israel. And bis efforts 
were instrumental in guiding Fcdt:ration from nd hoc to strategic phinning, incorporating a 
new regional perspective. 

Author and educator, Jack .Ukcks currently serves on the faculty of Columbin University's 
School of Intcrnationnl and Public Affairs. Ht was founding Chairman of the Graduate 
Department of Urb,1n Affairs and Policy Analysis .of (he New School for Socinl Rcscuch rind 
has taught at the University of Pennsylvania, where he n!so directed the Urb:m Strategics 
Project. Ile is nuthor of the hook, Doing More With I.ass: Turning Public !vfmwgcmcnt 
Around and numerous c1rticlcs that have appeared in New York Affairs, Urban Affairs, 
Perspectives in Jewish Populallo,i Research and Viawpoillts. 

Jnck Ukclcs was a Fulbright fellow in India anu earned his M;istc:rs in City Planning and 
Ph.D. from the University of Pcnnsylvanin. 

He is married to Micrlc Ln<lcrmnn Ukclcs, an artist. They have tlin:c chiltlrcn and live in 
New York City. 

► UICEI.E.S ASSOCIATES l~C 
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JAMES MErnR, Eo.D. 

During the past 20 years, Jim Meier's career has osdllated between the thcoreticnl (planning 
and analysis) 1111d the applied (operational manng,'.ment). He has worked in government, 
private and non-profit sectors, spccinlizing in finance, education nnd social services. 

Prior to joining UAI, for four and a lrn!f year:,; he scrvcJ .i5 First Deputy Director of the 
Dul.l~cl Offii;.c uf ~he N~w York City Oolln.l of 'Cduc11tion, the !nrsc11t 11ch,,,,1 11yettcm in the 

nation with an annual budget approaching $7 billion, nearly 1,000 schools, over 100,000 
employees and 950,000 students. fo llddition to supervising n budget office staff of over 100 
people), he was responsible for 11ew initlativcs with policy implic,11im,s for the school system. 

Jim's link with the I3oar<l of Education evolve(.} from n consulling relationship. For seven 
years as head of bis own management consul1!11g flrm, his clknts indl1tl<.:<l ~tate government, 
New York City :igcncics, colleges aml universities, non-profit orgnni7.at!ons nn<.l n Fortune 100 
corporation. Among his projects wllh lhe New York Ci1y I'3o:ml of Education was r<!vamping 
the budget rcquc:st p.occ~, 1·c.sull1ng ln record in~rca:ic..s in .-.t,1l1; ,rnd ll.,cc1l :supptll't • • over 
$500 million ncldcd to the bas<.: budge! in two ycnrs. 

In the area of social services, he comluclccl seminal management ,malyscs of the New York 
City Yom!1 Bt1rcm1 that let! m fl.mtlamental reform): nno 1'eorgan1znt1ons or tllat agency, a 
similar analysis of Special Services for Children, dt.:signcd n new pmgram for n hospital in 
comprehensive care for the elderly, nnd planned und implcmcnlcd the succ<!ssful merger of 
two non-profit organiwtions scrvil1g lhc el<lcrly blind. 

From the mid- to late-l 970s, Jim Meier managed the Enst Harlem Block Schools, a multi
dimension,11 comrm1nily-based organizalltm wltb an elementary :rntl middle school, two 
nursery schools, and a college progrnm for parents and staff, affili,1tctl with Bank Street 
College of Education. 

In the enrly 1970s, Jim prep:m:c.1 a nrnjor portion of the report of the Fleischmnnn 
Commission, one of the most comprehensive commissior1 studies ever on elementary nnd 
secondary education, and still a seminal rcsel'lrch docltmcnt. 111 the 1980s he serv<.:tl 11s senior 
staff t,1 the Governor's Commission on Higher Education and !he Economy in Connecticut, all 
major recommendations from which were cmH.:tcd by the lcgislaturl!, 

Jim Meier served in Ille Peace Corps in India, which he revisited in 1970 with n William 
Kinne fellowship. He has un Ll!Hkrgrnduatc degree from Willinms College, a Mnstcr in 
Urban Pla11ning and n Do<.:torntc In Educational Administration from Columbia University. 

He currently lives in New York City with bis wife and two children. 
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DOCUMENT #3. • Proposed Review Process 
Audience: CIJE Board and Srnff 
Length: 2 to 3 pages 

Introduction 

The outline that follows describes a two-stage process for selecting Lead 
Communities: 1) short preliminary proposals that are read and discussed v 
by review pands for input into the decisions on finalists; and 2) final V 
pl'oposals, with site evaluation teams visiting ench of the finalist cities. 

There are 21.5 weeks between February l and July 1, the tnrget date for 
announcement of Lead Community selections. It is essential that site visits 
be conducted in May/early June at the latest. The proposed process is 
designed to fit within the time window. To do so requires some \' 
compression of decision-making deliberations and considerable pressure to 
maintain deadlines for every interim ~tep. 

The process .illows: 

c 4 weeks for e<1ch round for applicants to prepare proposals 

c 6 weeks for preliminnry proposal review ~od decisions 

c 8 weeks for finalist review nnd decisions 

1 



Release of RFP and Preliminary Proposal Preparations 

'What Who 'When (End date) 

1. RFP released 

2. Review panel members 
selected and briefed 

3. Pand review schedule 
finalized 

4. Preliminary Proposals due 

: ,. , 
\ . . . . 

•., I 

CIJE stnff/consults 

CIJE staff/consults 

.. CIJ~ ~taff/cqnsults 
and panelists 

L~ Applicants 

.. 

,. . 
I 

' . •' 

Jan. 31 

Feb. 18 

Feb. 26 

Feb. 27 

I , ' \ • 

' ~ . \ 
~ .. ' \ 

r ' .-. 
.,: t .. , 

, ' 

t 

. 
• I • , . ... 
. •·. ' 

2 

~ 

How Long ('M(S) 

" 
2 • 4 wks 

4 wks 



' .. _ ,,. 

Preliminary Proposal Review 

NOTE: 

■ Assumes between 15 and 25 respondents to RFP. V 

■ Each panel will read 5 to 8 proposnls. 

■ Each panel includes 4 people: 

· 2 educators 
· 1 communal professionnl/planner 
· 1 CIJE staff/consultant 

CIJE pre-appoints chair. 

What Who 

V 

1. Checklist review CIJE staff/consults 
. Notify LC of gaps 

2. Mail Proposals to reviewers CIJE stafUconsults 

3. Panel members read proposals Panelists 

4. Members forward score sheets Panel ists 
/comments to CUB for 
compilation. Includes: 

. Recommendeds, ranked 
with concerns/issues 

. Rejects (with reasons) 

5. CIJE compiles score sheets CIJE/Panel 
/comments, rind holds tele-
conference with each pnnel. 

6. CIJE stuff ranks proposals CIJE staff 
and forwards recommendations 
to LC sub-committee of 
CIJE board 

When (End date) 

Marc.:h 5 (fhurs) 

March 5 

Mnrch 16 (Mon) 

March 17 

March 24 

March 26 (Thurs) 

7. LC Sl1b-committee makes final 
decisions 

LC suh-com. March 31 (Tues) 
(Team leaders attend 
as resource) 

8. Announcements of finalists CIJE staff/consults April 2 (Thurs) 

3 
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dJIV 

How Long (w~) 

1 week 

Overnight 

1.5 weeks 

Overnight 

1 week 

1 week 
Overnight 



What 

1. Guidelines, forwarded to 
each finalist. 

Site specific gaps, issues, 
concerns forwarded to each 
finalist. 

2. Site visit evaluation teams 
organized & scheduled. 

3. Finni proposals due 

Final Proposal Review 

NOTES: 

Who \Vhen (End date) How Long (wks) 

CIJE staff/consults April 2 2 days 

CIJE stnff/consults April 7 , 1 week 

.. . 
CIJE staff April 28 ' 3.5 weeks 

LC finalists April 30 (Thurs) 4 wetks 

·••1 

I • 

■ members of review panels for preliminary pro11osals ·wm serve as core members of site visit 
teams to Lead Communities fihfllists. ' ' 

\ . 
I 

■ Mix and match teams for finalist site visi°ts; site· visit evuluators ns a rule will visit 2 or 3 . r 
sites. Each site evaluation team includes 3 people. A~ nn avernge of 2 to 3 sites/person means 
10~12 ptople. A CIJE staff p~rson/consultant on ·each team. 

• Others may be added bnsed on specific choracteristics or claims of individual finalists. 

What 

A. Proposal Review 

1. Checklist review 
. Identify gaps, 

concerns, issues 
. Notify LC cigaps. 

2. Mail propqsals with 
CIJE comments to site 
evalu,1tion teams. 

- .. - ---- ,,_., _________ _ 

Who When (End date) How Long {wks) 

ClJE staif .Mny 7 (Thurs) ~ l week 

t 

. . . ·· Muiled by CIJE stnff May 7 Overnight 

,. 

4 
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When (End dat~ 

Mny 14 (Thurs) 
Whnt 

Site visit protocol 
included with packet. 

3. Teleconference prior to 
site visit 

B. Site Visits 

4. Visits to LC finnlist sites 

5. Prepare site visit reports 
(Mostly checklist format) 
with recommendation 

C. Deliberations/Decisions 

6. Core panel review, at CIJE 
offices 

. Recommendeds, ranked 
with concerns/issues 

. Rejects (with reasons) 

Who 

Core pane\ists rend 
nll nrnterials~ 

Other site evaluators 
review for their sites 

Ench site visit team May 19 (Tues) 

3-person teams 

Team Lendtr 

Core panel, CUE 
sta ff/consu 1 ts 

June 5 (Fri) 

fone 8 (Mon) 

June 9-10 

7. CIJE compiles recommendations CIJE srnff/consults June 11 (Thurs) 
/comments, and forwards to 
CIJE bomd. 

8. LC Sllbcommittee reviews 
recom mcnd,1tio11s 

9. CIJE Board makes final 
decisions 

10. Announccments/nward 
notifications 

LC subc(.m1mittce June 15 (Mon) 

CUE bo,1rd June 18 (Thurs) 

CIJE srnff/consults June 24 (Wed) 

5 

1 week 

0.5 week 

2 days/each 
2.5 weeks for all 

End of visit 

(2 day review 
meeting) 

Overnight 
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AGENDA: LEAD COMMUNITIES TELECONFERENCE 

El.STER, FOX, LEVY, HOCHSTEIN, HOFFMAN, MEIER, UKELES 

NOVEMBER 13, 1991 

------------------------------------------------------------------------------------------------

1. Continue to review the outline of the Plan for Lead Communities (see attachment) 

2. Research, Monitoring and Evaluation: Relationship to Lead Communities (debrief 
on conversation with Adam Gamoran) 

3. Update on Fox/Hochstein concept paper on Lead CommunWes 

. ,· . . 

' 

. ' 
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NOTE: NEW MATERIAL INDICATED BY < ..... >. 

Outline 

[November 8, 1991] 

DOCUMENT #1. What and Why Lead Communities? [Rationale] 
Audience: CIJE Board; informed and interested publics & critics 
Length: 2 to 3 pages 
Contents: 

■ Purpose of project: to demonstrate that it ~ possible to 
significantly improve ,c; the effectiveness of > Jewish 
education with the right combination of commitment, 
leadership, programs, resources, and <planning>, 

<CIJE will define ''improvement'' for the purposes of the Lead 
Communities project and each community will be asked to define 
"improvement" as part of its goals beyond minjmal levels.> 

<CIJE will define common threshold goals for improving 
effectiveness in five are~s: 

a. Increased participation. to be measured as a percentage of 
population 

b. Longer duration, to be measLJred by years (or hours) of 
participation 

c. Improved offerin~ to be described by input characteristics (e.g. 
staff qualifications, curricular developments introduced) 

d. Improved ol1tcomes <related to jew knowledge, skills, 
behaviors> 

e. High~r standards, and standard clarification, related to quality of 
experience and outcome 

1 



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

· Specific objectives/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)> 

• Va]ue of models as change strategy 

· Try out visionary approaches 
· Rep}icate/adopt good ideas 
<. Change requires a large enough :ield • need to effect 
sys~em not just one school> . , 

■ Definitioi:i of coqrnrnnity · ' 

· Geographic definition of "community11 (recognize other kinds of 
community exist -- e.g. all the day schools with high schools -
non-geographic communities tend to be unique -- defeats 
replicabHity objective) 

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

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

■ Definition of 11lead11
: community that will lead in 

<planning> and . implementing co.re program + additional 
innovations. Core program includes: 

2 '. 

' ' 



-·--- - -·- . <·· -A-mult{~y-ear .. 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> 

3 
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DOCUMENT #2. Draft request for proposals (RFP) 

Audience: prospective applicants. Mailed to all communities whhin 
community size limits + all those who wrote to inquire regardless 
of community size. 
Length: about 10 pages 

Contents: 

■ Overall propos.al preparation process 

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

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

· W~o is- eligible to apply·-- a ·central community 
organization in a ·co~n:.1unity with a Jewish population of 
between 15,000 ?fd 300,000 · 

<ISSUE: We propose using the CJF classification of communities. 
Examine consequences of drawing line at 10,000, 15,000, 20,000, 
or 25,000 

SEE ATTACHMENT A: LIST OF CITIES IN NORTH 
AMERICA> 

■ Background 

. Purpose and nature of lead community project 
[ summary of 1. Rationale] 

· Anticipated number of finalists (6 to 10] 

· Anticipated number of Lead ·communities (3 to 5] 
•' 

· Types of support available t~ a 1.-,ead community [summary 
of 5. CIJE support structure] · 

4 
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<• 

• 

. Commi.tments inherent in agreeing to participate <in lead 
community program > (e.g. contractual agreement) 

Typic~l 3 - 5 year program (illustrative) 

· 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?> 

What ~hould be included in a Preliminary Proposal . . 
· The Central communal organizational recipient is identified. 

• ' I . , 
ISSUE: F~deration only; Fed~ration + central educational agency; 
or Federation + congregational council; or adhoc community-wide 
communal entity for Jewish education with Federation, 
congregations and central educational agency involvement. 
<(discuss with Zucker, Mandel)> 

<. Lead communities program committee 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 T ~:irl r.nmm11niti~c:. ('.f.\o-tmitte~ (representation, 
size etc.) needs to be identified 

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

5 



.. ·•-·•------------------------------ ---

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

· Summary of findings of recent studies 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 jdeas for improvement> 

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

• Abstract 

· Community description, needs 

· Capability statement 

· Goals and standards 

· Program elements (re planning and implementation) 

· Evaluation and information collection 

· Commitments 

• Budget and personnel 

· Attachments 

• Criteria and proposal review process [summary of Document 
3. Selection critcria/ratin& structure and 4. Proposed review 
process} 

■ Evaluation and information structure: 
. Expectations of LC 
. Role of CIJE 

6 



■ Timetable [summary of 6. Timetable for LC project 
plannin2 and Initiation) 

■ How to apply 

.. . 
. . 

7 
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DOCUMENT #3. Proposed review process 
Audience: CIJE Board and staff 
Lcns;th: 2 to 3 iJages 
Contents: 

<• Check list for completeness of submission. Procedures for 
incomplete proposals.> 

P.03 

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

■ How (e.g. <rating criteria addressing proposal, site visit, other 
information and input concerning community:> r;itine ~rt11l"tme; 

steps jn review; decision making process) 

■ When (detailed timetable) 

■ Where (e.g. proposer presentations, site visits, and/or committee 
review and decision meetings) 

8 



DOCUMENT #4. Selection criteria/rating structure 
Audience: CIJE Selection panel(s) 
Length: 2 to 3 pages 
Contents: 

■ Criteria for selecting Finalists 

· Eligibility (city size, community leader, representative 
committee) 

· Core Program checklist (all) <(See "Definition ... " under 
Document 1).> 

P.04 

• At le:ic;t: 3 f.ll1t c.f five :igP. gr,:1L1p~ (pre-c;ch1;1ol; pri?-b~r/b~t 
mhzvah; post bar/bat mitzvah; college age and young adults; adults 
and seniors) 2 out of four types of education (supplementary, day 
scl')o?l, informalt mixed formal-informal) 

, . 

• Criteria for assu.riog representative lead communities 
( these are illustrative) . 
· Geography: 1 from Canada; 1 from Northeast; 1 from South; 
1 from Central 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 l0Q,000+ 

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

' 

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

9 



· Present capability (ass·ets/programs/track record): Depth and 
breadth of current programs, systems, practices, and innovations; 
Involvement and support of the community planning and action 
capacity 

· Commitment: leadership; human and financial resour~es; 
commitment to "core program'' 

-' 
· Overall quality: imagination and quality of ideas, realism, 
viability of proposals 

• Scoring sheet 

10 

--



DOCUMENT #5. CIJE support/technical assistance structure 
Audience: CIJE Board and staff 
Length: 2 to 3 pages 
Contents: 

<■ CIJE will initiate and coordinate a continuum of supports of 
increasing intensity as lead community proposals proceed toward 
implementation. CIJE expectations of lead commuohies and its . , 
responsibilities to them at each stage of the process following the 
release of the RFP include: 

A. RFP relea~e, Preliminnry proposal preparation 

· Mags RFP packets to target communities, and to all who make 
inquiries. 

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

- . . 
. Plans, ~akes ar~angements and runs bidders conference (using 
CJF satellite hook-up) 

B. Preliminary proposal applications 

. Reviews proposals against checklist for missing pieces 

. Coordinates preliminary propos2l 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 disposltion of 
their proposals. 

• Provides each ffoalist with a list of issues/gaps identified by 
reviewers. 

.. 11 
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C. Final Proposal preparation 

· Provides clarification and technical assistance, upon request by a 
finalist, by telephone (or mail). Short of providing concrete 
resources 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: 

✓ Team leader 

✓ Multi-dimensional experts in diverse areas of planning, 
formal and informal education, subject areas, lay leader, etc. 

✓ Teams to evaluate: 

✓ Education programs at different levels 

✓ Community involvement and financial support 

✓ Planning capability 

✓ 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. 

12 



E. Implementation, ~hase l: Planning, includin2 SeJf.Stutfy (6 -
12 month") 

· Kick-off seminar, to which all finalists are invited 

· Prepares/provides self-study guildelines for lead communities 
(modeled after recertification review, e.g. middle states) 

· Coordinates on-going communication network. links resources to 
needs 

· Convenes external teams to review self-studys 

, Link to best practices protect 

F. Implementation, Phase 2: Action Plan 
• I 

■ All of the above, plus .. : 

■ Oversees •fsupport bank11 structure, e.g. 

• Bank account/credit for each lead community foe use of national 
experts 

• Areas of expertise within which to identify/contract with experts 

• LC access process, and limits on use of, support bank 

· Nature of agreement between CIJE and support bank experts 

• Monitors, evaluates ~nd provides feedback to lead communities 

• Serves as broker between communhies and funders 

■ CIJE Tasks:> 

13 
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■ Outline foundation/funding phm, 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 

■ Cuw . .:~pl ~llu!.;tu1c:, fur kmk1:,1Jip 1t:cruium:ul a:s::;i:staucc:: 

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

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

14 
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DOCUMENT #6. Timetable for LC project planning and Initiation: 
Audience: CIJE J3oard and staff 
Length: 1 page 
Contents: 

Month Benchmark 

Mid-January Approval of Lead community plan (CVE board) 

February 1992 

March 

April 

May 

May & June 

July 

August 

September 

RFP released 

Preliminary proposal applications due 

Proposal reviews, selection of finalists 

Final proposals due 

• . Site Visits and Proposal reviews 

Final decisions and award notification . . r 

Seminar for lead communities 

Programs begin 

15 
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CITIES IN NORTH A.\.fERlCA WITH A FEDERATION (lNCLUDING VOLUNTEER DIRECTED) 

Category City Total Number of 
Jewish Pop Jew Pop Cities 

20,000 to 24,000 84000 4 
Minnc.ipolis, MN 22000 
North Shore, MA 22000 .. 
Southern Ariwn:i 20000 
Vancouver, BC 20000 

15,000 to 19,000 208300 12 
Seattle, WA 19500 

Kansas Cit)', MO 19100 

Las Vegas, NV 19000 
Northeastern NY 18500 
Buffalo, NY 18100 
Bridgcport1 er 18000 
Tklcwatcr, VA 18000 
Rhode Islund 17500 
Atlantic County, NJ }5800 
Coh11nbus, 01°1 · 15000 
Orlando, FL 15000 
Winnipeg, MAN -· 14800 

•! . , 

10,000 to 14,000 164700 15 

Long Beach, CA 13500 
Ottawa, ONT 13500 
New Orleans, LA 13000 
Sacramento, CA 12500 

Stamford, CT 12000 
Tampa, FL 11300 

Springfield, MA 11000 

Indiunnpolis, IN 10000 
Merrimack Valley 10000 
WorcC$lCr, MA 10000 

Saraso111-Manutec, FL 9800 
Palm Springs, FL 9600 

Delaware 9500 
Pinellas C.Ounty, FL ' 9500 
Wes1por1/Wcst0n/Norwalk/Willon, CT 9500 

5,000 to 9,000 
152700 22 

Under 5,000 
154278 58 

Under 5,000 41170 34 
VOLUNTEER DIRECTED 

. ' 
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CITIES 1N NORTH AMERICA WI'lli A FEDERATION (INCLUDING VOLUNTEER DIRECfED) 

Ottegory Cily To1ol 
Jewish Pop 11.-w Pop 

Over 300,000 2200900 
New York, 1\-Y 1700000 
Los Angeles, CA 500000 

2.5,000 10 300,000 3234500 
Phikdelphia, PA 254000 
Chicago, lL 248000 
Miami, FL 226000 
Boslon, MA 200000 
Washinglon, DC 165000 
Toronlo, ONT l35000 
Son Frnncisco, CA 128000 
Mclr0 Wc.<\l, NJ 121000 
Ft. Lcludcr<.lale. FL 116000 
Dc1roit, Ml 96000 
Mon1rc:il1 PQ 95000 
Occ:10 Counly, NJ 95000 
Baltimore, MD 94500 
Orongc County, CA 90000 
Bcrg1.:n County, NJ 69300 
Atlanta, GA 67000 
Ctcvclood, OJI 65000 
Omaha, NE 65000 
Palm Br.!:ich County, FL 65000 
Rockland County, NY 60000 
South l3,ow:1rd, FL GOOOO 
St. Louis, MO 53500 
S Po1m Bench County, FL 52000 
Denver, CO 46000 
Houston, Tx 45000 
Pllocnix, AZ 45000 
Pltt!.burgh, PA 45000 
San Diego, CA 42000 
Dallns, TX 36<)(}() 

Middlesex Counly, NJ 35000 
Onklind, CA 35000 
Monmouth County, NJ 33600 
Ccnltc1l New Jcn.cy 32000 
S.in Jose, CA 30700 
Milw.iukcc, WI 28000 
New Hoven, CT 28000 
North New Jersey 28000 
Southern New Jersey 28000 
}ll\n!ord, CT 26000 
Cincinnmi, OH 25000 
Rochcslcr, NY 25000 

Number of 
Cities 

2 
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PLAN FOR LEAD COMMUNITIES 

Tbe draft Plan for Lead Communities is seen as a collection of si~ documents [ + content 
paper being prepared by Annette and Seymour ?]. Tht draft plan should be presented to 
the CIJE Board in January. The followi~g is a proposed outline of the draft Plan. 

•, ' I 

Outline 
,I ··• 

[November 1, 1991] 

DOCUMENT #1. What and Why Lead Communities? [Rationale] 
I 

Audience: CUE Boatd, infonned and interested publics & critics 
Length: 2 to 3 pages 
Contents: 

• Purpose of project: to demonstrate that it i! possible to 
significantly Improve Jewish education with the right combination of 
commitment, le~q~tapip, programs and resources 

'. i 
~ ... 

ISSUE: Will CIJE define "improvement" for the purposes of the Lead 
Communities project ot will each community be asked to define 

\ ' ... 1'improvement'1 as part of i~ goals or both (the former as a standard 
for the latter) 

■ Value of mod~la u change strategy 

· Try out visionary approaches 
• Replicate/adopt good ideas 

. ■ · Definition of community 

· Oeogcaphlc definition of ''community" 
(recognize 0

1

tryer kinds of community exist •· e.g. al~ ~he day 
schools with hi&h schools._ non-geographic commurnhes tend 
to be unique .-.- defeats replicability objective .. 

I ' 
• Needs to big'enough to hnve critical mas$ to support a variety 

of programs; small , enough to be comprehensible as a 
community, qJE needs time and experience to "get ready" 
for the largest communities. 

' . 
1 ... 1 

' .. 
. \ 
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ISSUE: Should CUE accept regional consortia of smaller or smaller 
and larger communities? [Raised by Toledo] •- Withjn sensible 
geographic limits, perhaps yes? 

• Definition of "lead'': community that will lead in implementfog 
core program + additional innovations. core program includes: 

· Personnel and development of profession 

• Enhancement of community support 

· Israel Experience 

· Use of "best practice" 

DOCUMENT #2. Draft request for proposals (RFP) 

Audience: prospective applicants. Mailed to all communities within 
community size limits + all those who wrote to inquire regardless of 
community size. 
Length: about 10 pages 

Contents: 

• Overall propo:u,J, prcporation prooocc 

. PRELIMINARY proposal -- 3 to 5 pages focuses 
on communitis 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 a Jewish population of between 15,000 
and 300,000 

2 
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■ Background '. · ..... 

. Purpose and -~ature of lead community project (summary of 
1. Rational~J : 

· Anticipated. number of flnalist.s [6 to 10] 

· Anticipated 9umber of Lead communities [3 to S] 

• Typei of suppo.rt avaflQbl~ to ~ J .~an l!ommunity [summary 
of s. cu~ ,upport stru,stur;] . . ,· 

• Commitments inherent in acceptance 0£ grant (e.g. contractual 
agreements) 

• •, What should. ~e included Jn a Preliminary Proposal 
•7 ,. : 

. , · The Cenfral'communal organizational recipient is identified--
. ,' Federation ot' Federation + central educational agency or 

Federatio~ t c.ongregatJonal council or adhoc community-wide 
communal entity for Jewish education with Federation. 
con&regations and central educational agency involvement). 

't : 

· A communal leader needs to be identified as prospective 
chair of the Lead Communities Project 

I 

· The $tructure of a Lead communJtie$ committee 
(rcprese~tati:9~, ~ize etc.) needs to \?c identified 

• Basjc information about the community -- Jewish population, 
· number of ,individuals receiving various types of Jewish 

education; a brief description of Jewish educational agencies 
and programs; current spending on Jewish education 

. : ' .t .. . 

· Brief ·des~riptions ·of current or recent community-wide or 
other efforts _to improve Jewish education 

,1, • 

· Summary of findings of recent studies of community needs 
and/or resoutcei or plans for Jewish education 

~ • • • 0 ' • I 

,, ' 

• I ,, 

•' . . . : . 
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• Probable emphases of program 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 descrJption, needs 

. Capability statement 

. Goal$ and standards 

. Program elements (re plannlng and im plementation) 

, Evaluation and Jnformation collection 

. Commitments 

. Budget and personnel 

, Attachments 

■ Criteria and proposal review process [summary of Document 
3. §election criteria/rat1n1 structure and 4. Proposed review 
procesu, 

• Evaluation and information structure: 

, Expectations of LC 

. Role of CIJE 

■ Timetable (summary of 6. Timetable for LC project planning 
and InltlnttgnJ 

■ How to apply 

' 



DOCUMENT #3. Selection criteria/~atlna structure 
AudJence: CIJB Selection panel(s) 
Length: 2 to 3 pages 
Contents: 

• , Criteria for selecting Finalists 

· Eligibility (city size, community leader, representative 
committee) 

· Core Prosram checklist (all) 

· At least: , 
3 out of flve age iroups (pre-school; pre-bar/bat mitzvah; post 
bar/bat mitzvah; college a~e and young adults; adults and 

· seniors) 2 out of four type$ ot education (supplementary, day 
school, info'rrn~l, mixed formaJ .. fnformal) 

• I 

• • · C'rlterie for assuring representative lead communities 
[ these are illutt'rative] 

, • Geography: 1 from Canada; 1 from Northeast; 1 from South; 
1 from Central States; 1 from West/Southwest . . 

· Size: l from 15,000 to 25,000 
1 from 25,000 to S0,000 
1 from 50,000 to 100,000 
1 from 100,000+ 

Wealth: at least one from among communities not 
considered w~althy 

• Criteria for excellence in lead com muoities 
Focus is on evidence for: 

· Present capabUity (assets/programs/track record): 
Depth and breadth of current programs, systems. practices, and 
inno"Vations; Involvement and support of the community 
planning and ac:tlon capacity 

' . . . 
:t ' \ .. 
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· Commitment: 
leadership; humon and financial resources, commitment to 
"core program" 

· Overall quality: 
ima3inatioo and quality of ideas 
realism, viability of proposals 

• Scoring sheet 

DOCUMENT #4. Proposed review process 
Audience: CIJE Board and staff 
Length: 2 to 3 pages 
Contents: 

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

■ How (e.g. rating structure, steps in review, decision making 
process) 

■ When (detailed timetable) 

■ Where (e.g. proposer presentations> site visits, and/or 
committee review and decision meetings) 

DOCUMENT #S. CIJE support/technical assistan(e structure 
Audience: CIJE Board and stnff 
Length: 2 to 3 pages 
Contents: 

■ CIJ:E staffing requireme11ts (for facilitation and/or dlrcct TA, 
support, and oversight) 

■ Best practice$ operation 



, . 
·'' 

• Define "support bank11 structure, e.g. 

• Areas of expertise within which to Identify/contract with 
experts 

· LC access process, and limits on use of, support bank 

• Nature of aereement between CIJB and support bank experts 

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

■ Defin& data collection and analysis plan (linked to program 
monitoring and evaluatios:i) 

■ Develop plan for and expectations of continental resource 
agencies 

■ , Concept structure for leadership recruitment assistance ' . ~ . 
■ Outline of plenary acdvities (Le. when, where, purpose of 
meetings convening representatlves of LCs) 

. 
7 
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DOCUM:ENT #6. Timetable tor LC project planning and htitfatlon: 
Audience: CUB Board and staff 
Length: l page 
Contents: 

Montq Benchmark 

Mid-January Approval of Lead community plan (CIJE board) 

February 1992 

March 

April 

May 

May & June 

July 

August 

September 

RFP released 

Preliminary proposal applications due 

Proposal reviews, selection of finalists 

Final proposals due 

Site Visits and Proposal reviews 

Final decisions and award notjfication 

Seminar for l~d communities 

Programs begin 

8 
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September 25. 1991 

Stephen Hoffman 
Jewish Community Federation of Cleveland 
1750 Euclid Avenue 
Cleveland, OH 44115 

Re: CIJE Lead Community 

Denr Steve, 

I nm enclosing a proposal outline for the lead community study. It lists what we will 
produce, our timetable for proceeding in the planning of the 11Le~d 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, r.le~se be assured that they will be addressed in our 
work on the deliverables. 

We are excited about this project and look forward to beginning work as soon as 
possible so as to maintain the schedule. 

JBU/ggt 

enclosures 

cc: Annette Hochstein 
Shulamith Elstt::r 
Seymour Fox 

v~ry truly yours, 

~eles 
President 
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PROPOSAL FOR PREPARING A PLAN FOR CIJE LEAD COMMUNITY 

I. ELEMENTS OF THE PLAN 

A. Introduction: Rationale for Lead Communities 

B. Draft RFP 

C. Proposed Review Process 

D. Recommended Selection Criteria/Rating Structure 

E. Proposed Descdptioo of CUE Support(f A Structure 

II. TIMETABLE 

Task For Review Bv 
A. Proposnl Steering Committee 

B. Stnrt 

C. Outline of Issues Steering Committee 

D. First Drnn Steering Committee (GA) 

E. Draft Plan Meeting of Policy Ad"isory 
Committee 

F. Plan Meeting of CIJE Board 

III. STAFFING 

A. Jncob B. Uk~les (resume nttached) 

B. James Meier (resume attached) 

C. Other Associates as needed 

~ 
October 2, 1991 

October 7, 1991 

October 14, 1991 

November 14, 1991 

December 15, 1991 

Jonunry 14, 1991 



JAMES MEIER, ED.D. 

During the past 20 years, Jim M<.!icr's career has os-:illatc<.l between the thcorcticnl (planning 
and analysis) and the npplied (operational manHgcmi.:nt). 1 le has worke<l in government, 
private an<..I non-profit sectors, specializing in finance, education nnd social scrvlccs. 

Prior to joining VAI, for four and a half year:,; he served us First Deputy Director of the 
Dudb1.:l Offo.:c vr lhc N~w '\'l.)rk City Doilr<.l of Cduc11tion, the lnrgc:it ~clt<wl ayt1tcrn in the 

nation with an annual budget approut:hing $7 billion, nearly 1,000 schools, over 100,000 
employees anc.l 950,000 students. ln addHion to supervising n budget office st:1ff of over 100 
people), he was responsible for llew initiativc5 with policy implic,11ions for the school system. 

Jim's link with the 13oard of Education evolved from a consulting relationship. For seven 
years as head of bis own management wnsulting firm, his clients lndudcu st,ite government, 
New York City agencies, colleges anti universities, non-prnfit organi1.ations nn<l n Fortune 100 
corporation. Among his projects with the New York City Tioanl of Education was revamping 
the budg1,;t rc9u1,;.:\t prncc.,.,, rc.slllt ing in rccvn1 in~ rca.ic .s in :o;tc1lc;; c1nd 11,,cnl .:support -- over 

$500 million added to the trnse budi;ct In h,,,, v,.,w,. 

In the area of socinl services, he conduct 
City Ymnh OttrC.lll tll,ll lc<.1 10 1\!mlamcn 
similar analysis of Special Services for ( 
comprehensive earn for the elderly, :ind 
two nQn-profit organizmions serving the 

y:-.cs of the New York 
,s of llHH agency, a 
gram for a hospi la! in 
; successful merger of 

From the mi<l- to l:ite-1970s, Jim Meier managi..:u 1 ..... ~ .. .... _ lock Schools, a multi -
dimensional community-b:isc<l orgnni1.ati,m with 1111 elementary aml middle school, two 
nursery schools, an<l a college program for p.trcnts ;ind stnlT, affi li,1tcd with Bank Slrcct 
College of Education. 

In lhe enrly 1970s, Jim prcpnrc<.l n major pore/on of the report nf the F!cischnrnnn 
Commission. one of the most eomprchensive commission studies ever on elcmcntnry :ind 
secondary education, ,111<..I still a seminal rcscnrch document. 111 the 1980s he served ns senior 
stnff to the Governor's Commission on Higher Education anu the l:conomy in Conncclicut, all 
major recommendations from which were; cnnctcd by lhe lcgislatun.:. 

Jim Meier scrve<l in the Pence Corps in Indi:i, which Ile revisited in I 970 with n William 
Kinne fellowship. l·k has an lltH.lcrgraduate degree from Willinms College, a Master in 
Urban Planning and u Doctorate ln falucationnl Administration from Columbia University. 

He currently lives in New York City with his wife c111c.l two children. 

► 1,;\1.1.'.L.~t A ,~f\r1 t,T;:'' l'-:r 



1AC013 B. UKELES, P1-1.D. 

Jacob B. Ukelcs is President of Ukclcs Associa(cs Inc. 

In his 25-ycar career, Jnck Ukclcs has served as a senior ndvisor to cities, non-profit 
institutions and communal agencies. 

He was one of the key players on the team that led New York City Ollt of its fiscnl crisis in 
the rnid-sevenlies, serving first as Executive Director of the Mayor's Management Advisory 
Board, then as Deputy Director of Operations and next ns Deputy Director of the Emergency 
Financial Control Board. He St:t up performnncc-bascu nrnnngcmcnt control systems for all 
30 Mayoral agencies, monitored the City's revenue 11nd expenditure plans ,111d helped achieve 
substantial workforce reductions -· totalling 60,000 jobs -- with minim.ii service cutbacks. 

Io Hartford, Connccticttt, Jack dire~tcd a citywide manngcment improvement effort that 
resulted in better public services ill lower wsts •· $15 million WHS gnincd over S yeMs. He 
has served as a consultant lo numerous business orguniz:1tions, public: commissions, elected 
officials and govcrnm1.mt agencies in ~cw York, Conncc1icut, Ah1skn, Cnnnda and at the U.S. 
federal level. 

In the early eighties, c1s Executive Director for Community Services of New York's 
federation of Jewish Philnnthrnpics, Jac:k Ukeles ma1rngcd th(! ulloc.nion of S45 million 
nnmrnlly to a billion-dollar nt:twork of 130 non-profit he,ilth ond human service agencies, He 
oversaw completion nnd planning npplkations of a nrnjor demogrnr,hic study of the 
metropolitan area -- the largest Jewish population center ()utside of Israel. And bis efforts 
were instrumental in guiding Federation from n<l hoc to strategic.: planning, incorporating a 
new regional perspective. 

Author nn<l educator, Jack Ukclcs currently serves on the faculty of Columbia University's 
School of lnlcrnationnl and Public Affairs. Ht was founding Chairman of the Graduate 
Department of Urban Affairs and Policy Analysis ,of the New School for Social Research nnd 
ll:-is tnught :it the University of Pennsylvania, where he nlso directed the Urban Strategics 
Project. lie is nutlrnr of the hotik, Doing More With Less: T11mi11g Public Ma11agcmc11t 
Around and nllmcrous articles that have appeared in New York Affairs, Urba,z Affalrs, 
Perspectives in Jewish Pop1tlalio,i Rcscarclt and Yiawpoillts. 

Jack Ukelcs was u Fulbright fellow in ImliH and earned his Masters in Cily Planning and 
Ph.D. from the University of Pcnn:-ylvanin. 

He is married to Micrlc Lmkrman Ukclcs, a11 artist. They have three children and live in 
New Y<1rk City, 

► UXE.lES ASSOCIATES INC 
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earlier memo should be taken seriously: best practice may be a 
misnomeri ·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 looking for examples 
of good programs or examples of structures or systems in sup
plementary schools/synagogues. By and large the group strongly 
took the view that best practice is a term that should refer to 
examples 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, ~oe ·wrote ~I'l\~mo (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
lateable11 toa Lead Collll'l\unity-- existed schools that we might not 
deem 11good 11 • (For example, the supplementary 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 locate examples of best 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 to 
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 11best practice" supplementary school should be a place: 
(Systemic Issues] 

--with well articulated educational and 11Jewish11 goals 
--where stakeholders (such as parents, teachers, 

laypeople) are involved in the articulation or at 
least .the validation, of these goals in an ongoing way 

--with shared communication and an ongoing vision 
--where one feels good to be there and kids enjoy learn-

ing 
--where kids continue their Jewish education after 

Bar/Bat Mitzvah 
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[Curriculum and Inst:nlction] 
--which takes curriculum seriously and has a serious, 

well-defined curriculum 
--and in which, therefore, kids are teaming real "con

tent" 
--in which one sees interesting and "strong" 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 programs 

The group recognized that not every one of these items would be 
in place in every school. In that case we would have an "ideal11 

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 Coltllilunity 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 11 or they may be "stand-alone" exalllples that could also be 
of use to the Best Practices Project in the manner discussed 
above. 

--Teaching Hebrew 
--Teaching Israel 
--Bar and Bat Mitzvah programs 
--successful post-Bar and Bat mitzvah programs 
--Family education Programs 
--Junior congregation programs 

III. on going questions 

I consider this part of this report to be particularly important 
because these are the questions that have been raised about the 
Best Practices Project which I believe need to be 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? 



. . . 

Holtz--s 

2) What do we do about the fact that some examples of best prac
tice have to do with the talents, charisma or whatever of partic
ular teachers or principals and ~ay not be transferable? 

3) What do we do 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 best practice, next year or at the time 
that the Lead Communities gear up, may not? 

4) What level of documentation do we need in 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 told to it and in 
some detail? This is particularly true because we seel!l to be 
moving more and more toward a sense that best practice equals a 
systelll, 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 community'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 ti.me I speak about this the question of "Best 
Practices Is not Enough" continues to come up. I raised this in 
my original memos when I talked about the Department of Dreams, 
but it'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 of Jewish educa
tion is such that introducing Best Practices is really not 
enough. So-- whose area is this? Mine? Someone else's? How is 
this handled? 

IV. Next Steps 

I will now draft a letter to the original group based on the sum
mary of the meeting above and follow-up conversations with the 
CIJE staff. A second letter will go to the Senior Policy Ad
visers. 
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They will be asked to come up with examples of best practice and 
good programs, and depending on what we decide, to document this 
in the appropriate fashion. 
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Dr. Barry Holtz 
Melton Research Center 
3080 Broadway 
New York, N.Y. 10027 

Dear Barry; 
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12/22/91 

Following our recent phone conversation I want to use this 

letter for two purposes: to review the criteria for describing 

the good synagogue school that appeared in my Commission paper 

and to reflect from my current perspec~ive on those 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 

of the complexity of "best practice" w:thin the "good synagogue 

school." 

1 

I find it useful to t hink of four relationships as being key 

to describing the good synagogue school: 

(l)the relationship between the synagogue leadership and the 

school, (2) the school leadership and the teachers, (3) the 

teachers and the students, (4) the synagogue/school and the 

parents. Each relationship is both mutual and complex, but taken 

as a whole I believe they define the health of the educational 

enterprise . This model may allow one to study a given synagogue 

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

whole system. 
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l. The Relationship Between the Synagoue 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 

operates, look first to its location within the host 

congregation. What my first informants told me has been repeated 

many 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 rabbi can 

make the difference as to 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 politic. 

There are so many factors that play in a given congregation 

as to how the school's agenda or budget will fare. It is 

simplistic to think of a congregation as being "supportive" or 

"non-supportive" of the educational agenda. One has to look at 

the demographic and the economic pictures, the committee system 
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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 age 

children are powerful players in the leadership, but where there 

is a split between day and supplementary school parents. There 

can be a congregation to which day school education is 

irrelevant, but where influential parents simply do not 

understand why their children need 3 clays a week 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 see 

the principal can also be a significant player. The principal may 

choose to work through the rabbi and t~e school committee, but 

she has to know the ropes if the support is to materialize. I 

have learned that the new or politically inexperienced principal 

is at a major disadvantage if she cannot call upon established 

relationships with key leaders in the congregation at times when 

the school needs friendly advice and support. 

But this current formulation errs too much on the side of 

practicality. If synagogues are eternally rife with politics, 

they remain symbolically sensitive institutions. I have seen one 

principal who worked very closely 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 
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synagogue service. Sure he did it to gain 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. 11 You 

need a cultural leadership (in the synagogue] that rehearses the 

central values through myth and ritual . 11 Here the clergy re-enter 

the picture. They need do more than offer their political support 

to the school. They need to find ways to make Jewish learning 

central to the mission of the synagogue. That involves adult and 

family education, the use of services for educational purpose, 

the symbolic and actual invovlement of the clergy in the 

children's education, and the creation of rituals for honoring 

both the teachers and students of Torah. I could write a whole 

megillah on this topic alone, but will end by saying that the 

location of the school in the synagogue has much to do with the 

place of Jewish study in the congregational value system. lt is 

much harder to sell the value of quality Jewish 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 

11 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. 

I l 
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As the only full-time educator on the synagogue staff, the 

school principal plays a host of crucial roles that I cannot here 

enumerate. Rather, I wish to focus on one role - articulator of 

the school's mission - that Sara Lightfoot writes about and Gail 

Dorph emphasized at that same CAJE consultation. 

Lightfoot made me aware that in some schools the leadership 

is rather continually articulating the mission of the school in 

ways that provide direction to a:l involved. I had never fully 

realized how helpful that can be and how disorienting it can be 

when no one is really quite sure what the mission of the 

school(or synagogue) is about ana hence what the staff and 

students are supposed to be accomplishing. 

Schoem's study is a very painful case of where the 

articulated mission bears little r elation to the reality of the 

school. "The Jewish way of life" functioned 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 W'\_ndered 

about in a half-dazed state. They literally did not know why they 

were there and what they were meant to accomplish while there. 

Early on I realized that the synagogue schools I was 

studying stood in stark contrast to Schoem's case. In 
i+ 

interviewing the two respective principals, cFwas clear each had 

a vision of what Jewish education meant in that synagogue and 

school. It was a vision deeply shared with the senior rabbi. As I 

~egan observing I could tell the vision informed daily practice. 

Teachers would come to the principal with a problem and receive 
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answers that felt coherent. "Oh, yea, now I remember how we 

handle this here and "1hy we do it this way." Students and 

parents would receive simlarly coherent messages and, quite 
• 

crucially, so would the board and school committee so they too 

could remind themselves "why we do it this way." (That comes in 

very handy at budget hearings when there is a proposal to make 

cuts and everyone needs to be reminded of basic directions and 

rationale.) 

6 

Teachers in these schools are alnost all part-timers who are 

not insiders to the congregation. They come from a myriad of 

backgrounds and with quite diverse ideas as to what Judaism and 

Jewish education are about. Whatever their pedagogic skill level, 

they need to look to one central address for direction, for 

answers to the basic questions, 11 how do we do things here 11 and 

11why." The principal has to answer the first; the clergy can 

help with the second. 

The principal's answer is never purely theoretical or 

ideological. sure, it is very helpful in Rosenak's terms for 

there to be an articulated theology of religious education. But 

as Gail Dorph pointed out, the answer is most helpfully put in 

curricular and pedagogical terms. "This is how we teach humash or 

oesach. 11 "This is how we respond to this parental request or that 

student behavior." And the optimal learnihg ti.me for teachers is 

not at the initial orientation meeting, but after the rough class 

or difficult conversation when the teacher feels bewildered and 

in need of immediate direction. The calm voice of experience and 

. -
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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 mastery 

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 public, 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 milestone achievement 

At the temple where Melton Hebrew 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 too would reach 

the point of Hebrew proficiency where they could put on a play. 

Then he asked them to all thank the teachers who had worked so 

hard to offer them this gift of Hebrew. 

If these celebratory moments stood in isolation they could 

be viewed as empty gestures. But I experienced them along with 

the members of the schools as epiphanal moments when what 

everyone understood to be the central values were being enacted. 

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

principal and clergy were drawn into closer era.brace around the 
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articulated mission of the school. 

The Relationship of the Teachers to the students 

Lightfoot, in her descriptions of the good high schools, is 

very helpful in pointing out what psychologists call the 

parallelism in relationships. I have adapted(insigh~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. 

8 

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' feeling well supported 

and respected by the rabbi paralleled how they treated their 

teachers. In turn that style of relating tended to carry over 

into the classroom where the children were 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 behavioral 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 out-of- control children. 

I did see classes that did not work, teachers who lost 
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pedagogic control and students who misbehaved. But here is the 

crucial difference: in these schools the principal or lead 

teachers were on top of the situation and were almost immediately 

available to help out the weaker teacher whose class was 

faltering. Teachers were not abandoned to the terrors of an out

of control class and students were not left to act out their 

boredom. Help was only minutes away. It might mean the principal 

walked into the class to settle everyone down to be followed with 

sessions with the teacher on how to 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 ~xperience, the more focused their behavior will became. 

I also witnessed many more classes where the teacher was in 

pedagogical 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 support, 

supervision and curriculum in explaining their own effectiveness. 

1. supoort - The teachers knew -because they were told in 

many different ways- that what they were doing ~as valued by the 

congregation. They felt appreciated, but also supported by 

parents who cared, the principal who helped out in many ways and 

fellow-teachers who shared advice and resources. 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 from class to 

class observing and then commenting. In addition, both schools 

offered after-school group and individual supervision sessions in 

which much training and resource-development occured. There were 

also teacher meetings devoted to reviewing curricular and 

behavioral issues. 

3. Curriculum - Teachers appreciated help in making 

curricular decisions and implementing them. In the case of a 

well-organized curriculum, like Melton Hebrew, the teachers spoke 

favorably of the training they received and the organization that 

the curricu1um offered. Yet they often innovated within that 

structure. In cases where they were teaching subjects that were 

not so curricularized, they appreciated the principal's offering 

of a good textbook or other teaching devices. They also looked to 

one another to help with the devising of lesson plans and more 

creative teaching methods. In one school a fair amount of team -

teaching developed among teachers within the same grade level. 

The results for student learning were fairly predictable. 

The best learning I saw took place in those classes where there 

were experienced and well-trained teachers working in innovative 

ways with a structured curriculum. One rabbi captured the 

children's attitude best when he said in their names: 11 I don't 

mind coming to Hebrew school; 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 something 
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concrete in school. Hence they liked Hebrew best because they 

could see tangible progress in their own learning . 

But those observations miss one a crucial point that I 

picked up in my study. The children cannot sustain on either 

Sunday mornings or weekday afternoons whole periods of time in 

which they singularly focus on Hebrew or Bible. What the more 

successful 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 ~usic and art very successfully as down-times between more 

pressured times. What the alteration allowed is for the learning 

to continue in more fun ways so that the children did not 

experience much of the twin evils - boredom or wasted time. 

The Relationship between the school and the Parents 

So much has already been written about the alienation of the 

home from the school and the need for programs to draw parents 

into the school's orbit that I will repeat none of it here. My 

research confirmed my initial belief that while family education 

programs will not turn assimilated parents into baale teshuva, 

they will, when successfully run, attract a fair percentage of 

the parents to come on a regular basis - perhaps every two or 

four weeks - to learn more about 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 

loop 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 school. 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 synagogue. If the rabbis are involved, 

they ~eet and get to know one another. If the synagogue sponsors 

havurot, the parents are candidates to join. Some become 

interested in involvement with the school commitee or PTA. If the 

synagogue has Shabbat services for families, they tend to come. 

In short their involvemant in the synagogue begins to grow. 

As more active members, they begin to have more say in the 

congregational politic and give voice to parental perspectives. 

The synagogue leadership may be grateful to the school for this 

increased participation of these members. But perhaps even more 

important, the adult study of Torah grows appreciably within the 

congregation. Perhaps the greatest contribution of family 

education, when done seriously, is that it may mark a change in 

the congregational culture in which people come to realize that 

one powerful way to draw people into the synagogue is to offer 

them educational programs that speak directly to their current 

needs as parents. Who knows - they may even start to study one of 

Barry Holtz' recent volumes? 

___ 02/L! ' d 
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In summary I al'Q 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 be deserving of that designation. 

I hope these reflections prove helpful. 

With best wishes, 

1K-
Joe Reimer 

_,,.. ··-·-·· ·-·-· -- -
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Dear Seymour and Annette, 
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November 27, 1991 

Shulamith suggested that I let you know some times for a telecon 
next week. I am available at around noon (NY time) on Monday Da- ---~::---.. 
cember 2; and any time until u_: 3Q_on ..'r.U.e.sday_ mo_rning. I knowf-i 1d.r> · 
~ulamith has a telecon scheduled with you for Tuesday mornl 1 ~ 

ing already; perhaps I should be added to the end of that. Let ~-,~ 
me know. l ____ -J,~ 

Here is what is happening with the Best Practices Project. I 
discussed some of this b_rief~y in my conversation with Seyniour 
before the GA. I af e~cerptirlg from an update I sent to Steve 
Hoffman yesterday: ~ 

1) For our first best practice analysis, we have decided to 
focus on the supplementary school. The reasons are probably 
obvious and I won't rehearse them here. Most of the people 
(e.g. Sara Lee, Jon Woocher, etc.) I spoke with about this 
matter also felt that it was the right place to start. 

2) In that regard: On December 10th and 11th, I will be host
ing a meeting at JTS wi th a small group who will join with 
Shularnith and me to discuss the issue of best practice in the 
supplementary school area. Our first task will be to decide 
what are the areas of specific best practice related to the 
supplementary school which will need to be considered when we 
choose exempla for our i nventory. The second order of busi
ness will be actually getting sorne real suggestions of places 
for inclusion in the inventory. 

So far the following people hava agreed to attend: Carol In
gall and Joe Reimer (both of whom you know), Vicky Kelman 
(from Berkeley, a long-time Melton staff person), Sherry 
Blumberg (Assistant Professor of Jewish education, HUC-New 
York). Three others have been invited (Gail Dorph, Sam Heil
man, Isa Aron). 

3) After the meeting I will draft a memo that delineates what 
areas of best practice we want to look at for the area of the 
supplementary school. Using the memo, the group above will 
suggest candidates for inclusion in the inventory. That memo 
will also be sent to the senior policy advisers plus other 
helpful, "well-connected" Jewish education people, 
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4) Following upon the memo, Shulamith and I will call certain 
key players from that list for a more direct personal con
tact. 

5) I will also engage two graduate students of mine, as per 
Jon Woocher's suggestion, to examine past issue of JESNA's 
"roundup" issues of the Pedagogic Reporter for examples of 
best practice in the supplementary school that fit our 
criteria. 

6) I will meet with Judith Ginzberg of the Covenant Founda
tion to see if they have examples from their applicants that 
would fit our criteria. 

(,7) Meanwhile I (with some graduate students here) have a~~ ~ 
been trying to research (for later reference in our work with /J-- ~-

' the Lead Communities) the literature on introducing cha~ e ~~ 
into educational settings . .__ - ~ . ~\or 

Seymour and Annette, as to the the last point, I wonder if this 
issue can go onto the agenda for the meetings in January in Bos
ton. 

In the pages that follow . I am enclosing a copy of the letter I 
sent to the participants in the December 11th meeting. 

Best wishes, 

8a11v 
Barry Holtz 

Y)I..; J 
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LETTER OF INVITATION FOR DECEMBER MEETING 

November 18, 1991 

Dr. 

Dear 

I want to confirm our phone conversation inviting you to a meet
ing about the Best Practices Project of the Council for Initia
tives in Jewish Education (CIJE). The meeting will take place on 
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 tiine as you can give us. 

The purpose of the meeting is to solicit your ~dvice and counsel 
concerning the Best Practices Project which I have been asked to 
organize. Let me give you some background on the project and 
then describe what our agenda will be. Here is an excerpt from a 
document 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 describing its "blueprint for the future," A Time to Act, the 
report of the Commission on Jewish Education in North America, 
called for the creation of "an inventory of best educational 
practices in North America" (p. 69). The primary purpose of this 
inventory would be to aid the future work of the Council, partic
ularly as it helps to develop a group of model Lead Communities, 
"local laboratories 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
grams/sites/curricula which could be adopted for use in particu
lar Communities. The Best Practices inventory would become a 
data base of Jewish educational 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 
"where in North America is the in-service education of 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. 
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What do we mean by "best practice"? The contemporary literature 
in general education points out that s eeking 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 looking to discover "good" not ideal practice. As 
Joseph Reimer describes this in his paper for Commission , these 
are educational projects which have weaknesses and do 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 assumption 
that we know how to locate such Best Practice. The 11 we 11 here is 
the network of people we know, trust or know about in the field 
of ~ewish education around the country. 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 
to offer both encouragement and programmatic assistance to the 
particular Lead Community asking for advice. The encouragement 
would come through the knowledge t hat good practice does exist 
out in the field in many aspects of Jewish education. By viewing 
the Best Practice of "X" in one loca-cion, 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 "theoretically" 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 stumbl ing blocks will have to be 
overcome. In what way, for example, will viewing the Best Prac
tice of "X'' in Boston, Atlanta or Montreal offer confidence 
building and programmatic assistance to the person sitting in the 
Lead Community? Perhaps he or sha 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 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 is one which will require considerable thought down the road 
as this project develops. 

The Best Practices initiative for Jewish education is a project 
with at least three interre lated 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 consultants that could be 
brought into a Lead Community 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 who 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 Com
munity itself, but would help the CIJE think about the work that 
it is doing in the communities. 

The first phase of the Best Practices project-- stocking the 
Rolodex-- has already begun as the CIJE st~ff has begun working, 
It will continue throughout the project as new people 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 "the data base." This will be de
scribed 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 11the 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 
project of this sort might well include a historical dimension 
too. 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 i n Jewish education, in a 
School of Education at a university or created as a "free
standing" research center. Obviously, this project intersects 
with the research plan that the CIJE is also 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 plan11 are not mutually exclusive. The latter 
flows 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 between the two projects is that the 
Lead Communities will need immediate assistance. They cannot 
wait for the results of long-term 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. 
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II. Best Pr~etice 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 example, look at some of the "sites" in 
which Jewish education takes place such as: 
--Hebrew schools 
--.Day Schools 
--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 are the appropriate categories for the 
inventory? 

We propose to choose the categories based on a co~bination 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. 

III. suggestions for a process 

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 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 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. 



--5 

After some investigation and a number of conversations, it has 
become clear that one 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 ~erk to improve their sup
plementary schools. Simply too many students are serviced by 
these institutions to ignore them. Second, my own expertise and 
contacts are in this area and to get the project up and running 
here would be easier for me than to begin with, say, the JCC pre
school area. 

2. Gather a group of experts. 
Here is where you, ???, come in. We are going to gather a group 
of five people who will look at our category and ask the question 
what do we mean by Best Practice in the realm of X (e.g. sup
plementary school)? In 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 about successful at
tempts at "building the profession" (e.g. "how one school imple
ments a good staff training program"), 

Onoc we C3"c.nerQted t:.hi~ li.:st of i.aea=s oi:- component:5, we would then 
ask: 1) What examples in real life do ~e 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 l ook into programs that they per
sonally know about; they would call people they know for some ad
vice and suggestions. Let's assume that this would take two days 
of work. After scouting around, they would be in touch with us 
(Shulamith and Barry) with their report. 

3. Widen the net of cont~cts 

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 to a group of 30-40 well-connected, well-traveled 
people in the field and solicit their advice for "candidates 11 of 
Best Practice, based on the topics that the group of five has 
suggested. In addition, a few graduate students could be engaged 
to look at back issues of Pedagogic 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. Next Steps 
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. However, 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 be invented for later iterations. If we have serious ques
tions about what we've done, we should then be able to rethink 
the process to figure out how to fix it. Most importantly it 
would give us a model for determining Best Practice in areas that 
we have less knowledge of familiarity with-- the other categories 
of #1 above. 

If this method is good enough to be of use to the Lead Com
munities, it might mean that we could go immediately into the re
search component. Here we would be doing serious examination of 
the Best Practices that we've listed, trying to analyze and de
saribe in a reflectivo way the nature of the work going 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 order to be able to help a Lead Com
munity. 

6. The Next Phase 
Here there are three options depending on how we answer the ques
tion immediately above. To help the Lead Communities: A) We have 
enough just simply by having a Rolodex card with the name of the 
site and relevant on-site people, the nature of 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 Good High School. 

As you can see, I would like you to be one of our 11group of fiven 
described above and the purpose of our meeting in December is to 
deal with step #2 above and aim towara future work. 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 
to bring some real changes into the field . Please join with me 
in this work. 

The CtJE is able to offer you $400 (plus expenses) for your time. 
Please keep all your travel receipts so that you can be reim
bursed. Thanks so much for your help. I'll see you soon . 

Best wishes, 

Barry Holtz 
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for Jewish Education 

October 18, 1991 

To: Steve, Shulamith, Seymou:::-, Anne"C~e: 
From: Bar=y Holtz 
Re: The Best Practices Plan (Revised) 

Dear :riends, 

This memo will propose the "final" plan for the Bes"C Practices Pro
ject, based on my meeting on September 5, 1991 wi"Ch Seymour and 
Shulamith and on subsequent discussions with boch of them. 

The plan as it cur=ently stands is an attempt to find an efficient 
and realis~ic way to implement the Bes"C Practices Projecc. !~ t~ies 
to work, "quick and dirty," evaluating itself as it goes along and 
using what is well-known to us as a way to lea!:'n about how t o unde:::-
stand the unknown. We would work like t.nis: 

, 

/ YEAR ONE 

1 A. We would decide on the four main areas or categories (such as ; 
"the supplemen--cary school" or "ea:::-ly c;.ildhood programs 11 ) that the 
Best P=actices ?rojec~ should focus on. The sugges~ions woulci co~e 
from polling senior policy advisers and other "friends 11 of the CIJ:E 
and they would come by looking at the local Commission repor~s to 
see what those communities suggested were their needs-- on the as
sumotion that the Lead Communities would in all likelihood resenble 
the-local communities who have had commissions on Jewish education . 

B. We would then work in the follou~~g ~anner 

Round One 

We would try out the following exercise: Assume that we had c~ly one 
month to help a Lead Community. We would take one of the :our cate
gories of "A" above and p lay it ou":.. We would t.ake the category 
that we felt that we already had some good contacts and ideas about. 
Most likely candidate: the supplementary school. We would gather 
(ideally for 2 days) :ive good people with knowledge of tha~ area. 
T~ese five are people we know or know of through our current co~
tac~s and we wouldn't worry at this point about all the good 9ecple 
whom we haven't included. Eventually we will gather o~hers. 

Phase one 

The groun of five would look at ou:::- category and ask the question 
what do we mean by Bes~ Practice in ~he realn of X (e . g . sup-

The Jew1s.1 ,~eo1091cal Sem1r.ary cl Amenca • 3060 2rcacway • New YcrK, New Yori\ 10027 • T91epncne (212) 578·60~ 1 
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2 
plementary school)? In answering this question matters-- to use the 
language of A Time to Act and the Col'!Unission- - of both a progra~
matic and enabling type would surely emerge. In other words, we 
would hear about good programs (e . g . "how t o teach Hebrew in t:ie 
supplementary school") and we would hear about successful attempts 
at "building the profession" (e.g . "how one school irnplemem:s a good 
staff training program"). 

Once we generated this list of ideas or components, we would the~ 
ask: 1) What examples in real life do we know of the Best Prac~ice 
of these components? 2) And knowing these examples, now what would 
all this mean for the Lead Comnunities? How useful is it? After 
that discussion, the group of five would go home an& do some 11 scout
ing11. They would look int o programs that they personally know 
about.; they would call people they know for some advice and sugges
tions. Let's assuwe that this would take two days of work. Af~e~ 
scouting around, they would be in ~ouch with us (Shulami~h and 
Barry) with their report . 

Phase Two : Site visits 

At this point it may be necessary to initiate a certain nunber of 
"site visits" to look at some of the exanoles of Best Pract.ice tha~ 
have been suggested . In mos~ cases such visits will p =obably not be 
needed since the group of five will have recen't. and dir ect contac~ 
with the Bes t Prac~ice sites that they are recomnending. Howeve~, 
it is also likely tha~ in researching for other exanples, individu-

.• als will hear of sites that ouaht to be looked at. We anticipate uo 
. :' \ to five such site visits . ., · · 

\ - 'I..: "' .. 
) ~. .. . \ ~-.,~ . 

_ .. ·---..:_,_,.. Next. Steps: Evaluating what we have done 
\ ~,"' /'""'i c . Once the sites visits are completed, we would then be in the 

posi~ion to "give ourselves a grad.e. 11 We would ask: 11 Do we need 
more in order to help a Lead Cornmunity?rr We would also ask a few 
outside crit i cs for their grade. It's possible at this point that 
we would say that this process is a "good enoughrr cut a!: dealing 
with our issue. If so, we've learned a lot about how to get into 
this quickly and usefully. A more refined vers~on could t hen be in
vented =or later iterations. If we have serious questions abou~ 
what we've done, we should then be able to rethink the process ~o 
figure out how to :ix it . Most importantly it would give us a nodel 
for deter:nining Best Practice in a r eas t~at we have less knowledge 
of familiarit:y with- - the other categories fran 11 A11 above. 

If this method is good enough to be of use to the Lead Co~munities, 
it might mean that we could go immediately into the research co~
ponent:. Here we would be doing serious exru~ination of the Best 
Prac~ices that we've listed, tryi ng to analyze and describe in a 
reflective way the nature of the work going on in these places. 
may be, in other words, that for immediate aid to the Lead Com
munities, the se= ious research is not necessary-- it can kick in 
late= down ~he road, as we rr.ove che work in~o a higher stage o= 

-.. .1. ~ 
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anclvsis. What we do have to think about is how much do we need to 
know in order to be able to help a Lead Community. 

This would lead us to 
Phase Three 

Here there are three options depending on how we answer the question 
immediately above. To help the Lead Communities: A) We have enough 
just simply by having a Rolodex card wi~h the name of the site and 
relevant on-site peo?le, the nature of the work done there and ~he 
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 manner of Sara Lawrence 
Lightfoot's The Good Hiah School. ~ 

Round Two 

Round Two, also to be done in the first year, would deal with a sec
ond area/category from t~e A. lis~ above . We would take the knowl
edge we had gained from Round one, adapt and change the ~ethod based 
on that experience, and deal with our n~w category. We should note, 
however, that it: is likely that each subsequent 11 round 11 will take 
more time to implement, even though we will be refining the process 
as we go along. Why? Because we are going ~o begin with the 
area/category we know best, where we have good and reliable experts 
and contacts (e.g. to make up our g~oup of 5). But in the later 
rounds we will be moving in~o areas that are less familiar to us and 
we will need more tine to figure out who the right experts are and 
to gather the information. 

Y::SAR TWO 

Year Two would consist of developing additional 11 rounds 11 (to deal 
with other areas/ categories--see A. above) and implementing what we 
have learned :rom Best Prac~ices i~~o the Lead Cc~~unitias the~
selves. 

This lat"ter process-- wha-c we have called 11 the issue of t::::-anslc:':.ion 11 

in other memos-- should involve a serious discussion and explora~ion 
by the staf: of t he CIJE before we under~ake the work. I-c would be 
import:ant -co try ~o determine among ether things: a) the particular 
nature of Best Practices tha-c we have seen and the poten-cial dif 
ficulties in moving any individual bes-: practice from its 11 home 11 to 
the Lead Comnunity; b) an evalua-cion of the economic inplications of 
Best Practices-- what does it cost to implement and run -che progra~s 
we have seen and what might it cost to take a program f::::-orn one place 
and introduce it into a Lead Community. startup costs may have to 
be taken into consideration, for example, or hidden costs that nay 
not be apparenc until we try to move a practice into a Lead Com
munity; c) Seymour has pointed out that we will need to invent a 
"curriculum" ::or -cranslating any par-:::icular Best Prac::.ice in-co a 
Lead Co~munity. In other words, one issue that we will have ~a deal 
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with is finding a way for the educators and involved laypeople in 
our Lead Community simply to understand the Besc Practice we wane t o 
int~oduce. Then we must figure out the steps that can move the 
practice into the Community . In that regard we oughc to look at: d ) 
the literature from general education about the introduction of 
change into educational settings and particularly the quescion of 
what happens when change is mandated "from above." This might be 
very useful in our thinking about the Lead Communities. 

Bar::y 

cc. Isa Aron 
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RE: 

Dear Seymour, 

Thanks for the message . 
calling : 

Here ~s my situation as to your . 
On Thursdav (tomorrow ) I am available from around 12:30 
to 4:30 (NY time) . Sometime in,.there I will go to lunch, 
so if I know when you are going to-call, it will be helpful . 

On Fridav , I am availble from around 10 AM to 2 PM . Once 
again, if you can tell me :{via Fax) when you ' ll be calling, 
I will be sure to be in my..office at that time. 

Best, 

Barry 
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VI. In conclusion ... 

811mmarize your underl3tandins of tho member 1 ~ views exp2.·1:,l:$~t1u 
di.\rintt. the interview , 

Jnvite Board member to call you with furthor commen.t!l/quo:,tio11.5 
etc. Indicate your availability and intero8t in point~ u[ view 
and the reaction of their aoaociate3/colleague~ et. al, to the 
work of the CIJE .:1nd to .i.::s5ue:, in the field oC J~wl::.li education, 

PlAi'IRA write up interview notes and £orw.:lrd them to Ginny by 
October lGth. 

sre 
10/2/91 

Thank youl 
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The professional otaff now includes a full - time Education 
Officer: tho oearch committee is meetins candidates for the
Executive Officer. Interviews are taking place with candidates 
planner5. Educatioi-i.al ocnoultants have been recruit.ad for 
specific projects. 

. 
F. PLANS FOR THE GENERAL ASSEMBLY 

In an effort to reach the lay leadership of the Jewish community 
a~ a 'public-service' for J e wi~h education the CIJE is planning a 
~pecial session for Thursday afternoon, November 21st. Board 
mcmbcro planning to at.tend the GA and those interested iri the 
program aro mo::;t cordially welcome to a.ttend and participat:o. 

Morton Mandel will introduce the :5e:s:sion ~ml .r.:cpv:rt. on <;lJ 1-,; work 
to date. The featured 5peak er will be Dr . Lee S. Shulman of 
Stanford University and president of the National Academy o( 
Education. 

Dr. Shulman wil l speak on educ.;at:iouctl d10.11ge and the lead 
community as an attractive 8trategy for change in Jewish 
education, Barry Holtz will respond and comment on the specific 
ai;,p1.' oach to be~t practice~ and the lead communitie~. 

FYI; The National Academy ,. is comprised of 75 scholars and 
distinguished profee~ionals, all of whom were elected to the 
Academy in recognition of outstanding contr.ibution3 to education, 
The mis:,ion of the Academy is" to promote 3cholarly inquiry and 
discu33ion concerning the enda and means of education, in all its 
forms, in the United States _ and abroad" . The Academy conducts 
special :'5tuJi~:; and review5 in the public interest. 

Thi~ 8~~~iun should be of interest to delegates concerned about 
Jewish education and issues in general education. 

G, JANUARY BOARD MEETING/ANNUAL ME~TING 

'l"he following il1formc:lLio11 was contained .1.n the cover le't.ter that 
accompanied the minutes. 

The Ji:tuueu.-y 16th meeting of the Board wj_J,l take place in 
connection with the first annual meeting of the ClJE. The Board 
will meet in tho morning followed by the annual meeting . A written 
annual report will be prepared in advance of the annual meeting 
and_mernbers of the Commission and others ( education communi~y, 
national lay leadership) will be invited to attend the annual 
meeting segment of the day. 
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I::1a Aron will undarto.kc thia etudy. Her bio was in 
111c:d.:ttrials: she wrote one of the commission papers and 
tht::! uut-3t.undins young ~cholars in the field of Jew.i Rh 
She is on the faculty of tho Hobrew Union College- Los 

the Boa:r.n 
is one of 

f.lducat.ion. 
Angeles. 

More detailed report on this project may b8 ~resen~A<1 ~~ ~he 
January Boo.rd meeting and .information about its prog;r-ei=;s "t-1ill be 
in the materials for the January meeting. 

o Elicit :Jpeoifio questions/comments/sue;eest:i.onf' .-ihn11+. 
research in Jewish ~ducation. 

o Arc there epeoific areas Board members feel 
~hculd be included? 

Monitoring, ovaluation ~nd faad-baek is an integral par~ nf ~1] 
CIJE activitie3 and especially the lead communities project . Adam 
Gamoran will be developing this project. Adam i5 a sociolu~i~t of 
education and a member of the fac~lty of the University of 
Wisconsin at Madison. Reports on thi~ project can be expec~e<l a~ 
the lead communitie~ pruj1::10~ progresses , 

D, FOUNDATIONO 

Announcements were made at the meeting by Mand~l A~suule1Lc,<l 
Foundations ( MJ:l.F) and the Wexner Foundation:5 about theb: work 111 
t.he area of personnel/training. We hope the:3e will be an example 
others will follow, 

Charles Brofman 1 s CRB Foundation has expressed intere::st in work 
w.i.Lh Lhe CIJE in lhe c:1.rt:la uf Is1.·a.1:l experienc~s: Mrs, Melton 
noted at the meeting the various Melton funded projects in Jewish 
education, Tht:1 CIJE c1.11Llcli,1d.L1::1::s u Ll11::1.c.· !'uuu<lc:1.·Llums wil 1 5how 
i11 L1::11.·tJi, L lu J:)ruv lui11~ [um.ling for :,pee if ic project8. 

" The tield iB uuu~.1.·-(uml1::1u", (H1::11u:y Zuc..;kt:lr) . Wt= wlll not be able 
to rely on Luiliuu aw.1 [c:,t:,~ c111<l fti<ltira-l~ion support for the needs 
of the field. We will have to t.urn t.o others who 5hare our 
concerns and whose foundation5 are in a position to fund specific 
p.n.>j~t.:l:::;. 

E, OV~RVl~W OF ClJE 

lt ho~ beon less than 
LI1~ ~ublication of 
distinguished Board is 
Advisor3 repr~senting 
community orgaI1iza.tion3 
twi1,,;c, Ll1.i.s year. 

a year ~ince Ulli CIJE was establishod and 
A Time To ~c~. Much has happened. A 
still in formation and the Senior Policy 
the · f:i.elds of education, t::-aining and 
has b8en assembled. Both groups have me~ 
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Much work r.Amains t.o be done to develop the <,;r,mt~nt aspects. Thig 
is hAing undArtaken Ly tho ~J~cation officer thrm1gh 
con~ultalion5 with individuals and organi2~tion~ with ~xp~rti~e 
to lend to thi, proj tu.:t. Shulami th liuc; begun '-lork with thA 
danomj n.:ltiun:, and o:i:·gd11i.:ation:,: they c.:c1.n assist and benefit from 
work in tho lt:,ad nl'"lmmuuit.:ie!!I. Shi:, will develop a model using 
United Syn.;igogue/JTSA. JCCA and JESNA and its departments are:, 
nl~o invo 1 ved in thie -nctivlty to id1:mtify scrvice:-1 and 
.:1ct.iviti'!ls for.· pus!Siblc iw.:lu!Sic.n int.u lead oommunity projRct, 

. 
B. BEST PRACTICES 

Barry Holtz's presentation to the Board was well-received. 
Inquire as to response of Board member to the presentation and 
the discussion. To update: a project budget is now being 
finalized.A team of educational experts is being identified and 
assembled to launch the project under the guidance of an advisory 
group, Note: All CIJE projects will have advisory groups. This is 
a way to 'check' our work on an ongoing basis- another form of 
quality control! 

CIJE: is uuw working on securing initial funding for this project. 
It will initially serve the lead communities but also has the 
potential for energizing the eclucation communities and 
5timulating a wider variety of activitie3- e . g,, educational 
conference5 on "what works in education", workshops on the 
teaching of "x", longer termi cente::::-s for development of 
innovative approaches in education etc. 

c, RE~EARCH AND EVALIJATION 

Annette l:i:,ported only in brief at the Board meet:.ing. It il!! 
important that research and evaluation should not be viewed as a 
minor activity. RESEARCH AND EVALUATION ACTIVI'rIES ARE A CRITICAL 
ASPECT OF ALL PROJECTS AND A VERY HIGH PRIORITY. 

A med or accomplishment has been the identification of two 
outstanding researchers to work on this project, 

A new project will begin this month- a planning study on 
Establishing a Research Agenda for Jewish Education. The project 
ig designed to answer the following comprehensive question: 

Whc:,.t steps- both short and long term- can the CIJE recommend in 
order to encourage and 5upport the development of a strong and 
credible research capability in the field of Jewish education?, 

··. 
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IV, Opening the convRr~A~~nn: 

For Board members who were commissioners: you may W<'lnt-. t-.n 
indicQtc thQt ono of the produotive aspects of the staff work of 
commi3aion wo.o the opportunity t.o speak/meet regularly about the 
work of the commi~~ion and to benefit from their opecifio points 
of view. 

For Board members who were not commissioners: The CI,JE wants to 
have tho benefit of onsoing contact with members of the Board. 
All Board mombcrc -:i.r~ beins oall~d so tha.t we can hear your views 
~nd inoorporata suggestions and commentg in - our work. 

NOTE: If you thil.k there are commission mate:r.ials/pape>rs that 
member5 5hould havo plo~~o le~ Ginny know and she will send these 
out. We can assume that all who were commissioners would have 
full s~t~ of ~ap~r8, 

V. Topics 

A, LEAD COMMUN l 'l' l t;t> 

At the Board meeting it wa::i reported l.11aL Lhe <.:l.Jl:! was p:i.·epared 
to launch the lead community project folluwl.111;, L11t:1 1:mdor5etnent of 
the board. 

11 In reviewing the board discus3ion about lt:ad i;;orcu11uni tie a, it wa~ 
concluded that there is still a lot of misumlei:::.L,m<l.iHI:!, uu Lh~ 
part of di.recto:t.·~. Bas1:::1<l ou L.lit:1 que::stion:; a:'.lked during the 
discussion, we realized that we need to do a bt:~Lt:r JuL of 
clarifying 'lhe ledc,l <.:u11u11u11l·Ly (.:uuc.;E:tpL. Lt!ad communi tie::s a1.·e 
int:endE:!d to be laboratories with ideal condition:,. therefore, 
it's impractical to consid~r as lead communities tho3e places 
that don't have the optimum conditions. The board didn't seem to 
gra:sp this idea, 11 

We want to foll~w up with people as soon as possible to cla~ify 
their under~tanding. 

It i:; important to convey ln the conver~ation that we li::sten 
carefully to comment~ of Board member5, There i3 a feeling that 
lhe Boc1:1:<l 1~ uu L .L"~d.<.ly Lu <.;u111~l1:d ... ~ly 1:Ht<lu.1.·~~ Lb~ J:)ruj ~t.:t.. ond that 
there is a need for further planning. We are proceeding but 
e1.<lu.i..Hg dll e1.<ldl-Llu11e1.l plcirmillg ~i..ep, Thi::s may requi::e a ::11 ight 
mociification of the timetable as we carefully detail all aspects 
u[ Lia, 1-'.I:uje<.;L, 
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MELTON 
RESEARCH 
CENTER 

for Jewish Education 

To: Shularnith Elster, Steve Hoffman, 
Seymour Fox, Annette Hochstein 

From: Barry Holtz 

Friends, 

July 31, 1991 

Here is 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 Seymour, I have answered my 
question from the previous version: Best Practices will focus 
on the enabling option of personnel, not on particular program
matic options per se . Programmatic 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 to 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 collection or analysis of various examples of best 
practice among the programmatic options. Why? Because doing 
some of the programmatic options would tend to be a much more 
local thing, while the personnel issue is going to put us in 
the situation of evaluating national institutions. That is, if 
I am looking at examples of best practice within JCCs or look
ing for good supplementary schools or places where Hebrew is 
taught well (i.e. the programmatic options approach}, I am 
going to find one in Denver, another in San Diego , another two 
in Boston, etc. But if I am looking at who does training of 
personnel for supplementary schools (i.e. going the enabling 
option route of personnel)-- aren't I stuck having to deal with 
a small number of national institutions (JTS, HUC, Brandeis) 
and in the politically touchy waters of evaluating them? 

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

While I have your 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 Theological Seminary of America• 3080 Broadway • New York, New York 10027 • Telephone (212) 878-8031 
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Holtz--2 

Lead Communities who are looking for some very practical short
range advice about issues such as teaching Hebrew in the day 
school, running good (best practice) trips to Israel, hearing 
about curricula for early childhood education? Isn't the per
sonnel issue too broad and too "non-programmatic" for good, 
quick help to the Lead Communities? Any responses? 

News flash: X 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 collection of programs, 
but the personnel issue doesn't seem to have that "practice" 
dimension which will be of immediate use to the Lead Com
munities, So what do you all think? 

Best, 
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l Introduction 

The Best Practices Project 
Barry W. Holtz 

P . 4 /11 

July 30, 1991 

In describing its "blueprint for the future,11 A Time to Act. the report of the Commission on 
Jewish Education in North America, called for the creation of "an inventory of best 
educational practices in North America" (p. 69). The primary purpose of this inventory 
would be to aid the future work of the Council, particularly as it helps to develop a group of 
model Lead Communities, "local laboratories for Jewish education." As the Lead 
Communities begin to devise their plans of action, the Best Practices inventory would offer 
a guide to successful programs/ sites/ curricula which could be adopted for use in particular 
Communities. The Best Practices inventory would become a data base of Jewish 
educational 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 ''where in North America 
is the in-service education of teachers done well?11 and the Council staff would 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 not 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 offer us 
little assistance as we try to improve educational practice. In an enterprise as complex and 
multifaceted as educatio~ these writers argue, we should be looking to discover "good" not 
ideal practice, As Joseph Reimer describes this in his pa.per for Commission, these are 
educational projectS which have weaknesses and do 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 assumption that we know how 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. I assume that we could generate 
a list of such people with not too much difficulty. 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 to offer both 
encouragement and programmatic assistance to the particular Lead Community asking for 

1 
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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 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 "theoretically" in tbe 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 significant stumbling blocks will have to be overcome. In what way, 
for example, will viewing the Best Practice of "X" in Boston, Atlanta or Monrreal 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 even seeing that program in action 
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 the 
Best Practice site to the Lead Community site is one which will require considerable 
thought as this project develops. What makes one C'l.:rriculum work in Denver or Cleveland 
is connected to a whole collection of factors that may not be in place when we try to 
introduce that curriculum in Atlanta or Minneapolis. Part of this project will involve 
figuring out the many different components of any successful practice. 
As we seek to translate and implement the best practice into the Lead Communities, it will 
be important also to choose those practitioners who are able to communicate a deeper 
understanding of their own work and can assist the Lead Communities in adapting the Best 
Practices ideas into new settings. 

The Best Practices initiative for Jewish education is a project with at least three 
interrelated dimensions. First, we will need to create a list of experts in various aspects of 
Jewish educational practice to whom the CJJE could tum as it worked with Lead 
Communities. These are the consultants that could be brought into a Lead Community 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 who 
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 OJE think about the work that it is doing in the communities. 

The first phase of the Best Practices project•• stocking the Rolodex-- has already begun as 
the CUE staff has begun working. It will continue throughout the project as new people 
become known during the process. 
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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 research 
project of this sort might well include a historical dimension too. What can we learn about 
the almost legendary supplementary school run by Shrage Arian in Albany in the 1960s 
should have important implications for educational practice today.) Such a project should 
probably be located in an academic setting outside the CUE. 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 a School of Education at a university 
or created as a "free-standing" research center. Obviously, this project intersects with the 
research plan that the CUE is also developing. 

''Best Practices for assisting the Lead Communities" and "the long-range plan" are not 
mutually exclusive. The latter flows 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 between 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 Communities (such as through the assessment project which will be 
implemented for the Lead Communities) will then become part of the rich documentation 
central to the long-range plan. 

JI. Best Practice and the Lead Communities 

Of course there is no such thing as "Best Practice" in 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 mM 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, look at some of the "sites" 
in which Jewish education takes place such as: 
--Hebrew schools 
--Day Schools 
-Trips to Israel 
--Early childhood programs 
--JCCs 
--Adult Education programs 
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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 
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 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. 

III. Suggestions for a process 

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

1, Define the cate~ories 
To do this we should quickly poll a select number of advisers who have been involved in 
thinking about the work of the CUE or the Commission to see what categories we can 
agree would be most useful for the Lead Communities. 

Our main focus should be the Commission's "enabling option" of developing personnel 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 Practices11 approach might 
also 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, could 
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 
Commission 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, etc. Although the Commission decided to focus its work 
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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 to turn now to explore the specific programmatic options which can be of most 
benefit to the Lead Communities. Indeed, it is this list, coupled with the enabling option of 
building the professio~ 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 
through 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 
11adult education" or "early childhood education." 

2. Commission a document (a "definitional ~ide") fer each option. 
The definitional guide is a document which is prepared for each category. Its purpose is to 
offer guidance as we seek to determine best (i.e. "good enough") practice within the 
category. 

One advantage of focusing on the enabling option of personnel is that in the Commission 
report we already have a heads tart in defining the how we should go about studying the 
programs we will examine. A Time To Act (pp. 55-63) analyzes "building the profession" in 
the light of six subcategories: 1) recruitment, 2) developing new sources of personnel, 3) 
training, 4) salaries and benefits. 5) career track deve,opment, 6) empowerment of 
educators. 

These six subcategories can be the filter we use in looking 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 ~cruiting personnel to the 
supplementary school? who does a good job of develQping new sources of personnel for the 
supplementary school? where is the trainini of personnel 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 points of 
building 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 by the "location 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 CUE staff would react to these 
papers but we anticipate that this should be a fairly fast process. 

5 
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3. Identifv the location finders 
Once we define a list of categories and definitional guides for each, we would then want to 
find a group of '1ocation finders" who would recognize or know about "Best Practice." It 
may also require a meeting of people to brainstorm places, sites1 people as well. There 
probably also should be a group of well-traveled Jewish educators who could suggest the 
"location finders" to the CIJE. 

4. Get the lists 
Once we have the "location finders" for each category and the definitional guides, 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 can be implemented is a "bottom up" attack on this issue. 
The CIJE can put out a call to 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 examples of best practice 
around the country through this bottom up approach. We would need to explore how the 
Network deals with questions of quality control to see ii it is applicable to our needs. 

s. Evaluate the choice~ 
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 element of the Best Practices project. It will be important, 
therefore, to have outside experts at our service who could go out into the field to look at 
those sites that have been proposed as examples of Best Practices. Before we can pass on 
these exemplars for use by the Lead Communities, we must be able to stand by what we 
call "best." 

6. Write up the reasons 
Here this project begins to overlap with other research concerns mentioned in the report of 
the 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 try 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 ~ 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 projects 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. 

6 
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7. Translate to 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 action. 

It then requires a careful monitoring of what is going on when the attempt to translate 
particular Best Practices actually is launched. This monitoring is the intersection of the 
Best Practices project with the research and assessment that will be conducted in each 
Lead Community. How the two maners are divided0 Best Practices Research and Lead 
Communities Assessment-- is a matter that needs further clarification as the work 
proceeds. 

But another issue that forms the background to all of this work is an important additional 
research project that probably should be undertaken 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 change 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? Probably the best way to attack 
this problem is through successive "iterations," beginning with a first cut at finding examples 
of best practice through using the network of Jewish educators whom we know, then 
putting out a call for submissions to the inventory, and getting preliminary reports from the 
"location finders." A second stage would evaluate these first choices and begin the writing 
up of reasons that can lead to action in the Lead Communities. During the process we 
would, no doubt, receive other suggestions for inclusion on the list and the final inventory 
of Best Practices would get more 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 important point is 
that the Best Practices project can be launched without waiting for closure on all the issues. 
Thus we will be able to offer advice and guidance to the Lead Communities in a shorter 
amount of time. 
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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 Prac1ices as they developed their educational 
plan. It is with this goal in mind, that we wish to initiate the Best Practices project. But it is 
important to add a caveat as well: Innovation in Jewish education cannot be limited only to 
implementing 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 maner 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 undertaken 
either under the rubric of the Best Practices Project or through any research project put 
into operation by the CIJE. 

"Best Practices" should be only one dimension of Lead Communities. The crisis in Jewish 
education calls for new thinking: Bold, creative, even daring "new practices" must also play 
a role in our thin.king as the Lead Communities search for ways to affect Jewish continuity 
through Jewish education. Under the banner of the Best Practices Project we should create 
the Department 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, 
commissioned think pieces or through the investigation mentioned above of ideas that 
have written about, but never tried out. The Best Practices 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 CHALLfu'l.lGE OF SYSTEMIC REFORM: 
LESSONS FROM THE NEW FU1lJRES INITIATIVE FOR TIIE CIJE 

In 1988, the Annie E. Casey Foundation committed aboul $40 million over a five-year 

period lo fund community-wide reforms in four mid-sized cities: Dayton, Ohio; Little Rock, 

Arkansas; Pittshurgh, Pennsylvania; and Savannah, Georgia.1 The reforms were aimed at 

radically improving lhe life~hances of at-risk youth, and at the core of the agenda were chan~es 

in educational s~tems and in relations between schools and other social service agencies. Despite 

major investments, not only financial but in time, energy, nnd good will, from parLicipants as well 

as the Foundation, the New Futures Initiative has made little headway in improving education. 

According to a three-year evaluation: 

The programs, policies, and structures implemented as port of New rutures have not 
begun to stimulate a fundamental restructuring of schools. For the most part, 
interventions were supplemental, leaving most of the basic activities and practices of 
schools unaltered. At best, these interventions have yet to produce more than superficial 
change (Wehlage, Smith, and Lipman, 1991, p. 51). 

This is not a matter of frilling to allow time for programs Lo tak.1,; 1,;ffect, nor is it the problem that 

weak outcome indicators prevented rt!Cognition of the henefiu of innovative programs. Rather, 

the programs themselves have been weakly conceived and poorly implemented. 

There arc striking similarities between the action plans of New Futures and the C1JE's 

lead communities projccl Consideration of the struggles of New Futures therefore provides 

import.mt lessons Cor the CIJE which may allow us to avoid the pitfalls that New Futures has 

em:ountered. In chis paper, I will desl:rihe the design and implementation of New Futures, and 

show it~ !.irnilarities co Lhc CIJE's agenda. Next, l will summari1.e New Futures' succes.c;cs and 

frustrations.2 Finally, I will explore the implications of the New Future..'i experience for the CJJE. 
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The Design of New Futures 

Just as the CIJE wns born oul of <liw concern for the fate of American Jewry, the New 

Futures Initiative emerged in respnn.,;e co a sense of crisis in urbao America. Like the CUE, New 

Futures is concentrating major assistam.:e in a few locations, and emphasizing community-wide (or 

systemic) reform, rather than isolated improvements. At the heart of New Futures' organizutional 

plan are community collaboratives: local boards created in each of the New Futures cities which 

ure supposed to build consensus around goals and policies, coordinate the efforts of diverse 

agencies, and foeilitate implementation of innovative programs. These collaboralives began with 

detailed self-studies which secve<.l both as part of their ,1pplicntions lo become New r:utures dties, 

and ilS the gmundwork for the agendas they developed subsequently. Each city developed a 

management information system (~IS) that would gauge the welfare of youth und inform policy 

decisions. Like the CUE, the Casey Foundalion listed certain areils of reform that eat:h dLy was 

required to address, and encouraged additional reforms that fit particular contexts.3 

Another similarity between New Future1> and the CIJE is the decision to play an active 

part in the development and implementation of reforms. Unlike the sideline role played by most 

grant-givers. New Futur~ provided policy guideline:., advice, and technical assistance. New 

Futures has a liaison for each city who visits frequently. According to the evaluators, "the 

Foumh1liun attempted to walk a precarious !foe between prescribing and shaping New Futures 

effor1s according to its own vision and encourai:,ring local iniliative and inventiveness'' (Wehlage, 

Smith, and Lipman, 1991, p. 8). 

The New Futures lnitiative differed Crom the CIJE in that it began with clear i<lt!as ahoul 

what outcomes had to be changed. These included increased student attendance and 

a~bicvc.!mect, better youth employment prospeccs, and reductions in suspensions, course failures, 

grm.11! rt!tentions, and teenage pregnancies. New Futures recognized, however, that these were 

, ;: !¼l 1 ~ 



long-term goals, and they did noc expect to see much change in Lhe,-;e outcomes during the 11rst 

few years. The lbree-yeur evaluation focused instead on intermediate goals, asking five main 

questions (Wehlage, Smith, and Lipman, 1991, p. 17): 

1. Have lbc interventions stimulated school-wide changes that fundamcntaUy affect all 
students' experiences, or have the interventions functioned more as "add-ons• ... ? 

2. Have the interventions contributed to ... more supportive and positive social 
relations ... lhroughout the school'? 

3. Have the interventions led to changes in curriculum, instruction, and assessmenL...thnt 
genera Le higher levels of studeol engagement in academics, especially in pmhlem solving 
and higher order thinking Rctivities'/ 

4. Have the intervention.~ ... give(n teachers and principals) more autonomy and 
responsibllity ... wbilc ulso making them more accountable ... ? 

5. Have the intervention.~ brought Lo the schools additional material or human 
resou recs ... '! 

3 

Nthough Wehlngc aml his colleagues observed some successl!s, nmubly the establishment 

of management infonnation systems, anti exciting but isolated inncwaLions in a few schools, by and 

large the intermediate goals were not met: interventions were supplemental rather than 

fundament.11; social relatlons remainl!d adversurial; there was virtually no change in curriculum 

and instruction; and autunomy, responsihilily, <1nd community resources evidenced but slight 

increases. 

Kr::w Futures' Limilctl Success 

New I7uturcs' greatest achievcmcnl thus for may be the ''improved capacity to gaLhcr data 

on youths" (Education Week, 9(2.5/91> p. 12). Prior to New Fulures, the cities had little precise 

information on bow the school systems were functioning. Basic data, such as dropout and 

achievement ralcs, were not calculated reliably. Establishing clear procedure~ for gathering 

information means that the cilics will he nole to identify key oreas of need and keep track of 

progress. for exnmplc, the data pointed lo sharp discrepancies between black and white 



suspension rates, and Lbis has mude suspension policies an important issue. The outcome 

iauicalors showed little change over the first three years, but they were nol expected to. New 

Futures participants anticipated that data-gathering will pay off in the future. 

The intermediate outcomes, which were expected to show improvement from 1988 to 

4 

19'Jt, have beea the source of frustration. None of lhc five areas examined by Wchlage's team 

shuwed major improvement. For example, the most extensive.: structural cbHnge was the 

rearrangement of some Little Rock and Dayton middle schools into dusters of teachers and 

students. This plan wns adopted to personalize the schooling experience for students, and to offer 

opportunities fur collaboration among teachers. Yet no new curricula ur instructional approaches 

resulted from this restructuring, und it has nol lcd to more supportive teacher-student relations. 

Observers reported: 

(A)t duster meetings teachers address either auministracive details or individual students. 
When sLudents are discussed, l~achers tend to focus on personal problems 11nd attempt to 
find idtosyncralic solutions to individuul need.~. They oommonly perceive studcnlS' 
problems to be the result of personal character defects or the products of dysfunctional 
homes. "Problems• are usunlly seen as "inside" the sn:dcnt and his/her family; 
prescriptions or plans Rre designed to 11fix1' the studenl Clusters have not been used as 
1..1pponuuili~ fur collaboration and reflection in developing broad educational strategies 
that could potentially uddress institutional sources of studeot failure (Wehlage, Smith, and 
Lipman, 1991, p. 22). 

The failure to take advantage of pussibiUties offered by cluscerin,e; is symptomatic of what 

the Wehluge team saw as the fundamentnl reason for lack of progr~s: the absence of change in 

thu 1:ullure of educational institutions in the New Futures cities. Educators continue to see lhe 

sources of failure as within the students; tb_dr ideas about improvement still refer to students' 

bur.:l<ling <lawn and doing the work. The notion that schools might change their practices to meet 

the needs of a changed student population has yet to permeate the school culture:. 

Another example of unchunged culture was manifested in strategies for dealing with Lhe 

suspension problem. As New Futures began, il was not uncommon for a third or Lhe student 
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body in a junior high school to receive suspensions during a given school year. In some cases, 

~uspcmJc<l stuc.lents could not make \JP work they missed; this led them to fall further behind and 

increased their likelihood of failure. In response, several schools began programs of in-school 

suspensions. However, out-of-school suspensions remained common, and in-school suspensions 

were served in a harsh and punitive atmosphere that contradicted the goal of improving the 

schools' learning environments. 

The newspaper account of New Futures, progress focused on a different source of 

frustration: the complexity of coordinating efforts among diverse social agencies, schools, and the 

Found3Lion. This task turned out to be much more difficult than anticipated. TI,e arLid<.; quotes 

James Van Vleck, chair of the collaborative in Dayton: Kh we've sobered up and faced the issues, 

we have found that getting collahoration between those players is a much more complicated and 

difficult game than we expected" (p. 12). Part of the difficully hty in nul spending enough time 

and energy building coalitions und consensus al the out,;et. Otis Johnson, who leads the Savannah 

collaborative, is quoted as saying: "If we had used at least the first six months tu plan and to do a 

lut u( bridge-building and coordination that we hud to struggle with through the first year, I think 

it would hllvc hcen much smoother" (p. 13). 

The push to get started led to an appearance of a lop-down project, though that was not 

the intention. Teachers, principals, and social workers--thosc who have contact with the youth-

were not heavily involved in generating programs. Both the news account and the evaluation 

report describe little progre-,;s in encouraging teachers and principals tu develop new programs, 

and ~chool staff appeared suspicious ahout whelhcr their supposed empowerment wa5 as real as it 

wns made out lo be (see Wehlage, Smith, and Lipman, 1991, p. 31). 

inherent tensions in an outside intervention contributed to these difficulties. The use of 

policy cvalualion has made some participanL'I feel "whip-sawed around" (Educalion Week, 9(2.5/91, 
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p. 15). A Dayton principal explained, "We were always r~pon<ling to ... either the collahorative or 

lht:: fuumlaliun. ll wa:s very Cruslrating for teachers who were nol understanding why the changes 

wt::re occurring'' (Education Week, 9{25/91, p. 15). Another ttmsion emerged in the use of 

technical assistance: While some participants objt!eted to top-down reforms, others complained 

rhac staff developmenl cfforls have been brief and limited, rather than :n.1stained. 

According lo the evaluation team, the New Futures projects in the four cities have 

suffered fmm the lack of an overall vision or what needs to be changed. How, exactly, should 

students' and teachers' daily lives he different'! There seem to be no answers to this question. 

lmotications: How Can the CUE Avoid Similar Frustration? 

The New Futures experience offers four critical lessons for the CIJE: (1) the need for a 

vision aboul the conlcnt of educationul and community reforms; (2) the need to modify the 

culture of schools and other institution:i along with their struclures, (3) the importance of 

b.ilancing cnlhusiasm and mom<:olum with c.:oalition-building and careful thinking ahout programs; 

and ( 4) the need for awareness of inherent tensions in an intervention stimulated in part by 

external sources. 

The importance of content. Although New Future.~ provided general guidelinei., no 

particular programs were specified. This plan may well have b~en appropriate in light of c.:oncerns 

about mp-down reform. Yet the communiry collaboratives also failed to enoct visions of 

educational restructuring, and most new programs were minor "add-ons" to existing i;tructures. 

Wl!hlagl! and bis c.:olleagues concluded that reforms would remain isolated and ineffective without 

n dear vision of overall educational reform. Such a vision musl be informed by current 

knowledge about education. yet ctt the same time emerge from participation of "screet-levcl" 

educators--tbose who deal directly v.-ith youth. 

-· ·-



This finding places the CUE's "bcsl practices" project at the center of its operation. 

Through a deliberate and wide-ranging planning pro~, each lead coaunuuily must develop a 

broad vision of ils desired educational programs and ouLComes. Specific programs can then be 

developed in collaboration wich the CUE, drawing on knowledge generated by the best practices 

p1 njecl. Iu addilioo to infurmaliuo about "what works,'' the bes1. practices project can provide 

access to technical support ouLc;idc lhc community and the CUE This support must be sustained 

rather than limited to brief interventions, and it must be desired by local educators rather than 

foisted from above. In shcm, each lead community must be able to answer the question, "how 

should sludcnLs' and cduc.:ators' <.hilly lives be different?"; and the best practices projccl must 

provide acce,-;s to knowledge that will help generate the am-wers. 

Changing cullure as well as strudure. Jewish educators arc nu less likely tban staff in 

secular schools to find sources or [allure outside their institutions. Indeed, th~ diminished 

(though not eradicated) threat of anti-semitism, the rise in mixed-marriage families, disillusion 

wilb Israel. an<l the general reduction of spirituRlity in American public and private lifc,4 all may 

lower the interests of youth in Lbcir Jewishness and raise the chances of failure for Jewish 

education. Thus. Jewish cducalors woul<l h~ quice correct to claim that if North American youth 

fail to remain Jewish, it is largely due lo circumstances beyond lhe educators' control. But this is 

bi.;sidl!S Lhe poinL At issue is not external impediments, hut how educational and sociul agencies 

can respond to changing external circumstances. In New Futures cities, educators have rmiinly 

attempted to get studenrs to tit existing im1titutions. If CIJE communities clo the same, their 

likdihoud u( failure is equally brreat. Instead, lead communities must consider <.:banges in their 

organizational structures 11nd underlying assumptions to meet lhc n~s of a changing Jewish 

world. 

7 
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How do CDE plans address this concern? The intention to mobilize support for 

edul:alion, raising awareness of its centrality in all sectors of the community, is an imporUml first 

step, particulMly ~incc il is expected to result in new lay leadership for educalion and community 

collaboration. New Futures' experience shows that this tactic is necessary but not sufficient. 1n 

New Futures dtie.o;, community collaboratives galvanized support and provided the moral authority 

under which change could take place. Yet little fundamental change occurred. Educators have 

11ot experimented much with new curricula, instructional methods, responsibililie.s or roles, 

because lheir basic beliets about teaching and learning have not changed. 

It is possible that the CIJE's strategy of building n profession of Jewish education address 

this problem. Perhaps unlike the secular educational worl<l, where methods are well-entrenched, 

profcssionaliz.1tion in Jewish education will carry with it an openness to alternatives, encouraging 

tcat:hcrs tu create and use new knowledge about effective programs. Pro[~:siunalization may 

bring out the capacity Lo cxp0rimcnt with ''hest practices" and a willingness to adopt them when 

they appear to work. 

Balance enthusiasm wiLh careful planning. Those involved in New Futures believe they 

should have :spent more time building crntlitions and establishing strategies before introducing new 

programs. Douglas W. Nelson, executive director o( the Ca,;ey Foundation, regrets that more 

timt: was not taken for planning. He observed: "We made it more difficult, in the interest or 

using the urgen<-y of the moment and the excitement of commitment, to include und get 

owncr.ihip at more levels" (Education Weck, 9{2.5/91, p. 13). Again, il is not just the structure 

that requires change--this can be mandated from ahove--but the unspoken assumptions amJ beliefs 

that guide everyday behavior which require redefinition. Institutional culture cannot he changed 

by fo1t, hut only through a slow proc~ss of mutual consultation and increasing commitment. 
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Lead communities also need a long planning period to develop new educational prograTJJ.5 

that are rich in content and far-reaching in impact. This prUl:c.si; requires u thorough self-study, 

Crank appraisal of current problems, discussions of goal!; with diverse members of the communily, 

and careful consideration of existing knowledge. If "lead communities" is a twenty-year projecl, 

surely il is worth taking a yt:ar ur more for preparnc!on. Deliberation at the planning stage 

create.<; a risk Lhat momentum will be lost, and it may he important to truce steps co keep 

enthusiasm high, but the lesson of New Futures show that enthusiasm must cot overtake carcCul 

planning. TI1e current schedule for the lead communities project (as uf Junuary, 1992) appears to 

hrwe t:lken account of these concerns. 

Awareness of unavoidable tensions. New Futures' experience highlights tensions thaL arc 

inherent to the process of an outside int~rvention, and the CUE must be sensitive so the effects 

()f sut:h tensions can be mitigated. The CUE must recognize the need for :stability after dromalit: 

inilic.11 changes take place. ·n,e CU E's evalua1ion plan must be developed and agreed upon by all 

parties before the end of the lead communities' planning period. Technical support from th'! 

CUE must be sustained, rather thnn haphazard. While the CUE cannol huh.I bat:k wnstruccive 

criticism, it must balance criticism with support for honest efforts. Many nf thl.".se tacti<.:S hc.1ve 

b1.:en used by New Futures, and they may well aa:ount for the fact that New Futures is still 

uugoiug am.I htts bupas uf eventual succ~, despite the frustrations of the early years. 

Conclusion 

The N<::w Futures initiative, the Ca.'!ey Foundation's effort to improve th~ lot of at-risk 

youth in four American cities, bas b~en limited by supplemental rather than fundamental change, 

the in:i.hility lO modify underlying beliefs even where structural change$ occur, and by the 

wrnple.xities of coordinating lhc work of diverse agencies. Although it will be difficult for the 

CIJE to overcome these cballcngc::s, awnreness of their likely emergence may help forestall them 

;:11112 
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or mitigate their conscquenct:s. In particular, the CUE should help lead communities develop 

their visions of n<.,-w cducacional programs; lhink abuuL cultural us well as structural change; 

eni;ure a thorough self-study, wide-ranging participation, and careful planning; and remain 

sensitive Lo tensions that are unavoidable when an outside agent is the stimulus of change. 

Lo al<:leha ha-m'lacba ligmor, v'lo atu ben horin l'hibatel mi-menah. Ha-yom kutzar v'ha
m'lm:ha m'rubah, v'ho-poalim atzcylim, v'ha-sahar harbeh. U-va'al ha-bayil dohl;k --- Pirke 
Avol. 

(It is not your responsibility to fi.nisb the task, but neither are you free to shirk it. The 
day is short and the tusk is large, the workers are lazy, and the rcwar<l is great. And the 
Master of the House is pressing -- Sayings of the fat:'1er~.) 

NOTES AND REFERENCES 

l. Lawrence, Massachuscus, was originally included as well, with 11n additional SlO million, but it was 
dropped during the seco1ld year aClcr Lhe community failed to reach consensus on how to proceed. 

2. This au:ount relies lars:ely on Lwo sources. One is an Educalion Wet:k news report by Dt:borah L 
Cohen, which appeared on St:pt. 25, 1991. The second is an academic paper by the Casey FoundaLion's 
evaluation team: Gary G. Wehlage. Gregory Smith, and Pauline Lipman, "Restructuring Urban Schools: 
The New Futures E.xpericncc" (Madison, WI: Center on Orga.ni1atloo and Rc:.truuuring of Schools, May 
1991). 

3. The reforms required (or •strongly encouraged") by the Casey Foundation were site-based management, 
Oc.tibilily tor teachers, fndlvidualizca treatment or studentS, staff development, and communicy-wide 
collahoration. This list is longer than Lhe ClJE'~. whose required clcm<.:nts are building th¢ educational 
profossion and mobilizing community supporL 

4. On the decline of splrlluallty in America, see Robert N. Bellah et. al, Hahils of the rleart (Berkeley, 
CA: University of California Press, 1985). 
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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 
outside 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 meaningful, 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 implemented, not for making decisions 
about the survival of programs, agencies, or positions. 

(2) The reason most educators cannot be reflective 
practitioners, 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 people, 
or a new person 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 hoping 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 Shularnith about the intersection of the 
planning and execution of programs in the lead communities on 
the one hand, and the monitoring, 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 quarterly report, 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 temporally, with the 
field researcher's quarterly 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 point needs 
more emphasis than I've given it so far. 
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 not 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 Outline 

In late 1990, the Commission on Jewish Education in North America issuedA 
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 necessary funds are secured to meet 
additional costs (p. 67). 

One year later the successor to the Commission, the Council for Initiatives in 
Jewish Education (CUE), 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 
monitoring, evaluation, and feedback component to document its efforts and 
gauge its 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 monitor
ing-for the lead communities. 

(2) What are the outcomes of change in lead communities? 
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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 Community 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 outcomes for students? Since the results cannot 
be detected immediately, it is important to obtam 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 Xis unable to increase its professional 
teaching force. Leaming from this experience would require knowledge of the 
points at which the innovation broke down. 

Field Researchers. 

At least one half-time field researcher would be hired for each community. 
Although budgetary and personnel constraints arc likely to limit the number of 
researchers the CUE 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 CUE. 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 self-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. 
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3. Attend meetings and interview participants in order to monitor the 
progress of efforts to improve the educational delivery system, broadly 
conceived. 

4. Prepare informal quarterly briefs which will serve as a source of feedback 
for participants in the lead communities. 

5. 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 programs in 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. 

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

7. Issue a 21-month report (May 1994), which would describe educational 
changes that occurred during the first 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 in rates of participation to changes 
that do or do not occur in other North American Jewish communities. 
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 efforts of the lead communities. (Even 
so, it 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 CUE. 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. 

8. Field researchers would also serve as advisers to reflective practitioners 
in their communities (see below). 
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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/be would also participate in developing a more 
detailed monitoring and feedback system. 

Director of monitoring, evaluation, and feedback. 

The chief field researcher would be guided by a director of monitoring, evalua
tion, and feedback. The director would be responsible for providing leadership, 
establishing an overall vision for the project. Further responsibilities would 
include making final decisions in the selection of field researchers; participating 
in the 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 
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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 example, 
biblical, prayerbook, and conversational Hebrew. It may not be restricted to 
multiple-choice answers, in order to allow respondents to demonstrate capacity 
to use Hebrew as a language. The test would be accompanied by a limited 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 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 
CUE. 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 
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 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 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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4. Present the revised paper to the research advisory group, posing the 
following questions: 

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

(b) How might they be measured? 

The research advisory group would have two additional sources of 
information to consider: the operative goals of programs in lead com
munities, as described by field researchers in their 9-month reports; and 
conceptions of the educated Jew developed by the Mandel Institute. 

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

Stimulation of Self-Contained Research Projects 

At any time during the process, the CUE may require urgent attention to specific 
issues of educational effectiveness. (An example might be the relative effective
ness of supplementary school and summer camp attendance for Jewish iden
tification.) After developing an internal consensus1 CUE would either (1) issue 
a request for proposals on that topic, or (2) recruit and commission individual 
to carry out the research project. 

TIMELINE 

ieldwork Outcome Development 

create job description commission paper 

oversee hiring, training 

ugust 1992 approve first paper 

all-Spring, fieldwork underway, quarterly responses to paper 
1992-93 briefs, administer surveys/tests from national or-

ganizations. 

May 1993 9-month reports revise paper 

ugust 1993 meet with research 
advisory committee 

fieldwork continues, quarterly develop outcome in-
briefs dicators 
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No. 1 

28-JUL-1991 08:24:11.65 
Froms HUJICC::BITNET%"GAMORAN@WISCSSC11 

To: ANET@HUJIVMS GAMORAN@WISCSSC (M GAMORAN.MAIL 
CCI 
Subj: thanks 
Received: by HUJIVMS via NJE (HUyMail-V6c); Sun, 
+0300 
Date: Sat, 27 Jul 91 22:11 CDT 
From: GAMORAN@WISCSSC J 

v(D W __ 
@ 'I)o \ ro+ 

EBCDIC) (i) ( ~? 

28 Jul 91 08:24:11 

subject: thanks 
'l'o: ANET@HUJIVMS 

) 

\1 
I • \ \ oriqinal To: ANNETTE 

Thanks so much tor tha lovaly calendar, which I received via 
Cleveland. This was just another example of what thoughtful and 
gracious hosts you were during our stay in Jerusalem. Marla and I 
enjoyed our stay immensely, and we are very grateful. Also, I 
found both the workshop and our pre-workshop meetings to be 
stimulating and valuable, and I'm thankful to have had the 
opportunity to participate. {Even though the rest of my summer is 
going to kill me!ll) 

Two memos follow this message. The fi'rst is a proposal for a 
three-year plan ot Monitoring, Evaluation, and teed.back. It is 
essentially the plan I presented at the Wednesday session of the 
workshop, with revisions that take account of the comments I 
received. Perhaps the most important comment was that the plan so 
tar does not spell out the details or the system for monitoring ( 
and feedback. I now recognize this, but am not prepared to 
propose a detailed plan at present. Instead, I propose that the l 
system be designed (by Shulamith, the ohlef field researcher, and /r<:~-
possibly me) during the coming year. l,ll' l:.U.,,-, 

- ___..;;- ~....:J,i 

Another important addition is that I mention the idea of using□ it<

partioipation rates (Le., "head counts11 ) as outcome indicators ~
in the seoond report from field rGiaearohars in the lead ~ I 
communities. ) . 

I discussed the question ot two half-time versus one full-time 
field researcher with my colleague Gary Wehlage, who runs an 
evalwation project for the Casey Foundation's New Futures 
Initiative (an effort to improve urban education). He has tound 
advantages to having two half-time researchers I hut only when/ 1 he's been able to get the half-time staff to share ideaa. This ~~•""
may be a moot point if the budget or the personnel are limited, ~ 
but I am worried about the ability of ona reeearcher to handle 
the job in a large city. I mention this issue in the memo. 

Another revision is that in the section on developing outcomes, I 
included three sources of information which the research advisory 
col\\ll\ittee would ultimately consider~he paper raflecting views , f.-,l J 
by national organizations;© perative goals of programs in the 
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('.j) 
lead communities; and conceptions of the educated Jew developed 
at the Mandel Institute. 

I did not include provisions for control groups, for reasons I 
explained at the workshop. I added mention of the possibility of 
comparing ohanges in participation rates in lead colt\J'!lunitiea with 
those in other communities, but cautioned that changes in lead 
communities could not be unambiguously as~~ the ro rams. 
I did not discuss the idea ot Clevelancic.___a!!l ractice11 s t tor / 
reaearch, mainly because I couldn't figure out how I cou o it, 
but I think the idea has merit. 

The second memo is a proposal for a role I could play in this 
process. It is the aame as we discussed prior to the workshop, 
with two revisions: (a) I propose to spend 12 (not 10) hours per 
month on the project; (b) I limit my involvement while I am in -\_.., 
Scotland, acknowledging that the ehief field rasaarchar would be VJ,.J.J\ 
pretty much on his/her own during the academic year 1992-93. ,,--

I offer the second memo as a proposal for my involvement, not 
just as a statement of what my role could possibly be, In other r 
words, if this job makes sense to you, and the time cornlnitment is 
acceptable, I'm willing to attempt it. r 
I 6~ ~ d 
L . 
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No. 2 
28-JUL-1991 08:24:19,03 
l'rom: HUJICC::BITNET%11GAMORAN@WISCSSC" 
To: ANET@HUJIVMS GAMORAN@WISCSSC (M GAMORAN.MAIL EBCD!C) 
cc: 
Subj: memo on Monitoring, Evaluation, and Feedback project 
Raoaivad1 by HUJIVMS via NJE (HUyMail-V6o); sun, 28 Jul 91 08:24:18 
+0300 
Date: Sat, 27 Jul 91 22:11 CDT 
From: GAMORAN@WISCSSC 
subject: memo on Monitoring, Evaluation, and Feedback project 
To: ANET@HUJIVMS 
oriqinal ~o: ANNlTTE 

Monitoring, Evaluation, and Feedback: A Three-Year Outline Adam 
Gamoran University of Wisconsin, Madison July, 1991 

This memo proposes a plan for the -monitoring, evaluation, and 
feedback component of the CIJE. The plan contains three elements: 

I t ield research in lead oommuni ties; 2 development ot outcomes and 
tools for measuring outcomes; and.> stimulation of self-contained 1 ~ 'It , 
research projects. Tasks are described for the first three years, '~ 
beginning fall 1991. Explanations of rationales are drawn in part 
from my earlier memo. , · - - - ~ .,, - -

1IBLD RESEARCH IN LEAD COMMUNITIES 

studying the process ot change in lead communities should be a 
major component of the CIJE strategy. Documenting the process is 
especially important because the effects of innovation may not be 
manifested tor several years. For example, suppose Community X 
manages to quadruple its number of full-time, protesaionally
trained Jewish educators. How long will it take for this change 
to affect cognitive and affective outcomes 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 beat-laid plans, Community X is unable to 
increase its professional teaching force. Learning from this ~ 
experience would require knowledge of the points at which ~he1 l 
innovation broke down. <; ~ L(u. go,o., 

N\.,./'Y
Field researchers, At least one half-time field researcher would 
be hired for each community. Although budgetary and personnel 
constraints are liKely to constrain the number ot 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 researchers supported by the CIJE. I estimate that one ?i 
halt-time researcher would be able to provide the level of detail;l~1 · 
desoribed in this memo if the size of the Jewish community is ~ 1 
approximately so,ooo or smaller. ~ )c' 

@::i:,11;;1 
h Q p_o· lw-J 1

j 

- ·U,u_ l~) 
vv ' 

3 ... 



JUL 2:1 ':11 13: 03 "1Allt•EL 111ST . ISPAEL :1,2 2 699:151 '372 2 699951 

Field researchers would have the following responsibilities: 

1, Supplement community self-studies with additional quantitative 
data, as determined following a review of the self-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 o! the lead community process, 

3. Attend meetings and interview participants in order to monitor 
the progress of efforts to improve the educational delivery_ 

_")system, broadly conceived. {~l -~CL>--\ ~ 7 

-/4, Write a nine-month report describing items 1-3 M'¾.,.. '1"2.. 3). An 
important contribution of the report would be to discuss the 
operative goals of programs in the lead oolt\ll\unity. The report 
would also asseaa progress toward the commission's goals, and 

-~ 

would speak frankly about barriers to implementing the plans o! 
the local commission. In this way, the report would J:::,,.__e as ~ 
formative evaluation for th• ool!\l'dunity and the CIJE, I ~ 

s. Replicate the initial data collection a year later, and Q 
continue monitoring progress toward the commission plan. / 0 j.9 ~~,.t/l ~ 

7 IV.% 1 't-'f~ \'..,. ~ 
__-;;;r 6. Issue a 21-month report (May--l:,-9'9-4--), which would describe 

educational changes that occurred during the first two years, and 
present an assessment of the extent to whioh goals have been 
achieved. Two types of assessment would be included: (a) 
Qualitative assessment of program implementation. (b) Tabulation~AIJ( 
of changes in rates of participation in Jewish education, which :, 
may be associated with naw program,. f , vJ'"'" 

It may be possible to compare changes in rates of participation ~:jvll.,"
to changes that do or do not occur in other North American Jewish Dv<%r 
communities. For exampl e, suppose the lead communities show ~ 
increases in rates of Hebrew school attendance after Bar Mitzvah. ~~ 
Did these rates change in other COll\ll\unities during the same 5~ $f, 
period? It not, one may have greater confidence in the impact of 
the efforts of the lead communities. (Even so, it is important to ~aP),-t,,
remember that the impact of the programs in lead communities 1~
cannot be disentangled from the overall impact of lead ~ ,, 
communities by this method. Thus, we must be cautious in our 
generalizations about th• effect, of the programs.) 

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

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

'\~' """'~O .l ~ ~y.J,;,,_, ,-, ~ ~ 11-,,-i.~ 

v 
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Schedule 

During fall 1991, a job description and list of qualifications 
would be prepared. 'l'he researchers would be hired and undergo 
training during spring and summer 1992. During this period, At~ 
further details of the monitoring and feedback system would be ~ 
worked out. The fieldwork itself would begin in late summer or ~.1-· 

early fall 19~2. '[ .1 

a$ chief field researcher. The chief filed researcher would work 
full-time. In addition to studying his or her community, the 

Chief field researcher. One of the field researchers would serve V 
chief field researcher would be responsible for training the 
other• and coordknating their studiee. 

Reflective practitioners. In each lead oommuni ty, two or more 
reflective practitioners would be commissioned to reflaot on and 
write about their own educational et.forts. 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 retlective practitioners. 

Collection of achievement and attitudinal data. Some ot the 
participants at the July, 1991 Jerusalem workshop advocated 
administering such achievement tests and attitudin:1 1 
questionnaires as are currently available. Thie effort would d"" (L -✓ 
require another researcher dedicated to the task. Much work LW-11 
remains to be done in locating and selecting among available ,•l~. <l"' 
tests and survey items. ~ 

DEVELOPMENT or OUTCOMES 

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

Propo1uad tasks for this component of the project for the first. 
two years are: 

l. 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 
evaluate the outcomes of Jewish education, what would you loo 
at?" (b) outcomes should be addressed in the areas ot cognition 
attitudes, values/beliefs, practices, and participation. 
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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 an~ 
disagreement among the organizations. Q 0, ~ 

' ~ l}~4'l.\.i. 
4. Present the revised paper to the research advisory group, ~ y\~f 
posing the following questions: (a) What do you make of this set f1J 
of outcomes? (b) How might they be measured? 

The research advisory group would have two additional sources of 
information to consider: the operative goals of programs in lead 
communities, as deaoribed by field researchers in their 9-month 
reports; and conceptions of the educated Jew developed by the 
Mandel Institute . 

5. Commission appropriate experts to begin selecting or creating ( V 
outcome indicators. 

STIMULATION 0~ BEL~-CONTAINED ~ESEUOH PROJECTS 

At any time during the process, the CIJE may require urgent 
attention to specific issues ot educational effectiveness. (An 
example might 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 tor proposals on that topi c, or (2} recruit and 
commission individual to carry out the research project. 

'l'IM!LINB 

Fall 1991 

spring 1992 
July 1992 

"k, {) !Fall-Spring, 
\~~ ~ 992-93 

.f$ _½!JL3 
August 1993 

Fall-Spring, 
1993-94 

May 1994 

FIELDWORK 
create job description 

oversee hiring, training 

fieldwork underway 

9-month reports 

field~ork continues 

21-month reports 

·"· 

OUTCOME DEVELOPMENT 

commission paper 

approve first paper 

responses to paper 
from national orgs, 

revise paper 

meet with research 
advisory committee 

develop outcome 1993- 94 
indicators 
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No. 3 

28-JUL-1991 08:24:34.84 
From: HUJICC::BITNET%11GAMORAN@WISCSSC 11 

To: ANET@HUJIVMS <M•> GAMORAN@WISCSSC (M GAMORAN,MAIL EBCDIC) 
CC: 

P . 8 1'10 

Subj: memo on a role for me in the MEF project 
Received: by HUJIVMS via NJE (HUyMail-V6c); sun, 28 Jul 91 08:24:34 
+0300 
Date: Sat, 27 Jul 91 22:12 CDT 
From: GAMORAN@WIBCSSC 
subject: memo on a role for me in the MEF project To: ANET@HUJIVMS 
Original_To: ANNETTE 

July 26, 1991 

To: Seymour Fox, Annette Hochstein From: Adam Gamoran CC: 
Shulamith Elster Re: my participation in the CIJE research 
project 

This memo is to clarify my proposed involvement in the CIJE 
research project, as developed during our meetings prior to the 
Jerusalem workshop. I am happy to listen to any clariticationa or 
modifications you may w~sh to_ offer. 

fl.~~ .1. 

The joD would be +i<at ot a consultant to the CIJE, and would 
report to the CIJE~!;ector. !tis important that the position be 
one of a colleague rather than a subordinate of the Chief 
Education Officer, to encourage constructive criticism of the 
educational programs supported by the CIJE in the lead 

V- communities, 

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

FIRST PRELIMINARY Plll\S!r OCT. - DEC. 1991 

A. fie•d research 
1. Prepare a. job description for the field researchers and the 
chief field researcher. The description would include such items 
as rationale, fieldwork tasks, reporting requirements, standards, 
and expectations. 

2. circulate th• job description for feedback from (a) those 
involved with the CIJE, especially those who participated in the 
July 1991 CIJE workshop; and (b) colleagues with expertise in the 
fields of evaluation and qualitative research, such as Gary 
Wehlage, Mary Metz and Karen Seashore Louis. 

3. Revise the job description and pr•s~nt it to the director of 
CIJE, 
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a. Outcome 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 ltt2 

b., • • l,ie,ld research 

1. The CIJE director 
field researchers. I 
stage ot selection, 

and chief education officer will hire the l j{p 
would participate in the final interview ~ e~~t 

2, Work with Shulamith and the chiaf field rasearcher t[] ' 
establish a monitoring and feQdbaok 1yatem: Speoify main areas of 
tocus, proceduras, forma, etc. , as much as is possible in 
advance. ·uf 
3. Participate in an initiatory meeting with all the fialu ~J~~ 
researchers. The main purpose of the meeting would be for the -~ 
chief field r•••areher to train the other field workers, based on ~f 
th• monitoring plans we have worked out. 

4. Remain in regular contact with the chief fiel d researcher and V 
provide assistance as needed. 

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

YEAR 1 OJ Lnl.D COMMUNITIBSs SEP. 19t2 - JONI 1tt3 

A, Field ruearch 
L-

L This period of the fieldwork project is problematic for me 
because I will be out o! the country. Although I oan provide 
feedback on written discussions of fieldwork findings, I will not 
be available to participate in quart•rly meetings of the 
fieldwork team. Responsibility for supervision will rest with the 
chief field researcher. I will review the nine-month reporte of 
the field researchers which are due during this period. 

B, outcome a1ve1opmeot 
1. Advise th• author of the thought paper on revisions in 
response to reaction from diverse representatives of the American 
Jewish eommunity. Approve tinal version of the expanded draft of 
the paper. 

8 _,., 

•1 • • - -. • - • 
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2. Prepare agenda, attend, and lead a meeting of the research 
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 or LBAD COKMUNl~I~S: SEP. 1993 • JUNB 1994 

A, Field research 

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 ot the educated Jew 
developed at the Mandel Institute; and (d) suggestions from the 
research advisory committee in response to these sources of 
information. 

YEM 3 or L!AD COMMONITIE8a SEP, 1994 • JUNB 1995 .... , 

If all goes as planned in the preceding three years, we may be 
ready at this time to begin a quantitative study of the outoomas 
of eduoation in thtt lead communities and elsewhere. Taking the 
outcome indicators we will have developed, wa 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 atten1pt to validate the 
conclusions of the field work, which will pre111umably continue 
through this year. 

9 .. , 
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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 memo is to clarify my proposed involvement in the CUE research project, as developed 
during our meetings prior to the Jerusalem workshop. I am happy to listen to any clarifications or 
modifications you may wish to offer. 

The job would be that of a consultant to the CUE, and would report to the CUE director. It is 
important that the position be one of a colleague rather than a subordinate of the Chief 
Education Officer, to encourage constructive criticism of the educational programs supported by 
the CIJE in the lead communities. 

In this position, I would be responsible for ensuring (a) the quality of fieldwork in lead 
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 specified. My tasks would be as follows: 

FIRST PRELIMINARY PHASE: OCT. - DEC. 1991 
A Field research 

1. Prepare a job description for the field researchers and the chief field researcher. The 
description would include such items as rationale, fieldwork tasks, reporting requirements, 
standards, and expectations. 

2. Circulate the job description for feedback from (a) those involved with the CIJE, 
especially those who participated in the July 1991 CIJE workshop; and (b) colleagues with 
expertise in the fields of evaluation and qualitative research, such as Gary Wchlagc, Mary 
Metz and Karen Seashore Louis. 

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

B. Outcome 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 CIJE director and chief education officer will hire the field researchers. I would 
participate in the final interview stage of selection. 



2. Work with Shulamith and the chief field researcher to establish a monitoring and 
feedback system: Specify 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 meeting would be for the chief field researcher to train the other field workers, based 
on the monitoring plans we have worked out. 
3. Remain in regular contact with the chief field researcher and provide assistance as 
needed. 

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

YEAR 1 OF LEAD COMMUNmES: SEP. 1992 - JUNE 1993 
A Field research 

1. This period o( the fieldwork project is problematic for me because I 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 fieldwork team. 
Responsibility for supervision will rest with the chief field researcher. I will review the 
nine-month reports of the field researchers which are due during this period. 

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

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

1. Establish more frequent contacts with the chief field researcher, and participate in 
quarterly meetings with the fieklwork learn. Provide feedback on preliminary papers 
leading up to the 21-month reports from the lead communities. 

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 educated 
Jew developed at the Mandel Institute; and (d) suggestions from the research advisory 
committee in response to these sources of information. 

YEAR 3 OF LEAD COMMUNmES: SEP. 1994 - JUNE 1995 
If all 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 elsewhere. 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 field work, which will 
presumably continue through this year. 



Monitoring, Evaluation, and Feedback.: A Three-Year Outline 
Adam Gamoran 
University of Wisconsin, Madison 
July, 1991 

This memo proposes a plan for the monitoring, evaluation, and feedback component of 
the CUE. The plan contains three elements: field research in lead communities; development of 
outcomes and tools for measuring outcomes; and stimulation of self-contained research projects. 
Tasks are described for the first three years, beginning fall 1991. Explanations of rationales are 
drawn in part from my earlier memo. 

FIELD RESEARCH TN LEAD COMMUNlTIES 
Studying the process of change in lead communities should be a major component of the 

CUE strategy. Documenting the process is especially important because the effects of innovation 
may not be manifested for several years. For example, suppose Community 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 outcomes 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 unable to 
increase its professional teaching force. Leaming from this experience would require knowledge 
of the points at which the innovation broke down. 

Field researchers. At least one half-time field researcher would be hired for each 
community. Although budgetary and personnel constraints are likely to constrain the number of 
researchers the CIJE is able to hire, we should be aware that Lhe depth of monitoring, evaluation, 
and feedback will be related to the number of researchers supported by the CUE. 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 sel(-stu.dies 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. 

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

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 lead 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. lo this way, the 
report would serve as formative evaluation for the community and the CIJE. 



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 wo uld describe educational changes that 
occurred during the first two years, and present an assessment 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 aswciated with new programs. 

It may be possible to compare changes in rates of participation to changes that do or do 
not occur in other North American Jewish communities. 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 efforts of the lead communities. (Even so, it is 
important to remember that the impact of the programs in lead communities cannot be 
disentangled from the overall impact of lead co.r,muoitics 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. 

7. 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 o( 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 filed researcher would work full-time. In addition to studying bis or her community, the 
chief field researcher would be responsible for training the others and coordinating their studies. 

Reflective practitioners . . In each lead commuruty, two or more reflective practitioners 
would be commissioned 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. Some of the participants at the July, 1991 
Jerusalem workshop advocated administering such achievement tests and attitudinal 
questionnaires as are currently available. This effort would require another researcher dedicated 
to the task. Much work remains to be done in locating and selecting among available tests and 
survey items. 

DEVELOPMENT OF 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 CUE. Th.is 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 will take up the issues of (a) what are the aims of Jewish education; and (b) 
bow 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 
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 evaluate the outcomes of Jewish 
education, what would you look at?" 
(b) Outcomes should be addressed in the areas of cognition, attitudes, 
values/beliefs, practices, and participation. 

2. Distribute the paper for comments to natiooaVconttnental 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 agreemenL and 
disagreement among the organizations. 

4. Present the revised paper to the research advisory group, posing tbe following 
questions: 
(a) What do you make of this set of outcomes? 
(b) How might they be measured? 

The research advisory group would have two additional sources of information to consider: 
the operative goals of programs in lead communities, as described by field researchers in 
their 9-month reports; and conceptions of the educated Jew developed by the Mandel 
Institute. 

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

STIMULATION OF SELF-CONTAINED RESEARCH PROJECT'S 
At any time during the process, the CIJE may require urgent attention to specific issues of 

educational effectiveness. (An example might be the relative effectiveness of suppiememary 
school and summer camp attendance for Jewish identification.) After developing an internal 
consensus, CUE would either (1) issue a request for proposals on that topic, or (2) recruit and 
commission individual to carry out the research project. 



PROPOSED TIMELINE 

FIELDWORK OUTCOME DEVELOPMENT 

Fall 1991 create job description commission paper 

Spring 1992 oversee hiring, training 

July 1992 approve first paper 

Fall-Spring, fieldwork underway responses to paper 
1992-93 from national orgs. 

May 1993 9-month reports revise paper 

August 1993 meet with research 
advisory committee 

Fall-Spring, fieldwork continues develop outcome 
1993-94 indicators 

May 1994 21-month reports 
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May 30, 1991 

Professor Seymour Pox 
Hebrew University of Jerusal~m 

Dear Profe~~or Fox, 

r•~ plea3ed to report that I will be &~l~ to meet with you 1n 
J~rusalem this July, during the time period you $pec1t1ea. My 
wife. Marla, will accompany ~e. our time conatra1nt! are a~ 
fOllo~~= ~e can come tor a ~eek. and ve n~ed to 1~ave Kart1son 
after July 5 and return Defore July 19. CI bave f1rm ¢o~~1tments 
on those two dates,) With Marla to v1s1t th~ relatives. I can be 
&t your d1sposAl tor the meetings! Seriou•ly, r very 
mucn appreciate your inviting =e to Dr1ng Marla on the tr~p. 

A quick check ~ith our travel agent 1nd1cated that seats Are 
f1ll1ng up, so we 'd 11ke to know the exact date, as soon as 
po~s1~1e. we v111 be avdy tram Hadi3on dur1ng th~ last two weeks 
of June, and I'm ~ure ve'll vant to book our seats betore then. 

r loot torvar~ to pro4uct1ve and 1nterest1ng meet1ng~. BAse~ on 
our ~hone convertationa, I w1ll think ~ore about possible task~ 
for the research projeot . and hoY they ztght be organ1eed. I'll 
try to $enrt 3o~e notes on these l~!U&s to serve as a ~pringeoard 
to our own di~CU5s1ons prior to the te~1aar. 

sincerely yours. 

Adam Ga111oran 
As,oc1ate Professor 

' .I. ... 

F 
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May 13, 1991 

Dr. Adam Gamoran 
University of Wisconsin at Madison 
Wisconsin Center for Educational Research 
1025 w. Johnson st. 
Madison, WI 53706 
USA 

Dear Adam, 

Thank you very much for your fax of May 6th. We are very 
pleased that you have devoted so much time and effort to 
thinking about the problem, and we have managed to have a 
faculty seminar to discuss the various ideas that you 
presented. We think it might be best if we continued our 
discussion on a conference call between Annette Hochstein, 
myself and yourself . Would the morning of Sunday, June 2nd 
or Tuesday , June 4th be acceptable to you? 

The reason for the delay is that we are having the board 
meetings of the Mandel Institute beginning this Friday, and 
I am travelling to England May 14-16th. At the board meeting 
we expect to deal with the administrative and financial 
questions that you raised, and are hoping to receive 
affirmative responses. 

We look forward to continuing the conversation with you. 
During the telecon it may be a good idea for us to consider 
the usefulness of a visit of yours to Israel sometime in the 
month of July. 

With very best regards, and thanking you again for taking 
all that time, 

c. c. : ~nnette Hochstein 
James Coleman 

Sincerely yours, 

Seymour Fox 
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May 6, 1991 

Following our phone conversation, I am writing to share my thoughts about the possihility 
of research and evaluation in lead communities and other areas of Jewish education in North 
America. Since our talk, I've had a long conversation with Jim Coleman, and I've done some 
thinking both about the project gcnernlly and about my own potential participation. My feelings 
are s1ill mixed as to what role is appropriate for me, and this lelter is in part an opportunity for 
me to explore the relevant concerns. I have a number of comments and questions, mainly in 
three categories: substance of research, design of research, and my participation. - - -

Fir5t, though, lcl me say that I find the whole enterprise impressive and exciting. 11:ie \, 
Report is impressive not only in scope and ambition, but in its ,pecificity: no other major reform 
document that I can think of indicates clear-cut and shorMerm changes along with the long-term 
and :norc abstract goals. One has only to compare A Timo to Act with "America 2000" (Bush's 
recent education manifesto) to appreciate the specificity of the former. I am also e.~pecially 
cncourugcd by the emphasis on slrcngthening and expanding the base of research on Jewish 
education. 

Substantive Issues 
If I understand the plan in the Report, the primary issue for research musl be the 

evaluation of specific programs taking place in the lead communities, with the goal of j J 

disseminating knowledge about these programs lo the wider Jewish cducalion audience. A"> wus 
mentioned in our phone conversation, this evaluation process will not be one in which the 

1
\ / 

researchers arc completely outside the reform process; rather there will be continuous fecdhack 
between the researchers and lhe educators in the lead communilie.$. Thus, the project would V 
involve both f ormalive and summativc evaluation. 

As I said on the phone, the central problem for this investigation is lhe identification of 
outcomes. Selecting and/or developing indicators would need to be a primary task in the e.1rly 
years of the program. Such indicators would include those at the individual level (cognilive, 
affective, and behavi9ral) and at the communitt level (possible indicators include rate C>f teacher 
turnover, rate of educational participation, rate of intermarriage; etc.). 

At the same time, the research should probably give equal weight to studying the proce.~s ( 
of change, especially during the early years. In the lead communities, whal organizational 
met:hanisms are used to foster change? What are the barriers to change, and how might they be 
surmounted? To what extent can we ottributc successful innovations to lhc charisma and drive of 
particular individuals, and to what exlcnt can we identify organizational conditions that 1mpported 
successful change? These questions ure critical if lhc lead communities arc to serve as models for 
Jewish educational improvement throughout North America. 

I 
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SlUdying the process of change becomes more crilical when we recognize that the effects 
of innovation may nol be mnni(cslcd for several years. For example, suppose Communlly X 
manages to quadruple its number of full-time, profes .. donally-trained Jewish educators. How long 
will il take for this change to aff9Ct cognitive and affcclive outcomes for students? Since the 
results cannot he detected Immediately, it would be important to obtain a qu111Hative sense of the 
extent to which the professional educators arc being used effectively. Studying the process ls also 
important in lhe case of unsuccessful innovation. Suppose despite the best-laid plans, Community 
X is unable to increase iL,; professional teaching force. Leaming from this experience would 
require knowledge of the points at which the innovation broke down. 

Aside from these issues, which arc paramount from the practical side, there are other w 
points which are of special interest lo a sociologist of education. These concerns arc intcllcctunlly 
provocative to me because of my long-slanding interest in the effects of educational "treatments" 
on outcomes; other researchers would obviously find different issues of special imerest. 

Wide range of treatment. In research on secular education in wcslern countries, a mitjor 
problem for studying the effecats hooling on achievement and other outcomes Lo; that there is 
relatively little variation in the ualit of schooling. In contrast, lhe range of educational ·A ~~ 
experiences in Jewish educatio ormously diverse, ranging, as Jim Coleman pointed out to l\ "'. 1 -r 
me, from ~ro to lolal immersion. Yet to date, the best studies of the effects of Jewish education 1 L 

deal with only a restricted ranic of the total variation (Sunday school, afternoon school, and day 
school). By considering the full array of Jewish educational experiences of the youth of the lead 
communities (e.g., by including summer camps, Israel trips, and youth groups, n.,; well as schools), 
lhc pwject could provide a better analysis of the effects of educational treatments on outcomes I / 
than has been possible in the past. V 

Emphasis on communities. Currently, there is a fair amount of attention to connections 
between schools and communities in the wider educational lltcrature. The r~earch agend11 has at 
least two dimensions: studying the coordination (or it.a absence) between schools and other social 
service delivery agent.s; and the social networks among teachers, parents, students, and other 
members of the community (as in Colem1m and Hoffer, 1987). Both of these issues could be 
fruitfuUy examined in the Jewish education context. 

The Report js quile explicll in calling for community-wide emphasis on education. This V 
may toke lhe form of increased cooperation among the JewiJh schools and other Jewish 
institulions in the communities. If so, the process and its result! would be interesting to a broad 
audience for both practical and theoretical reasons. At the same time, lhe improvement effort 
may lead to stronger networks of support for education among students and their parent11, and 
this would he equally interesting to study. 

Dc;1;j~n Issues 
Whal might the research program involve? My rlr'$l thoughta are that initlally, the V 

research would require two major eITorts: fieldwork studies of the process of change; and 
conceptual and experimental (or piloting) work on indicators of oulcomes. These thoughls 
presuppose that c<lucational institutions in the lead communitiea are automatically receptive to 
research efforts. 

Fieldwork. I would think that a half-lime researcher would be needed in each lead 
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~c...roscarchers would have doctoral training and fieldwork experience. Arc funds 
available for such an effort? 

More generally, would the research program need to generate its own funds, or have the 
funds already been committed? " 

The field researchers would be responsible for (1) describing the basic structure and 
operation of Jewish education in the community, broadly defined; (2) describing changes in those 
structures and processes; (3) relating these conditions to outcomes, in a qualitative sense, drawing 
on the subjective experiences and meanings of particlpants, 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 meet as a group at 
regular intervals (perhaps quarterly?) to exchange findings and critique one another's reports 

3 

Jn addition to the field researchers, I'd advocate "reflective pructltioners." A few teachers \ . 
and/or administrators in each community could be explicitly funded to carry out research on their V 
own efforts, and those of their colleagues, with innovative educational programs. 

As to the selection of communities, I have little to say, The only thing that occurs to me 
i~ that mid-sized Jewish communities would probably be best from the standpoint of organizing 
the research: Too small, and il may be difficult to find qualified field researchers; too large, and 
the community may be too complex for us to cope wilh (i.e., New York, Chicago, Los Angeles). 

Development of indicators. Decause llf diverse sldlls 1md knowledge required for this 
aspect of the project, a team of researchers would be required, with skills in demography, social V 
psychology, psychometrics, survey research, and Jewish content domains (Hebrew language, 
history, Dible, etc.). The team would have as its goals (1) to reach decisions on whal outcomes, 
exactly, should be measured; and (2) the development of guantilalivc indicators of those 
outcomes. 

For the lead communitie.-., it would be preferable to gather baseline data from the very V 
first year. This may be posslblc for demographic and school-organizalional variahles, but it ls not 
likely feasible for affcclivc and cognitive outcomes. I have litlfo knowledge of survey and test 
instruments that are already available, but even if there are some, I would not be optimistic thal 
they could he employed immediately, as one would prefer. However, the possibility should not be 
dismissed out of hand, for baseline data would be extremely valuable. 

Subsequently, one should think about using the surve}'I and tests nol only in the lead 
communities, but elsewhere, for comparative purposes. Assessment of causality is the central 
design problem for this parl of the project, I am not sure that causal generalizations will in fact 
be pos.sihle1 but I will think more on this. I would very much like to hear your views on this 
question. 

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

project? I would like you to know my academic background better, so I am sending you via 
regular airmail a copy of my c.v.1 a couple of rcccnl articles, and the proposal for my research 
project in Scotland. (3) Do I have the time, in the very near future, to give the project the 

0 

\ 
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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 to mflke this a mujor effort of mine, while not rejecting the 
promising agenda I have already carved out for myself? 

J would not be one of the field researchers in the lead communities. First, I am not 
trained as a qualitative researcher (though I am probably more sympathelic to it than most of my 
quantitative collc~gues), and second, at this stage of my family Jifc (my children are 6 years, 4 
years, and 7 months old) I am not willing or able to do much out-of-town traveling. However, J 
would be abJe help with the recruitmen~ orientation, conceptualization, and criticism of the 
fieldwork eff ort.s. 

I know enough of organizational, community, and survey research to help with the 
development and implementation of some of lbe indicators. Also, I frequently make use in my 
research of standardized and other sorts or tests, and of psychological scales. However, l have at 
best rudimentary theoretical knowledge of whet is involved in creating such indicators. 
Furthermore, I am no more than vaguely familiar with the tests and scales for Jewish education 
that ure currently in use. My knowledge of Jewish content areas, aHhough well ahovc.-avcrage for 
an American Jew, is not expert in any area. 

My short-term situation is as follows~ During 1992-93, the year after next, I will be 
conducting research on curriculum c:hangc and inequallty in Scottish secondary education. My 
family and I will spend the academic year {n Edinburgh. During that period, I would not be able 
to devote much Ume to this project. For the coming year, 1991-92, I have been appointed 
associate chair of my department, and expect lo spend about half my time on departmental 
administration. I will also be teaching half-time, not to mention several research commitments 
which must he satisfied before J leave for Scotland. Consequently, I just can't see how I could 
make this a major effort for the next two years; even a quarlcr-time involvement seems out of the 
queslion for lhc next two yearli. I'm not rejecting w involvement, but I am concerned about my 
ublllty to provide leadership 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 yet fixed. Aflcr that year, l have 
no present commitments. 

I am eager to hear your views on what the research cff ort would consist of. Are my idea~ 
consistent with your vision? Or do you have something different In mind? I would also like to 
hear what sort of time commitment you had in mind when you callcdi J realized I never asked. 
More generally, I look forward to your reactions to the ideas put forward in this letter. l am 
honored lo be considered for leadership in this important effort 

S~u~~ 
Adam Gamoran, Associate Professor of Sociology and Educational Policy Studies 

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

cc: Professor James Coleman, Professor Daniel Pekarsky 
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PRESENT RANK: Associate Professor 

EDUCATION: 

1984 Ph.D., University of Chicago (Education) 
Program: Sociology of Education 

1979 A.M., University of Chicago (Social Sciences) 

1979 A.B . , University of Chicago (Near Eastern Languages 
and Civilizations) 

POSITIONS HELD: 

1989-present 

1988-1989 

1984-1988 

1983-1984 

1981-1984 

1979-1980 

Associate Professor of Sociology and Educational Policy 
Studies, University of Wisconsin, Madison 

Assistant Professor of Sociology and Educational 
Policy Studies, University of Wisconsin, Madison 

Assistant Professor of Sociology, 
University of Wisconsin, Madison 

Lecturer in Social Sciences, Division of the 
Social Sciences, University of Chicago 

Research Assistant to Robert Dreeben and 
Rebecca Barr, University of Chicago 

Lecturer in English, Extension College of the Negev, 
Sha'ar HaNegev, Israel 

SPECIAL HONORS AND AWARDS: 

1991-1992 

1989-1990 

1989 

Fulbright Scholar, United Kingdom (used in 1992-1993) 

Spencer Fellow, National Academy of Education 

Citation for Excellence in Teaching, Department of 
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DISSERTATION: 
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Outstanding Dissertation Award, Division G, 
American Educational Research Association 

Phi Beta Kappa 

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

Robert Dreeben, Chairman 
Charles E. Bidwell, James S. Coleman 

ARTICLES PUBLISHED OR IN PRESS: 

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

Dreeben, Robert, and Adam Gamoran. 1986. "Race, Instruction, and 
Learning." American Sociological Review, fil, 660-669. 

Gamoran, Adam, and Robert Oreeben. 1986. "Coupling and Control in 
Educational Organizations." Administrative Science Quarterly. J..L 
612-632. Reprinted in Jeanne H. Ballantine, Schools and Society: A 
Unified Reader. 2nd edition. Palo Alto: Mayfield, 1989. 

Gamoran, Adam. 
Opportunities." 

1987. "The Stratification of High School Learning 
Sociology of Education, 60, 135-155. 

Gamoran, Adam. 1987. "Organization, Instruction, and the Effects 
of Ability Grouping: Comment on Slavin's 'Best-Evidence Synthesis.'" 
Review of Educational Research, 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 Educational 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. 



3 

Gamoran, Adam, and Robert D. Mare. 1989. "Secondary School 
Tracking and Educational Inequality: Compensation, Reinforcement, or 
Neutrality?" American Journal of Sociology, 94, 1146-1183. 

Gamoran, Adam. 1990. "Instructional Organizational Practices that 
Affect Equity." Pp. 155-172 in H. P. Baptiste, Jr., J. E. Anderson, J. 
Walker de Felix, and H. C. Waxman (Eds.), Leadership. Equity, and School 
Effectiveness. Newbury Park, CA: Sage. 

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

Nystrand, Martin, and Adam Gamoran. 1991. "Student Engagement: When 
Recitation Becomes Conversation." Pp. 257-276 in H. A. Walberg and 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. Willms 
(Eds.), International Studies of Schooling from a Multilevel Perspective. 
San Diego: Academic Press. 

Nystrand, Martin, and Adam Gamoran. In press. "Instructional Discourse, 
Student Engagement, and Literature Achievement." Research in the 
Teaching of English. 

Oakes, Jeannie, Adam Gamoran, and Reba N. Page. In press. "Curriculum 
Differentiation: Opportunities, Outcomes, and Meanings." In P. W. 
Jackson (Ed.), Handbook of Research on Curriculum. New York: Macmillan. 

Gamoran, Adam. In press. "Social Factors in Education." In M. Alkin 
(Ed . ), Encyclopedia of Educational Research. 6th Edition. New York: 
Macmillan. 

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

ARTICLE FOR EDUCATIONAL PRACTITIONERS: 

Gamoran, Adam. 1990. "How Tracking Affects Achievement: Research and 
Recommendations." National Center on Effective Secondary Schools 
Newsletter,~. 2-6. 

PAPERS PRESENTED AT PROFESSIONAL MEETINGS: 

"Instructional, Institutional, and Social Effects of Ability 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 Educational Research Association, 
New Orleans: April 1984. 

"The Institutionalization of Educational Stratification." Paper 
presented at the Annual Meeting of the American Sociological Association, 
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 Sociology of Education, International Sociology Association, Tel Aviv, 
Israel: April 1985. 

"Coupling and Control in Educational Organizations." Paper presented at 
the Annual Meeting of the American Sociological 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 
Association, San Francisco: April 1986. 

"A Sociologist Measures Curriculum Differentiation." Didactic lecture 
presented at the Annual Meeting of the American Educational Research 
Association, Washington, 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 Educational Research Association, 
Washington, DC: April 1987 (with Robert D. Mare). 

"The Effects of Religious Participation among American Jewish 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 Association, Chicago: 
August 1987. 

"Instructional Organization and Discourse in the Middle School." 
Paper presented at the Annual Meeting of the American Educational 
Research Association, New Orleans: April 1988 (with Martin Nystrand). 

"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 Engagement and Instructional Discourse." Paper presented at the 
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 Association, 
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, Boston: March 1990 (with Martin 
Nystrand and Mark Berends). 

"Tracking, Instruction, and Achievement." Paper presented at the World 
Congress of the International Sociological Association, Madrid: July 
1990 (with Martin Nystrand). 

"Authentic Discourse in a Nonformal Educat ional Setting: The Jewish 
Summer Camp." Paper presented at the Annu41 Meeting of the Research 
Network on Jewish Education, New York: June 1990. 

"Access to Excellence: Assignment to Honors English Classes in the 
Transition from Middle to High School." Paper presented at the Annual 
Meeting of the American Sociological Association, Washington, DC: August 
1990. 

"Alternative Uses of Ability Grouping . " Paper presented at the Annual 
Meeting of the American Educational Research Association, Chicago: April 
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 American Sociological Association, Cincinnati: 
August 1991 (with Samuel R. Lucas). 

INVITED PAPERS AND ADDRESSES: 

"Teaching, Grouping, and Learning: A Study of Stratification in 
Schools." Dissertation award address to Division G of the American 
Educational Research Association, Chicago: April 1985. 

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

"Student Achievement and the Quality of Instruction." Paper presented at 
the Conference on School Organization and Student Achievement, University 
of Notre Dame, Notre Dame, IN: April 1990 . 



6 

"The Effects of Ability Grouping in Ninth Grade English." Presentation 
to the National Academy of Education, Spencer Fellows Forum, Madison, WI: 
November 1990. 

"The Variable Effects of Tracking: Inequality and Productivity in 
American High Schools." Paper presented at the Ogburn-Stouffer Center, 
University of Chicago, Chicago: November 1990. 

BOOK REVIEWS: 

Review of Jeannie Oakes, Keeping 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: Towards a 
Political Economy of Educational Symbols and Gesture. (London: 
Routledge and Kegan Paul. 1986.) American Journal of Sociology. 92, 
503-506, 1987. 

Review of Linda M. McNeil, Contradictions of Control: School Structure 
and School Knowledge. (New York: Routledge and Kegan Paul, 1986). 
Administrative Science Quarterly, 33, 641-642, 1988. 

Review of Krishnan Namboodiri and Ronald G. Corwin, 
Sociology of Education and Socialization. Vol. 9: 
Methodological Issues. (Greenwich, CT: JA[ Press, 
Sociology. 19, 612-613, 1990. 

RESEARCH IN PROGRESS: 

editors, Research in 
Selected 
1989.) Contemporary 

Analyzing data from a two-year study of tracking, instruction, and 
learning in middle and high school English and social studies classes. 
Between-track variation in instructional processes is a central focus. 
The transition from middle to high school s:ratification systems is 
another. 

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

RESEARCH SUPPORT: 

"The Consequences of Stratification in Elementary and High Schools." 
University of Wisconsin Graduate School, $8145, 9/85 - 6/86. 

"Measuring the Effectiveness of Elementary Schools." University of 
Wisconsin Graduate School, $6694, 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 , 1989-1990. 

''Tracking and the Education of the Disadvantaged." University of 
Wisconsin Graduate School, Sll,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: "Conditions for Productive Discourse in Small Groups" (with 

Martin Nystrand, Courtney Cazden, and Elizabeth Cohen). 
"Conditions of Success for Homogeneous and Heterogeneous 
Ability Grouping" (with Martin Nystrand). 
"Organizational Factors Affecting Teacher Empowerment, 
Teaching, and Student Achievement" (with Andrew Porter). 

Project Funding, Years 1 - 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. 

"Curriculum Reform, Standards, and Inequal i ty in Scottish Secondary 
Education, 1980-1988." Spencer Foundation 1 $48,500, 9/92 - 5/93. 
Fulbright Commission, travel expenses. 

COURSES TAUGHT: 

Sociology 181, Honors Introductory Seminar: The Sociological Enterprise 
Sociology 210, Introduction to Sociology 
Sociology 632, Complex Organization 
Sociology 648, Sociology of Education 
Sociology 908, Seminar: Sociology of Education 

Topic : Stratification in School Systems 
Integrated Liberal Studies 255, Problems in Social Science Analysis 

(to be taught Fall 1991) 

M.A. THESES SUPERVISED: 

1988 Mark Berends: Leadership Strategies and Goal Consensus in 
Secondary Schools . 

1989 Linzhu Tian: Track Position and Track Cl imate. 
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1990 Samuel R. Lucas: Course-based Indicators of Curricular Track 
Locations. 

Sara Dorfman: Choosing a Math-Based Major. 

PH.D. COMMITTEES: 

1985 Elanor Scott Meyers: Professionalism and Centralization in the 
Free Church Tradition. 

1987 Michiko Kawakubo: Perception of Authority, Control, and Commitment 
in Japanese Organization. 

Hsiao-Chin Hsieh: Who Goes Where? The Determinants of Post
Compulsory Educational Placement in Urban Taiwan. {Education 
Policy Studies) 

Lawrence C. Stedman: An Analysis of School Effectiveness Ratings 
and an Investigation of Effective Schools Characteristics. 
{Educational Policy Studies) 

1990 Alexander K. Tyree, Jr.: School Effects on the Commitment of High 
School Teachings in the United States. {Educational Policy 
Studies) 

Dae-dong Hahn: Post-high School Educational Differentiation and 
Stratification of Young Adults in the 1980s. (Educational Policy 
Studies} 

READING COURSES SUPERVISED: 

Fall and Spring, 1984-85: Sarah Bloor (Organization and Education in 
Summer Camps) 

Fall 1985: Gloria Smyth (Human Resource Management) 
Spring 1987: Kathertne Campbell (Internship in Organizational Analysis) 
Fall and Spring, 1988-89: Kathleen O'Connell (High School Dropouts) 
Fall and Spring, 1990-91: Monica Vickman (Teacher Competency Assessment) 

OTHER PROFESSIONAL EXPERIENCE: 

1979-1980 

1980-1983 

Summers 
1981-1983 

English Teacher, Gotwirt Comprehensive High School, 
Sderot, Israel 

Assistant Director of Education, K.A.M. Isaiah Israel 
Religious School, Chicago, Illinois 

Director, Camp Tikvah, Hoffman Estates, Illinois 
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1983-1984 Principal, Congregation Etz Chaim Religious School, 
Lombard, Illinois 

DEPARTMENTAL COMMITTEE SERVICE: 

Minors Committee, 1984-1987 
Committee for the Evaluation and Improvement of Teaching, 1985-1986 
Chair, Social Committee, 1985-1988 
Assignment Committee, 1986 
Chair, Undergraduate Honors Committee, and faculty adviser to Alpha Kappa 

Delta (undergraduate honors society), 1987- 1991 
Faculty Senator, 1989-1991 
Department Associate Chair, 1991-1992, 1993-1994 

UNIVERSITY SERVICE : 

Royalty Fund Committee, School of Education, 1987 
Standing Research Committee on the Education of Minorities in Wisconsin, 

1989-1991 
University Appeals Committee, 1989-1992 
University Fellowship Committee: member, 1990; chair, 1991-1992 

COMMUNITY SERVICE: 

Faculty Advisor, OSR Union Institute Camp, Oconomowoc, Wisconsin, 
June 1985, 1989-1991. 

"Religious Participation and Family Values among American Jewish 
Youth. " Discussion led for the rabbinic faculty of the OSR Union 
Institute Camp, Oconomowoc, Wisconsin, July 1987. 

"Ability Grouping in Elementary Schools." Workshop presentation for the 
staff of the Lincoln Elementary School, Kenosha, Wisconsin, August 1987. 

"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 listener-sponsors, WORT Community Radio, Spring 
1988. 

''Curriculum Tracking and Access to Knowledge." Presentation to the 
College Board School-College Collaboration Program, Lake Geneva, WI: June 
1988. 

"Equality in Educational Achievement." Four-day program for ''College for 
Kids." University of Wisconsin-Extension, Madison, June 1988; July 1989. 
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"Authentic Discourse in the Classroom.'' Presentation to The Principal's 
Workshop, Board of Jewish Education of Metropolitan Chicago, held in 
Madison, WI, November 1989. 

"Authentic Discourse in the Summer Camp." Discussion led for the 
rabbinic faculty of the OSR Union Institute Camp, Oconomowoc, Wisconsin, 
June 1990. 

"Ability Grouping and Achievement." Presentation to the Pennsylvania 
Superintendents' Study Council, held in Madison, WI: October 1990. 

"How Tracking Affects Achievement: Research and Recommendations," and "A 
Closer Look at Tracking in Secondary Schools." Lecture and workshop for 
the Greenwich Public School System, Greenwich, CT, November 1990. 

PROFESSIONAL ACTIVITIES ANO ASSOCIATIONS: 

Faculty Affiliate, Institute for Research o~ Poverty, 1990-present 
Executive Board Member, 1990-present 

Faculty Associate, Wisconsin Center for Education Research, 1985-present 

Council Member, Sociology of Education Section of the American 
Sociological Association, 1986-1989 

Chair, Nominating Commi ttee, Sociology of Ecucation Section of the 
American Sociological Association, 1989 

Advisory Board Member, American Journal of Education, 1990-1992 

Editorial Board Member, Sociology of Education, 1987-1990 

Student Editor, American Journal of Education, 1983-1984 

Referee, 

Administrative Science Quarterly 
American Educational Research Journal 
American Journal of Education 
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 
Social Forces 
Social Science Quarterly 
Sociology of Education 
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Assistant Program Chair, Division G of the American Educational Research 
Association, San Francisco: April 1992. 

Program Chair, Research Network Conference on Jewish Education, 
Cleveland: June 1991. 

Respondent, Session on "The Research University and Jewish Education." 
Research Network Conference on Jewish Education, Chicago: June 1989. 

Discussant, Session on "Jewish Education of Parents and Children." 
Research Network Conference on Jewish Education, Philadelphia: 
June 1988. 

Organizer, Symposium on "Stratification in Schools: International 
Perspectives." Annual Meeting of the American Educational Research 
Association, Washington, DC: April 1987. 

Critic, Session on "Student Misbehavior." Annual Meeting of the American 
Educational Research Association, Chicago: April 1985. 

Organizer, Session on "Complex Organizations." Society for Social 
Research, Spring Institute, Chicago: April 1984. 

Member: American Sociological Association 
American Educational Research Associat1on 
International Sociological Association 
National Society for the Study of Education 


