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Dear David,

I am pleased that this letter is signed both by Alan and myself and thus I
transfer the baton to the CUE leadership.. I look forward to the pleasure of
working with you and I will be in touch with your secretary with the hope

that we can arrange a meeting in August.

I believe that we have included the important corrections that you suggested,
particularly the references to Prof. Adam Gamoran as being the leader of the
Evaluation Project and the fact that Adam and his team will be available to
help lead communities undertake specific programs of monitoring and
evaluation. They will also help lead communities develop procedures that
could lead to the publication of a manual of successful practices in the area of

monitoring and evaluation.

I hope that your Foundation will now be able to conclude the formal
commitment with the CIJE for the support of the Monitoring and Evaluation

Project.
With best regards.

Sincerely yours,

Sey 0X Hoffmann
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_oAT b JRING, _.2_JATION, AND F__DBACK IN CIJE COMMUNITIES
A THREE YEAR OUTLINE

In late 1530, the Commission on Jewish Education in North America
issued A Time to Act, a report calling for radical improvement in
all aspects cf 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 1s an infusicn of outstanding persconnel into the
educational system and its leadership, and when the necessary funds are
secured to meet additional costs {p. &7},

The successor to the Commission, the Council for Initiatives in
Jewlish Educaticn (CIJE}), established three lead communities to
carry out the strategic plan.

How will we know whether these lead communities have succeeded in
creating better structures and processes for Jewish education? On
what basis will the CIJE encourage other cities te emulate the
programs developed 1in lead communities? Like any innovation, the
lead communities project requires menitering, evaluation, and
feedback to deocument its efforts and gauge its successes.

At the same time CIJE recognizes that much of what passes for
Jewish educaticn today is often lacking in any sense of direction,
much less a compelling sense of direction. That is, the enterprise
is not informed by a coherent sense of what it is that one wants to
achieve. This undermines efforts at education in a variety of
significant wavs. Abser  a cl ir : . ¢” v ' "7 i one wants to
achieve in Jewish education, tnere can be no thoughtful basis for
deciding such basic matters as the c¢rganization of the educational
environment, assessing achievement and instruction, and the
appropriate kind of pedagegy, the kinds of curricular materials
that are appropriate, and the kinds of characteristics that are
desirable in educators. Nor, in the absence of a clear sense of
what one hopes to achieve, 1s there a reasonable basis for
evaluating our efforts at education and making recommendations for
reform.

This ©proposal describes a two-pronged plan for meonitoring,
evaluation and feedback in lead communities and for systematic
development of vision-driven institutions through a Goals Project.



AL MONITORING, EVALUATION AND FF ™ OBACK

MEF emphasizes three aspects of educational c¢hange in lead
communities:

(1) What 1s the process of change in lead communities? This
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 monitoring for
the lead communities.

(2) What are the outcomes of change in lead communities? Does
the project emphasize increased participation? Should we
expect a rise in general Jewish literacy? Such questions
are especially challenging kbecause the specific outcomes
have yet to be defined. By asking about goals (cognitive,
emotional and interpersoral) in lead communities the
evaluation project will stimulate participants to think
about thelr own vision and establisnh a standard by which
changes can be measured in later years.

(3} Who are the educational perscnnel of the lead
communities? What is their Jewish background and how they
have been trained in Jewish and general education? Do
they work full-time or part-time and how are they
compensated? How much in-service support do they receive?

Field Research in Lead Communities

Studying the process ¢f change in lead communities is a major
compenent of the CIJE strategy. CLCocumenting the process is

especially important because the effects of innovation may not be
manifested for several vears.

For example, let us supposed 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 results cannot be detected
immediately, it is important to obtain a qualitative sense of the
extent to which the professional educators are be’ | used

effectively. Studying the process is also important in the case of
unsuccessful innovation.
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Initially,

three 111-time field researchers will Dbe hired.
the field researchers will be principally concerned with

Lwo guestions:

{a)

What is the extent of community mobilizatlion for Jewish
education? Who is involved, and who is not? How broad is
the coalition supporting the CIJE's efforts? How deep is
participation within the wvarious agencies? For example,
beyond a small core of leaders, 1s there grass roots
involvement in the community? To what extent is the
community mobilized financially as well as in human
resources? What are the visions for change in Jewish
education held by members of the communities? How do the
visions vary across different individuals or segments of
the community?

What 1s the nature of the professional life of educators
in this community? Under what conditions do teachers and
principals work? For example, what are their salaries,
and their degree of satisfaction with salaries? Are
school facilities cohesive, or fragmented? Do principals
have oIffices? What are the physical conditions of
classrooms? is there administrative support for
innovation among teachers?

Field researchers will address these guestions in the following

Ways:

Supplemnent community self-studies with additional
quantitative data to be determined following a review of
the self-studies in all of the lead communities.

Use these data, along with interviews and observations in
the field, €o gain an understanding of the state of
Jewish education in the community at the outset of the
lead community wrocess.

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

Report on a regular basis to provide feedback for
participants in the lead communities.

Write periodic reports describing and interpreting the
process and products of change to date.



6. Replicate tI initial d¢ a collection a year later and
issue a report which would describe educational changes
that occurred during the two vyears, and present an
assessment of the extent to which goals are being
addressed.

The Educators Survey

A survey instrument will be developed and administered to all
educators in CIJE communities in day schools, supplementary
schools, pre-school programs and informal educational frameworks.

The survey will provide baseline data in several critical domains:

a. Total number of educators in each community.
b. Percentage of part-time vs., full-time educators.
C. Path of entrv to Jewish =ducation as an indication of a

career path.

d. Turnover rates and stability in the Jewish educaticnal
profession.

a. Breakdowr. of educaters (rather than through institutions)
amcng the dernomination.

f. A detailed breakdown of compensation and benefits of
Jewlsh educaters in each community.

g. Professional training of ecucators in general education
and specifically in Jewish education.

h. Levels of in-serwvice fTraining and their comparison to
those in general education 1in that c¢ity, state or
nationally.

These data will inevitably raise several critical issues for CIJE
communities.

Amongst these are the following gquestions:

a. How can the community best ensure that Jewish education
is delivered by educators who are not only motivated and
committed, but qualified and skilled in their subject
matter and in education? This could be remedied by a



coherent, sustained system of in-service education, for
which teachers are compensated and rewarded.

o What in-service training can be developed, given local,
regional, national and Israeli Jewish and general
training resources, to ensure ongoing quality training
for all teachers? How can such a system address the needs
of tne different groups of teachers?

C. What career opportunities can be designed to ensure the
retention and advancement of the best teachers in the
field of Jewish education-?

d. If positions with increased responsibilities can be
created (e.g., lead teachers), will this strategy serve
not only to provide career opportunities, but also as a
means ol continuocusly upgrading the community's teaching
force?

e. What can be done to¢ increase the number of full-time
teachers 1in various institutions?

f. What salary and benefit policies and scales should be
instituted -- differentially ~- to be beneficial to the
level of the teaching force and to individual teachers?

Director of Mcnitoring, Evaluation and Feedback

The field researchers will be guided by a director of monitoring,
evaluation and feedback. The directer will be responsible for
providing leadership, estaolishing an c¢verall 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 monitoring 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. It
will alsoc involve coordination and-integration of the work on goals
that is being developed. Prof. Adam Gamoran, a leading socioclogist
of education at the University of Wisconsin, has agreed to direct
Monitoring, Evaluation and Feedback for the CIJE.

Consultation tec Communities on Evaluation
A further outcome of MEF will be the development of capacity,

within CIJE, to provide consultation te an ever-expanding group of
communities on the issue of evaluation design. The Professional



i 37 .t 2ze ,.rof. James Coleman, chairman, Prof. Seymour
Fox, Dr. Adam Gamoran, Prof. Ellen Goldring, Mr. Alan Hoffmann,
Mrs. Annette Hochstein, and Prof. Mike Inbar} will supervise the
building of that capacity.

B. THE GCALS PROJECT

The Goals Project is an effort to create what might be called
"vision-drivenness" in Jewish educational institutions. To refer to
an educational institution as vision-driven is to say that its work
is guided and energized by a substantive vision of what it wants to
achieve, of the kinds of human beings it is trying to cultivate. To
speak of a Jewlsh educational institution as vision-driven is to
say of it thet it 1s animated by a wvision or conception of
meaningful Jewish continuity. The Goals Project will encourage
vision~drivenness by educating relevant individuals, groups, and
institutions concerning the importance of wvision-drivenness. It
will develop strategies designed to facilitate and encourage both
seriocus reflection on underlving wvisicns and equally serious
efforts to identify and actualize the educational implications of
the answers arrived at through such reflection.

The Goals Projectc takes it as a given that a necessary condition of
success in Jewish education 1s the development of a clear and
coherent vision of what it is that one hopes to accomplish. "What
it is that one hopes to accomplish" can be interpreted in more than
one way. It could, for example, refer to the kind of educaticnal
environment, peopled by what kinds of educators, featuring what
kinds of activities, attaining what standards that one would like
to bring into being.

The Geoals Project 1is concerned with three major levels: educating
institutions, Jewlish communities, and the denominations. It 1is
interested not only in working with each of these levels
independently but also in encouraging them to support one another’'s
efforts to articulate and actualize their educaticnal visions.
While the Goals Project has a special interest in the three Lead
communities, 1ts work is not necessarily limited to them.

The resources c¢f the Mandel Institute-Harvard University Program of
Scholarly Collaboration and its Educated Jew Project on alternative
conceptions of the educated Jew will be made available by the CIJE
to those working on the goals aspects of the monitoring-evaluation-~
feedback project in the lead communities.

The faculty and staff of the religiocus denominations have been
recruited to assist in this project. Prof. Daniel Pekarsky, a



scholar in the field of philosophy of education at the University
of Wisconsin, will cocrdinate this effort at developing and
establishing goals.

Prof. Pekarsky and members of the staff of the CIJE are collecting
existing examples of schocols and other educational institutions in
Jewish and general education that have undertaken thoughtful
definitions of their goels.

A, Strategies for wcrking with Lead Community lay and
professional leadership:

1. A planning seminar (planned for this summer in
Jerusalem) :

This seminar would be designed to engage lay and
professicnal leadership, especially within Lead
Communities, around the theme of Visions and Educational
Practices. Thes seminar, as now conceptualized, would
include the follcowing kinds of elements:

a. Opportunities for participancts to come to
appreciate the important role that vision and goals
can play in gquiding the educational process;

b. A chance to begin or continue working through their
own visions of a meaningful Jewish existence;

C. & chance to encounter other such views, including
but not limited to formulations developed in the
"Educated Jew" praject;

d. A chance to develop a strategy for engaging
educaticonal instituticons in thelr local communities
in the goal-setting process.

2. Consultations to a community's leadership around efforts
already underway or accomplished that are concerned with
goals;

For example, in a community like Milwaukee that recently
went through strategic planning experience that put



"visioning" at the center, CIJE could initiate a serious
conversation designed to unearth and develop the
substantive ideal, the educational vision, that underlie

the proposals that emerged from the Strategic Planning
process.

3. As specific projects of lead communities emerge, their
goals will be subjected to careful development and
scrutiny. This will create the baseline for evaluating
future success.

At the denominational level, we need to find ways of
encouraging the naticnal training institutions to develop a
pro-active approach to the problem of goals for Jewish
education, an apprcach that includes efforts te catalyze
serious attention <to visicon and goals on the part of
constituent educational 1lns:titutlons. Possible approaches:

1. Encourage the denominations t2 «clarify and more
adequately articulate thelr own guiding visions of a
meaningful Jewish existence.

2. Encourage national denominational institutions to work
intensively with one or more carefully selected
educational institutions on 1ssues relating to the
identification of a wvision and its educational
implications. Such institutions might, but need not be,
located in —he three principal lead communities.

Pilot Projects

Cne way to apprcach the Goals Project, a way which overlaps
but is not identical with the approcaches discussed above, is
to undertake one or more pilot projects. For example, a pilot
project might take a particular dimension of Jewish education,
e.g., the teaching of Bible or the Israel ExXperience, and
systematically explore it in relation to issues of underlying
vision and goals. This could be done in a variety of ways and
at a variety of levels. For example, a community might take it
on itself to focus on a particular dimension of Jewish

education -- say, the Israel Experience -- and to catalyze
serious reflection on the part of all local institutions
{across denominations) concerning the foundaticnal and

derivative aims of such an experience and the way such aims
operate to guide practice. Conceivably, different communities
would take different dimensions of Jewlish education as their
central focus.
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.. Coalition of Vision-Driven Institutions

This propesal 1s that a ceoalition be established for
gducational instituticons that are sericusly interested in
going through a process of clarifying thelr underlying visicn
and goals, as well as in articulating and working towards the
actualization of the relevant educaticnal implications. In
addition to providing evidence of seriocusness, participating
institutions would have to meet a variety of standards in
order to qualify for admission and to remain in good standing.
Member institutions would be offered a variety of CIJE-
resources designed to facilitate and support their efforts.
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MONITORING, EVALUATION AND FEEDBACK PROJECT

INSTITUTIONAL PROFILES
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1. L. .NITION

The Institutional Profiles have been conceived as a self-study
process (with accompanying instrumentation} by which
educational institutions can take stock of their organizational
reality, as a necessary prelude for engaging successfully in
planned change. It combines the first two steps in CIJE's model of
Research to Analysis to Planning.



II. RELATION TO THE GOALS PROJECT

In order for educational institutions to change toward becoming
vision-driven, they must nurture the dynamic tension between
what is and what (they think) ought to be. A process is needed
through which educational institutions can gain accurate
perceptions of their systemic redlities, acquire a sense of
alternative possibilities, and move beyond where they are now.






V. ISSUES TO ADLESS

1. Degree of Structure:

Will each educational institution construct (more or less)
unique Institutional Profiles based on certain, given
principles?

or
Will each educational institution follow a (relatively)
structured set of procedures for the creation of analogous
Institutional Profiles?

2. Institutional versus communal levels:

Should we develop a ~~ocess (and accomp  nying
instrumentation) by which communities (i.e., continuity
commissions and other communal bodies) can construct
communal ‘Profiles", as a necessary prelude for engaging
successfully in planned change?

or
Should we focus solely on the development of Institutional
Profiles for individual, educational institutions?



v. wilERE TO GO FROM HERE?

Work with CIJE staif to further develop the Institutional
Profiles in line with the Goals Project and other CIJE
activities.

Design the instrumentation for the Institutional Profiles.

Pre-test and retine the process and instrumentation.



THE UNIVERSITY OF CHICAGO
DEPARTMENT OF SOCIOLOGY

1126 EAST 59TH STREET
CHICAGO - ILLINOILS 60637

James S. Coleman
(312) 702-B696 - FAX: (1(2) 702-9529
E-mail; mill@cicero.spe.uchicago.edu

Tuly 20, 1994

Professor Adam Gamoran
Department of Sociology
University of Wisconsin, Madison
Madicon, Wizconsin 53705

Dear Adam:

I'm sorry to have taken so long to read the report on the Baltimore survey on the
CIJE lead communities program. I think it 1s an excellent report, and I have no comments
for changes. The only thing that might have been added is at selected points some
comparative percentages from Milwaukee. 1 presume at some point there will be a
comparative report, when all the individual analyses are done. Even so, it would not hurt,
and would provide some additional incentive for communities to change, if the individual
reports allowed some comparison points with the communities for which the survey had
been previously analyzed.

I also presume that at some point there will be an ethnographic report which will
give an account of the social structure of each community, for it is such a report that will
give insight into the problems that the community will confront in attempting to organize
itself to bring about changes in Jewish education.

But these are only ancillary comments. The report is very well done.

Sincerely,

~y
i

\\"‘*.-'ﬂ N

R
James S. Coleman
{Jniversity Professor

JSC:dm



University of Wisconsin—Madison

M£ IN, W 0N 06
DEPARTMENT CF SOCIOLOGY TO CALL WRITESR DIRECT
S50CLAL SCIENCE BUILDING -2 e
1180 OBSERVATAORY DRIVE PHONE 1508} 263 /253

August 22, 1994

Professor James Coleman
Department of Sociology
1126 E. 59th Street
Chicago, IL 60637

Dear Jim,

Many thanks for your response to the report on Jewish teachers in Baltimore. You raised
two excellent issues, and I want to tell you how we are addressing them, in case you have
further suggestions.

On the issue of cross-community comparisons, we are indeed preparing a comparative report,
in at least two phases: First there will be a short "Policy Brief" (modeled after the U,S.
Dept. of Education’s "Issues in Brief") on the topic of the background and training of
teachers in Jewish schools. We expect to complete a draft of this Brief in October. Second,
we are writing a more extensive cross-community report, which we expect to have drafted by
the end of December.

In these reports, the survey data will sometimes be merged across communities, and
sometimes kept separate, depending on whether important differences among communities
~oear. :

In presenting results to the communities, we have not emphasized similarities and differences
with the other communities, and had not thought about the possible motivating effects of
doing so. At the time we were planning the Baltimore report, we were not at liberty to
release the Milwaukee data outside Milwaukee, but that would now be possible; in fact the
Milwaukee people sent their report to Baltimore.

On the ethnographic analysis of social structure, there are two relevant’reports, both written
by Julie Tammivaara, our Baltimore field researcher. One is on "Community Mobilization
for Jewish Education in Balimore,” and the second is on "The Professional Lives of Jewish
Educators in Baltimore.” Both, I think, are contributing to our understanding of the
community, and of the place of Jewish education there. (I should add, however, that CJE
staff members have been working so closely with residents of Baltimore that they [CLJE
staff] do not perceive the report on mobilization to have added much beyond what they
already knew.)



REMINDERS -- JUNE 5, 199%4

1. Write memo to Garry Stock summarizing what was -- do it as a
fax from AH to Garry Stock:
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INTERNAL"MEMORANDUM

MEF

RE: CONVERSATION WiTH ADAM GAMORAN, 9 May 1994
FROM: Annette

DATE: May 10, 1994

The bases for the conversation were Adam's summary of his
conversations with Alan Hoffman {(memo of May 4 1994) as well as

the proposed work plan for MEF of 1 April 1994 through 31 December
1994.

1. The major change between the previous work plan and this
one is Alan’s request for a decision to move away from a
systemic focus on communities into a institution by
institution one (particularly focused on the Goals Project).
The issue is a very major one since the notion of systemic
change was central to the whole approach of the lead
communities.

Need to discuss this with Alan and with the Steering
Committee.

2. We discussed what could be dons Tor e G A "and agreed ~
upon a printed policy brief that would focus on two or three
major issues -- the preparation of educators and in-service
training probably being the main ones -- together with a
presentation. That is less than the full report but | think is
more than what we have and probably the most we can get
from them.

v AL - R



We discussed what further studies he would like if we were
free.

We discussed one: further analysis of the educators' survey
which could probably yield a very rich amount of material.
Analyses would include matters like: salaries versus
positions; preferences in regard to positions: recruitment
patterns; and more.

He is still very interested in mobilization patterns and

communities and we discussed at length what we might still
learn from that.

If we had a magic wand, he would do an addition to the
input measures that we're dealing with. He would deal with
the process and with outputs and outcomes. He thinks if
we could commission major outcomes studies {something he
had advocated from the very beginning) to be done by others

{because his time is very committed), that wouid be a real
contribution.

We should try and back to back the August meeting of the
SCAN committee and that of the MEF group; they're
available 24, 25, 26 August. | promise to try and give those
dates, or at least some of those dates, to the MEF Project.

| gave my support for a January meeting in Israel of the MEF
group.

We agreed that mobilizations would not be dealt with
because it is not a priority.

We agreed that | would discuss David Cohen and
Lee Shulman as additional committee members. | think it is
a very good idea.






Date:  Wed, 4 May 1994 10:58 CDT
From: <GAMORAN@WISCSSC>
Subject: Notes from our meeting of May |
To: annette(@hujivms

Original To: ALHOFUS, ANNETTE
Original_cc: ELLEN

May 4, 1994

To: Alan Hoffman

From: Adam Gamoran and Eilen Goldring

CC: Annette Hochstein and Steve Hoffinan
Re: notes from our meeting with you on 5/1/94

As we decided at the conclusion of our meeting, here are (a) notes from
our meeting and (b) a list of potential tasks for us, tentatively prioritized
and a corresponding list of support needed to carry them out.

L}

AGENDA
We were able to discuss four major items on our agenda:

(1) The board subcommitte on research and evaluation
(2) the MEF work plan

(3) the MEF advisory committee

(4) dissemination beyond Lead Community reports

BOARD SUBCOMMITTEE
We observed two problems with the recent meeting of the board subcommittee:

(a) Members of the subcommittee were not familiar with MEF, and the linkage
between MEF in Lead Communities and CIJE's research mission was ambiguous.

(b) Members of the subcommittee scemed unaware of CIJE's overall program
of promoting Jewish continuity by improving Jewish education; some
questioned whether why we were studying personel (how did we know that
would make a difference?) and others, stimulated by Barry Kosmin's
presentation, asked whether we should perhaps study identity instead
of education.

As you explained, this is a problem of educating the lay board. At the next
meeting, we need a serious discussion of what it means to set out a research
agenda for Jewish education. This may require a panel of experts. Is there
a potential for research on Jewish education in America? If yes, what would



be the role of the Jewish community, and what would be the role of the
secular educational research community?

Your view was that the October meeting must be carefully thought through
and planned well in advance. You also noted that alternate staffing of
Ellen and Adam is problematic in this context.

There are three main tasks to working with a board committee: (1} Working
with the chair; (2) Working with other committee members; (3) Working on
the content. Of these, the third is the real work.

MEF WORK PLAN

In responding to our work plan of 4/1/94, you raised four concerns at the
outset:

(1) There is not enough attention to informal education.

(2) You are pleased to see educational leaders addressed, but noted that
only the characteristics of leaders, and not leadership itself, will be
addressed. That is a concern.

(3) It is not clear how the work plan moves beyond three communities, as
CILJE is planning to do.

(4) The timing of writing the cross-community report on educations was
not satisfactory.

Essentially, you said that the pieces of the work plan are fine in themselves,
but the timing and priorities they imply need further discussion.

_Mobilization

We discussed our ongoing monitoring of community mobilization, and reached
a consensus that the documents produced by the field researchers, though

rich in detail, are better seen as raw data than as interpretive reports.

We discussed the need for a cross-community report on mobilization with
more interpretation. This might be useful for the board subcommittee on
mobilization, as well as for CIJE staff. Adam suggested that a comparative
report could be helpful in drawing lessons in anticipation of CIJE's

likely transformation as envisioned in the 10-year plan.

_Institutional Profiles_
In light of the emerging centrality of the goals project, an instrument
to create institutional profiles will definitely be needed. Our task



now should be to study and design an instrument for the profiles, without
necessarily planning to implement them on a community-wide basis next fall.
On the contrary, we should move more towards an instrument useful to
individual institutions (as opposed to an instrument mainly for community-wide
purposes), which would be used by institutions engaged in vision-driven
reform. (Note: We raised, but did not have time to discuss, the question of
what happens to systemic reform when innovation is driven by individual
institutions.) If possible, we should have an instrument ready to be used

by institutions that get "on-board" afier the goals seminar this summer.

The purpose of the instrument would be to permit baseline assessment of
the institution(s) so that progress could be assessed over time.

We also discussed the need for deeper profiles that would include data
about teachers' sense of mission, unity of purpose, etc. We did not

set a time frame for addressing such i1ssues. Moving a step further,
we also discussed the need for data on constituencies (and potential
constituencies) -- i.e., parents and students. We did not set a time
frame for this work either.

We concluded that Bill should go ahead with interviews of experts in

Jewish education, with the aim of creating a drafl instrument to present

at the August MEF advisory committee meeting. The drafi would be accompanied
by a rationale for each indicator.

Bill needs to talk with Dan Pekarsky to discuss the linkage between the
institutional profiles and the goals project. (Probably we'll bring him
to Madison for this. He can also meet with Roberta to get her input on

the indicators. Ellen's participation in the goals seminar will also be
helpful.)

The decision not to try to implement institutional profiles in the Lead
Communities, at least not next fall, is a MAJOR CHANGE in our work plan,

_Reports on Educators_

In your ideal schedule, we would have a cross-community report on Jewish
educators ready to present at the October board meeting and to release

at the November GA. This is not possible. However, we could make a
presentation at the GA (and previewed at the board meeting) on a fairly
narrow topic -- for example, educational backgrounds and professional
development of teachers -- at the GA, to accompany related presentations
by leading educational figures. We anticipate having a draft of the

full cross-community report to our advisory committee by December 31.

We understand that this project is our TOP PRIORITY.



MEF ADVISORY COMMITTEE

We discussed the meetings and composition of our advisory committee.

It is desirable to add another educational researcher, especially if

Jim Coleman is not able to participate. We discussed a few names but

did not reach any conclusion. One possibility is to elevate our committee
into an advisory committe for research, for which MEF in Lead Communities
is but one component. In that case, we might add David Cohen and Lee
Shulman as committee members. We think this is a promising idea that
warrants further discussion,

We set a tentative date for our next advisory committee meeting of
August 24-25. An alternate would be August 25-26. If you agree, we will
ask Ginny to contact the members of our committee to find out if this
would work for them.

We also discussed the possibility of a meeting in Israel in the first

few days of January, 1995. Adam, Ellen, Alan, Annette, Seymour, and Mike [.
would be invited to this meeting, a sort of pre-advisory meeting. The
discussion would presumably center on the cross-community report on teachers
in Jewish schools, which will just have been drafled. Another topic of
discussion at this meeting would be our work plan for 1995,

e e o o o ko o ok ok ok ok o

TASKS FOR ADAM AND ELLEN (in order of priority) (comments follow)
(all dates are for drafts submitted to MEF advisory committee)

MAIN SUPPORT ADDITIONAL SUPPORT
TASK Nl LD FROM: NEEDED FROM:

Cross-community teacher report  Bill Rohinson ~ Roberta, Julie
(December 31, 1994)

Report on Baltimore teaching force Nancy Hendrix ~ Julie
(June 30, 1994)

Report on Atlanta teaching force  Nancy Hendrix
(August 31, 1994)

"Module” of educator surveys and  Julie, Roberta
interviews
(May 31, 1995)



Reports on characteristics of Bill Robinson Roberta, Julie
educational leaders in the L.C.s
(Fall, 1994)

Instrument for institutional Bill Robinson Roberta, Julie
profiles
(August, 1994, through 1995)

Cross-community mobilzat. report  Roberta, Julie  Bill
(June, 1995)

Conceptual paper on Jewish Roberta, Julie  Bill
community mobilization
(September 30, 1994)

Instruments developmnent for outside experts  Roberta, Julie, Bill
study of informal educators
{(Winter, 1995-1996)

Participation on the CIJE
Steering Committee
(Ongoing)

Staffing the CI1JE Board Sub- outside experts
committee on Research & Eval.
{Ongoing)

Comments:

All these tasks seem doable under the schedule indicated, with one
important exception: We cannot see a way of adequately staffing the Board
Subcommittee on Research and Evaluation, along with all our other work.
This, we recognize, is a serious problem,

An important omission from this list is additional meetings and
presentations which are frequently asked of us by C1JE and/or Lead
Communities. We continue to be very reluctant to add this extra work,
because we are too busy with our main agenda.

The longer we have field researchers on staff, the more we'll be able to
say in the cross-community report on mobilization. However, we recognize

that this report is not the highest priority.

If we drop the cross-community mobilization report, we could prepare the



instruments for studying informal education next year (1995).

The role of the field researchers in preparing the teaching force reports

should not be overlooked. We expect they will make substantial contributions
to each LC report, and we also expect them to assist us in prepanng the
cross-community report on educators.

After January 1995, we will still have great need for a data analyst, and

we hope Bill Robinson will prove capable in that role. If he also turns out

to be effective in preparing instruments for institutional profiles, CIJE may

want to hire him as much as 100%. If his work for us will be restricted to

data analysis, it 1s crucial that we have at ieast 50% of his time for CIJE;

100% would be better but if an accomodation can be made with Atlanta, perhaps
they could have 50% of his time and we could have the other 50%.

Finally, a couple of activities we mentioned but which do not appear on
the list: A study of leadership in Jewish education, a study of
institutional practices (as opposed to profiles of institutional
characteriscs); a study of students and/or parents. These items need
further discussion.
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In responding to our work plan of 4/1/94, you raised four concerns at the
ou

{1} There is not enough attention to informal education.

(2% You are pleased to see educational leaders addressed, but noted that H
only the characteristics of leaders, and not leadership itself, will be
addressed. That is a concern.

635 It is_not clear how the work plan moves beyond three communities, as
IJE is planning to do.

(4% The timing of writing the cross-community report on educations was
not satisfactory.

Essentially, you said that the Eieces of the work E]an are fine in themselves,
but the timing and priorities they imply need further discussion.

Mobilization ) . )
We discussed our ongoing monitoring of community mobilization, and reached

E;t <lR> for next page, : to skip to next part...

Al

a consensus that the documents produced by the field researchers, thou%h
rich in detail, are better seen as raw data than as interpretive reporis.
We discussed the need for a gross-community report on mobilization with
more interpretation., This might be useful for the beard subcommittee on
mobilization, as well as for CIJE staff. Adam suggested that a comparative
reEurt could be helpful in drawing lessons in anticipation of CIJE's

likely transformation as envisioned in the 10-year plan.

Institutional Profiles
Tn light of the emerging centrality of the goals project, an instrument

to create institutional profiles will definitely be needed. Our task
now should be to study and design an instrument for the profiles, without
necessarily planning to implement them on a community-wide basis next fall.
On the contrary, we should move more towards an instrument useful to

individual institutions (as opposed to an instrument mainly for community-wide
purposes), which would be used by institutions engaged in vision-driven
reform. (Note: We raised, but did not have time to discuss, the question of / oy
what happens to systemic reform when innovation is driven by individual .
institutions.) If possible, we should have an instrument ready to be used
by institutions that get "on-board" after the goals seminar this summer.
The nurpt : of the instrument would be to permit baseline assessment of /

Hit <CR> for next page, : to skip to next part...
BMAIL>

the institution{s} so that progress could be assessed over time. f

We also discussed the need for deeper profiles that would include data —
about teachers' sense of mission, unity of purﬁose, etc. We did not

set a time frame for addressing such issues. Moving a step further

we also discussed the need for data on constituencies (and potentia1
constituencies) -- i.e., parents and students. We did not set a time
frame for this work either.

We concluded that Bill should go ahead with interviews of experts in
Jewish education, with the aim of creating a draft instrument to present NE
at the August MEF advisory committee meeting. The draft would be accompanied hi%—=

by a rationale for each indicator. [

— L

L

Bill needs to talk with Dan Pekarsky to discuss the linkage between the {J,x_i/
institutional profiles and the goals project. (Probably we’ll bring him ;
to Madison for this. He can also meet with Roberta to get her_inpul on =
ﬁh$ }n?igators. Elten's participation in the goals seminar will also be

elpful.

!
5

The decision not to try to implement institutional profiles in the Lead
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MEF Work Plan
April 1, 1994 - December 31, 1994

This work plan is an extension of the plan submitted in July

1993, which described work to be performed through July 1994. An
important revision to the earlier plan is that the study of goals

for educational change now runs through all the components of the
work plan.

I. Ongoing Monitoring and Evaluation
A. Monitoring and Evaluation of the Personnel Action Plan

This component of the project will emphasize monitoring and
evaluation of the development and implementation of a personnel
action plan in each Lead Community. We are concerned with
questions such as:

1. How w ‘he pian developed? Who participat ' who did
not, and what was the process?

2. What information was used to develop the plan? In
particular, were MEF reports used, and if so, how? What
other data are on record for targeted institutions,
programs, and persons?

3. Does the action plan include specific goals for the

enhancement of personnel? What are its goals and
purposes? How will progress towards the goals be
evaluated?

4. In what way is the plan innovative? How will it change
the Jewish educator work force in the community?

4. What is the timeline for the plan?

5. What funding provisions have been made or are intended
for implementing the plan?



B. Monitoring and Evaluation of Lead Community Projects

As Lead Community Projects are developed (probably beginning with
pilot projects), we will work with community leaders to establish
standards of scope, quality, and content by which the projects

can be evaluated. Subsequently, we will engage in active

monitoring leading to the evaluation of Lead Community Projects
according to these standards.

C. Monitoring of Community Mobilization

As proposed by our advisory board, we will conduct interviews to
develop conceptions and establish criteria by which community
mobilization can be evaluated. This will result in a paper
outlining the concepts and measures of mobilization.

In addition, we will continue to monitor the emergence of goals
for Jewish education in the Lead Communities, through
observations at meetings and discussions with educators, lay
leaders, and community professionals.

II. Community Profiles
A. Educator Surveys and Interviews

Educators in formal settings have been surveyed in all three
communities. Reports on interviews with Milwaukee and Atlanta
educators were released last fall, and a report on interviews

with Baltimore educators is under preparation. A report
integrating interview and survey data on Milwaukee teachers, with
guidance for policy, was issued this spring, and analyses of

survey data on teachers in Baltimore and Atlanta are underway.

This summer we will prepare reports for Baltimore and Atlanta
that combine the survey and interview data on teachers, leading
to policy recommendations for these communities.

As soon as the data processing equipment becomes available, we
will analyze data from the educational leader surveys, beginning
with data from Milwaukee. Assuming the equipment is available no
later than June 1, we will analyze the data during the summer.

In the fall, we will produce a report for each community that
combines interview and survey data on educational leaders.



B. Institutional Profiles

We are preparing to construct profiles of educational

institutions in the three Lead Communities, as outlined in the
CIJE Planning Guide. This project will gather data about the
extent, size, nature, and resources of Jewish educational
programs, such as who is served, what programs are offered, how
the programs are funded, and so on. The project serves three
purposes:

1. To provide information for communal and institutional
planning. As goals for Jewish education are identified,
information on the current state of Jewish education will
make it possible to map out a plan for moving from the
current situation towards the desired goals.

2. To establish a baseline so that subsequent changes in the
provision of Jewish education can be measured against an
initial starting point.

3. To engage the communities and their institutions in a
self-study process, nurturing "reflective communities” and
helping to foster mobilization.

Both formal and informal educational programs will be included in
the institutional profiles. Institutions targeted in community
action plans, and institutions participating in Lead Community
goal-setting processes, will receive priority for participation

in the institutional profiles.

Our current plan of work in this domain is as follows: First, we
will elaborate on the three purposes of the project in a more
detailed proposal which is currently under preparation. Second,
we will conduct telephone interviews with experts, including
Jewish educators and administrators of communal agencies, to help
us settle on the indicators that should be incorporated into the
institutional profiles. (As a starting point, we are thinking

about the items listed in Box 4, p. 12, of the Planning Guide).
During this period, we will also meet with community leaders to
find out what data are already available or routinely collected.
Third, we will draft a survey instrument for data collection.
Fourth, we will meet with community leaders to obtain their input
on the content of the instrument, and to seek their participation

in the administration of the survey.



In light of the need for community input into the design, and

participation in the implementation of the survey, we expect to

administer the survey immediately after the holidays next fall.
Products and Time Line

DATE PRODUCT PERSON(S) RESPONSI
April 15 Proposal to develop institutional Bill Robinson
profiles
April 30 Revised report on mobilization in Roberta Goodman
Milwaukee
Apnl 30 Revised report on mobilization Julie Tammivaara

in Baltimore
May 31 Report on mobilization in Atlanta Roberta Goodman

May 31 Report on professional lives of Jewish  Julie Tammivaara
educators in Baltimore

June 30 Draft instrument for institutional Bill Robinson
profiles
June 30 Interview protocol for studying Roberta Julie

concepts and measures of mobilization

June 30 Report on Baltimore teaching force Adam Ellen Julie
August 31 Report on Atlanta teaching force Adam Ellen Bill
Aupust 31 Instrument for institutional profiles  Bill Robinson

September 30 Paper on Jewish community mobilization: Roberta Julie Bill
concepts and measures

September 30 Report on educational leaders in Adam Ellen Roberta
Milwaukee Bill

October 31 Report on educational leaders in Adam Ellen Julie
Baltimore Bill

November 30 Report on educational leaders in Atlanta Adam Ellen Bill



. 2cember 31 Reports on progress of personnel action Julie Roberta Bill
plans in Atlanta, Baltimore, and Milwaukee

December 31 Paper on teaching force in all three  Adam Ellen Roberta
communities Bill Julie

December 31 Proposal to survey institutional Bill Robinson
practices
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THBE CIJE - 19394 WORKPLAN

o,

“
-

" The CIJE was created by the North American Commission on
Jewish Education with a highly focussed mission which
incorporated three major tasks. These are: Building the
profession of Jewish education; Mobilizing Communlty
Leadership for Jewish education and Jewish continuity;
developing a Research Agenda while at the same time securing

_funding for Jewish educational research. These so-called
‘building blocks‘ all involve major long-term improvements
in infrastructure for the North American Jewish community
and so the Commission mandatexl the creation of Lead
Communities. These are develbpment and demonstration sites
where, by mobilizing the leadership of the local community
and by radically improving the quality of personnel for
Jewish education, significant systemic change and-impact
could be shown to be possible relatively gquickly while the
national infrastructure was undergoing major reform.

The CIJE is presently in the process of developing a multi-
year strateglc vision which will articulate clear goals and
benchmarks in each of the major areas of its work with
specific objectives in each area. This strategic vision
will constantly be revisited and revised as CIJE begins to
engage its own committees in reviewing both direction and
implementatlon. The first iteration of this multi-year
vision should be completed by October 1994 and the 1995
annual workplan of the CIJE will flow directly from this
process,

The 1994 Annual Workplan is, therefore, a bridge into this
long-range proces=ss. It is dnchored in the immediate
realities of CIJE’s present dommitments but it also looks
towards a much more focussed multi~-year perspective.

The second half of 1993 has feen the major investment of the
resources of the CIJE in thraée Lead Communities - Milwaukee,
Baltimore and Atlanta - with a clear objective of winning
the trust of the communities and accelerating the processes
of local coalition-building dnd of moving towards a
Personnel Action Plan in eacR of the communities.

2d@ - 3904 ISNITIANBW OL Pl pPR. © NHTf
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CIJE draft workplan 12/93

A working hypothesis of this 1994 workplan : that
while the Lead Communities remain the prime arenas
for development and exploration of critical issues
for North American Jewish education, CIJE’s role
is also to engage a much wider circle of
comrunities in benefitting from our experience in
the Lead Communities. Similarly, our involvement
in Lead Communities has already raised and will
continue to raise issuea where response is most
useful at a national level.

During 1994 this principle will direct CIJE into forging new
partnerships with an ever-widening circle of communities
while brokering with national agencies in providing support
to this process, This will lead to a redeployment of staff
resources and this process will have to be carefully
monitored.

The present core staff of CIJE has not yet completed one
fu' " annual cycle of " plemeAtation so that the following
workplan must be regarded as somewhat tentative and
ungrounded in prior experienge. It is an outline for 1994
priorities but doubtless will need modulation and revision
as the year unfelds. In [ ] will appear the date by
which action should take plage and those responsible for
that action.

A. CIJB POLICY-MAKING: SPEERING COMMITTEE, COMMITTEE
SYBTEM, BOARD, EXECUTIVE COMMITTEE.

1. A Bteering Committes will be constitutad composed of the
Chair of the Board of the CIJE, committee chairs, core full-
time staff and consultants. The Steering Committee will
meet six times during 1994 and will develop a first
iteration of a multi-year sttategic vision for the CIJE.

The 1995 annual workplan, defived from this strateqic
vision, will be presented for discussion to the September

M [ I R R -



raft workplan 12/33 3

g of the Steering Committee and thereupon to the
r 1994 meeting of the CIJE Board. ADH will staff
eering Committee.

n needed:

. Confirm calendar for Steering Committee for 1994
including meetings at April and October board
meetings.

[1/4/94: VFL)

ur CIJE Board Committesls will be created and all

‘s of the CIJE Board will be allocated to at least one
tee. The proposed committees are: Building the
i9ion, Community Mobilization, Content and Resaarch.
committees will be staffed by the caore full-time staff
yne consultants of CIJE and will meet at each Board

ig ar at least once between each board meeting for a
of four committee meetings during the year. A

.an which is a sub-set df this workplan will be

sped for each committee and will be approved for 1985
* Qctober board meeting. The 1994 interim workplan
e presented at the first meeting of each committee on
20th.

1 needed:
1. Division of Board mémbers into committees
(L/21/94: 1—-7)
5>. Letter from soard CHair informing members about
committea process.
[1/24/94: MLM]
Allocation of staff to committees
{1/4/94: Suggestiomr: Personnel - GZD
Community Mobilization - ADH
Content - BH
Research - AdamG])
2. L.tter from committée chairs to members about
specific committee igenda.
[3/8/94: Committee chairs and committee staff]
1. Calendar for individual committee meetings
[Chairs and staff, ansynchronized]

1

he CIJE Board will meet twice in New York, April 21st
ctober 20th. Board me¢tings will be preceded by a

ng of the Steering Committee in the afternocon (April
and October 21st}. Fot board members, their first
dance at committees wilil be on April 21st. The

ing committee will servé as a nominating committee for
oard members. Staff will be assigned to all board

rs so that each board mémber will be individually

ed both before each boatd meeting and once between each

meeting.
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C. LEAD COMMUNITIES PROJECT

A large part of CIJE’s work will continue te focus on the
lead communities. In 1994 the lead communities will, from
CIJE’s perspective, be seen ag8 test sites where success and
problems will be shared with an ever-widening circle of
‘esgential’ communities.

The work of CIJE as an intermédiary catalyst for systemic .
change in Mjilwaukee, Baltimore and Atlanta will focus on:

1. Four planning seminars with professional and lay
leaders from all three communities to held in March
(Atlanta), May (Milwaukee), September (Baltimore) and at the

G.A. in Denver in November. Fach of these seminars will
focus on a apecific area of common implementation.
[Coordinator:G2ZD]

2. Strengthening the local lead community wall-to-wall
coalitions by meeting with lay leaders, rabbis and
educators in the community. The community mobkilization
process will continue to require assistance and trouble
shooting. A clear goal for TIJE is to have a fully
committed top level inner coalition of Federation exec.-
Community champion - LC profeisional in each community.

3. Developing a process whieh would lead, by October 1994,
to a written agreement between CIJE and each lead community.
The exact chronology is still to be determined but a
timetable for this joint learhing process will be created
which will oblige both the ccmmunities and the CIJE.

Action needed:
a. Negotlated timeline towards written agreement with
each community.
(3/94 :ADH}

4. Moving each community towards a Personnel Action Plan
based on the November 1993 trAining session in Montreal.
Final dates for the completioh of the action plan are to be
set together with the community, including the funding
“aplicatic

Action needed:
a. Individually negotiated written timetable for

personnel action plan in each community
(2/15/94:GZD)

b. for funding of personnel action plan
[CIJE lay leadership ]

3va - InYd 1SNIT3ONBW 0l S7:41 PR. S NHT
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5. Providing expert suppor€ and consultation for the
implementation of the Personfel Action Plan. Examples are:
in-service training programs for early childhood teachers,
an Institute for day school dnd congregational school
principals.

6. Working with key lay and professional leadership on the
articulation of institutional and community goals (Goals
Project). A July seminar dn Goals in cooperation with the
Mandel Institute will be an important milestone in this
area.

Action needed:
a. Develop plan for goals project after January

consultation with Midndel Institute team . .
[3/94: Dan Pekarsky] aj}ﬂ:fiii
7. Provide guidance to the Monitoring, Evaluation and
Feedback support project. By February 1994 all communities

will have reports on the Professional Lives of Educators and
Educators survey data-gathering will have been completed.
The report on community mobilization for 1992-93 will also
have been completed.

In January 1994 the first composite community personnel
profile will be completed by Adam Gamoran and Ellen Goldring
to be followed by Atlanta (ddte?) and then by Baltimore
(date?).

In the light of the new intensive involvement in the
comrunities by the CIJE core staff, the faedback function

requires reevaluation. The MEF Advisory Committee will
meet in Chicago in February 1994 (Profs. Coleman, Inbar,sH%t
Fox, G: »Hran, . Hoffmann dnd Annette Hocl! lein) to

discuss this and other issued and to consider the Sept.1994
= Aug. 1995 workplan for MEF.

For action: . )
a. Proposal for MEF Advisory Committee
[2/6/94: AG}
b. Discussion of plan at CIJE Steering Committee
[3/94: AG)

8. Develop Pilot Projects, or Action-before-the-Action-
Plan in each community. Thédse are personnel initiatives
which communities will adopt before they have a fully
articulated and supported lodal personnel action plan.
Amongst the options proposed are: planful recruiting
of Jerusalem Fellows and Senior Educators; ongeing
Leadership Institute for Principals; Basaic Jewish literacy
for early childhood professional; a seminar on goals in
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Israel. The communities have undertaken to inform CIJE by
January 15th which of these pilot projects they wish to
undertake. At that stage, CIJE will provide expert support
both from its own staff and dutside experts to build these
projects.

D. COALITION OF ESSENTIAL (DMMUNITIES

The mission the CIJE is to bd a agent for systemic change
for North Zmerican Jewish education. The working
assumptions are that personndl development and community
mobilization are key to systdmic change. Lead communities
are designed as test sites where both the notion of systemic
change and the individual comiponants of systemic reform can
be developed.

CIJE is committed to sharing its work with the entire North
American Jewish community in a way which will impact as
early, as quickly, and as effectively as possible.

A new coalition of those communities who have made a major
commitment to improving and investing in Jewish education at
the local level will: .

1. Be a vehicle for CIJE to share its experience

and then assist a continually expanding universe

of communities to implement those components which

set thelr needs. Just one example of this is
the sequence which leads from
Quantitative/Quali*~tive re: ", on the 1tire

personnel situation in a community through a

policy report to a persdnnel action plan.

2. Mobilize increasing numbers of key lay
leadership for Jewish educatlogj__~—cgJ&;&<¢sz

3. Become a powerful a8  -In directing the
training institutions and denominations to provide
solutions to the educational needs of communities.
4. Mobilize for changimg the funding priorities

of the North American Jdwish community.

5. Share in developments which may still be on the
CIJE drawing boards. An example is the Goals seminar
for lay leaders.

This coalition is likely to include many of those
communities who initially applied to become Lead
communities. Many have madd remarkable achievements over
this period without CIJE and the coalition will become a
place for sharing amongst liRe-minded ‘essential’

Ik IV el e T I - .
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communities. d communities will automatically be
mnembers in the cealition.

A first meeting should take place in February or March with
a small group of individuals responsible for Commissions of
Jewish Contlnuity in key communities to explore the notion

of the coalition. Staff: ADM with SHH’s guidance.

E. BEST PRACTIBES PROJECT

A plan for the development of Best Practises anthologies was
presented by Dr. Barry Holtz to the Board in Auqust 1992 .
{appendix 1). E¢;§r
A plan will be developed which relates to the use of the Yo
Best Practises materials for personnel and lay leadership,fﬁfr*
development in 1594 and brought to the March Steering é&x
Committee.

Action needed:
a. Plan for use of Best Practises in different
contexts.
[3/94:BH]

F. CONTENT

1. Goals: The Commission deliberately evaded the issue of
the goals of Jewish education. Over the past year in all
the lead communitles we have had requests for assistance in
devaeloping ‘mission statement&’, ‘visions’, and
‘visioning’ (!).

In parallel the Mandel Instithte in Jerusalem has, over the
past 3 years, been engaged in a pathbreaking project which
examines different conceptioné of the Educated Jew and their
implications for a conception of Jewish education. The
project is now at the stage where these deliberations can
have significant impact on thé setting of institutional
goals and community goals for Jewish education in North
Amwerica. Community lay lead&rship on one hand and the
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t?aining institutions on.the other need to begin to ¢ »ple
with this issue in a planful way.

The Mandel Institute has agreded to provide help to CIJE in
building this domain and Prof. Daniel Pekarsky will lead the
project. After a January comsultation in Israel, this will
be the key topic of the Februmary staff seminar in Cleveland
and should lead to a seminar for selected lay leaders and
professionals (lead communities/ccalition?) in July.

2ction needed:

a. Develop a plan for the goals project
[3/94: DP]

2. Besat Practisss: See section B above.

G. RESEARCH

The formulation of a comprehehsive agenda for research for
North American Jewish education is one of the three major
recommendations of the N¢ “h American <t .ission. At the
moment CIJE is not involved in any planful process leading
te building the agenda for ressearch, yet the MEF project is
cury tly the largest research undertaking in Jewish
education in North America.

As in several other spheres of the work of CIJE, our work in
MEF in the lead communitiea iB raising many generalizable
questions which ultimately widl become part of the
continental agenda for research.

In order to develop a plan for building research and
research capacity in this fiedd, CIJE will have to consult
with some of the bkest minds ih educational research,
sociolegy and socioclogy of kKhowledge. Such a consultation
should take place in June and lead to a first cut plan in
September. Adam Gamoran an@ ADH will plan that
consultatioen.

AlTE " 9aHd TSNTTTIANHL O AT et e
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—- ____ PROFEBSBIONAL LEADERF P

ADH’3S successor will be identified during 1994, trained (if

necessary) in 1995 with a period of overlap in the CIJE in
1996,

The national search will begin in April 1994 will a clearly
articulated job descriptien. Candidates should be
identified between October-Ndvember 1994 and interviews take
place at the end of 1994 with a view to announcing an
appointment early in 1995.

Action needed:
a. Search committee appointed and meets
(4/94:MLM]
b. Job description devdloped [3/94: ADK)

I. COMMUNICATIONE AND DISSEMIMATION

A brochure describing CIJE amd intended for general
distribution is presently being designed and will be
completed at the end of February (Sandee Brawarsky].

In parallel a plan will be ddveloped for telling the story
of the CIJE in a wide variety of contexts ranging from Xkey
lay leadership through professional educators, rabbis,
community professionals, the Jewish press, the non-Jewish
press, Jewish journals etec. [Sandee]. This i’ in addition
to the need to develop an in®ernal communication program for
the CIJE board referred to in A above.

CIJE will also have to decide at which regional and national
Jewish forums - lay and profdasional - it wishes to appear
and how much of our human resources to appropriate to this
important but all-consuming area. An ocutline for 1994 will
be proposed to the Steering Committee in March [BH)

The Lilly Foundation has proposed a high-level ceonsultation
between CIJE and leaders in American religious education
during 1994 which Lilly will convene. We are currently
awalting a response from Lilly about the date.

1183984 1SNITIANEW 0 srerToe
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For action:

a. Plan for written communications
(3/1/94:5B]
b. Plan for Jewish professional and lay forums

during 1994
[2/15/94: BH]

J. 1995 WORKPLAN AND BUDGET

The 1995 workplan will flow from the work of the Steering
Committee and its articulatidh of 2 multi-year strategic
vision for the CIJE.

For action:
a. Draft workplan {7/94:ADH}

b. Second draft for Stkering Committee [9/94:ADH]
C. Final draft for Octbber Board Meeting [ADH}

21A99H4 TSNTIIMNHL A ~—r e . -
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4. How can the cominuniry best ensure that Jewish education is delivered by teachers wha dre
not only metivated and committed but qualified and skilled in their subject matter and in
education? This could be remedied in many ways: for instance. by recruiting high guality
new teachers, and by implementing a coherent, sustained system of in-service education, fur
which teachers are compensated and rewarded.

b. What in-service rraining can be developed, given local, regional, national and Israch
Jewish and yencral uaining resources, (o snsure ongoing quality iraining for all teachers?
How can such a system address the needs of the differeat groups of teachers?

¢. What career opportunities can be designed to ensure the retention and advancement of the
best teachers in the field of Jewish education?

J. I positions with increased cesponsibilities can be created (e.g., lead teachers), will this
strategy serve not only to provide career oppocunities, but also 45 a means of contnuous!y
upgrading Milwaukee's teaching foree?

»

¢ What can be dope to inceease the number of full-rime teachers in the various insttutions”

f. What galary and benetit policies and scaies should be instiuted — Jifferentially - 1o be
benericial w the tevel of the teaching force and o wwdividuai teachers?

These and other questions emerge from the repoet and will assist the educators and community leaders
of Milwaukee in their effurs o plan the future of Milwankee's JTewish education system.
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Received: by HUJIVMS (HUyMail-Val); Sat, 23 Oct 93 18:14:35 40200

Date: Sat, 23 Oct 93 18:14 +0200
From: Automatic answer system <MAILERGHUJIVMS>
To: <ANNETTERHUJIVMS>

Subject: Problems deljvering a message

To: <GAMORANR@WISCSSC>
Cc: Alanhoff@hujivms
Subject: please forward to Ellen

Shavua Tov,

Thanks for your quick reply. Will arrange for the call
when you let me know that it is time. The meetings are
Really Very good. Steve Hoffman joined Thursday for
discussion of relationship with lay Jeadership,

Friday was mostly community mobiblization. In other
words we are doing what we hoped to do - and if

it is challenging, it is at least for real.

I cc Alan on this correspondance and forget to
note so yesterday,

-st regards,

Annette



Received: by HUJIVMS via NJE {HUyMaii-Vel); Wed, °" C-- G§3 20:41:7% +("""
Date: Wed, 20 Oct 1993 13:36 CDT

From: <GAMORANBWISCSSC>
Subject: message to Alan Hoffman and Annette Hochstein
To: annette@hujivms

Original To: ALANHOF, ANNETTE
Original cc: MANDEL, ELLEN, GAMORAN

October 20, 1993

To: Alan Hoffmann and Annette Hochstein
From: Adam Gamoran and Ellen Goldring

Re: procedures and composition of advisory committee

We are sending you three short proposals. The first is to set a
policy for distributing MEF Updates to CIJE, the brief memos we
prepare every month or so. The second concerns MEF Reports,
e.g., on professional lives of educators, on mobilization, etc.
The third proposal is about the composition of our advisory
board.

Procedure for MEF Updates

1. Update memos are faxed to Ginny, for distribution to to
Alan, Gail, Barry, and Annette. Alan will decide whether
a given memo should receive wider distribution, e.g. to
Dan Pekarsky, Steve Hoffman, etc., and will ask Ginny to
distribute as appropriate.



2. As advisor for MEF, Annette provides ongoing feedback on the
quality and content of update memos, as the need arises.

Procedure for MEF Reports

1. Field researchers discuss tentative findings {not written
reports) with community members, i.e. Chaim, Ruth, Lauren.

Draft reports are provided to Annette and other members of
our advisory group (Coleman, Fox, Inbar, and cthers to be
added), with 2 weeks for response. Alan would also receive
a report at this stage.

3. MEF team revises reports on the basis of comments, and
provides reports to Chaim, Lauren, and Ruth, allowing ¢
weeks for response.

4, Final revisions made on the basis of feedback Trom the
Chaim, Lauren, and Ruth.

5. Release reports to the audience for which they are intended.
This will vary, but generally it means Clo. and/or the
communities. In some cases we may want to distribute reports
beyond CIJE and the LC's. These decisions will be made on a
case by case basis until we are ready to formulate a policy.

Composition of Advisory Board

At present, the advisory board consists of James Coleman (chair),
Seymour Fox, Annette Hochstein, and Mike Inbar. We would like to
add to this group Steve Hoffman, for his expertise in Jewish
communal organization, and Sharon Feiman-Nemser, for her
expertise on teachers and teacher education.



We will asking our adviscory board for assistance of two sorts:

(1) Read -and provide comments on periodic reports --
approximately 9-12 per year, in batches of three.

(2) Attend one meeting per year, probably in Chicago if Coleman
is able to participate, and probably in February since
that's when Annette and Seymour are coming to the US, to
discuss general policy issues related to our project.

"I have not yet apprcached either Steve or Sharon about this yet,
Is “t all right to call on Steve in this role? After interacting
cnohim in August, I think he would be extremely helpful. We

need someone knowledgeable on the inner workings of Jewish
communities to help with our interpretations. This is our
weakest area, and it has turned out to be the main subject of our
monitoring so far.

What are the appropriate financial arrangements to offer to
Sharon? An appropriate figure might be $150 for each report on
which she provides comments, plus $500 and travel expenses for
attending the meeting. This amount is included covered in our
budget. Does CIJE have a policy on consulting fees?

What should I say to Steve? Could this be worked into whatever
>+ agement you already have with him?



Received: by HUJIVMS via NJE (HUyMail-Vé61); Wed, 20 Oct 93 18:49:12 +0200
Date: Wed, 20 Oct 1993 11:43 CDT
From: <GAMORANGWISCSSC>
Subject: I'd be grateful if you could check to make sure Alan
received this
To: MANDEL@HUJIVMS
Original To: MANDEL

From: GAMO: : GAMORAN 19-0CT-1993 (09:20:51.57
To: ALANHOF

CC: GAMORAN

Suk 0ops

.5t a quick note to apologize for the delay in getting you the October 6
update on Baltimore. This was my mistake, not Julie’s. We delivered it
by hand to Gail, but I was confused about who was sending it to Ginny and
neglected to do so. By now I hope you have received it, as well as the
Milwaukee and Atlanta updates from the same period.

I hope the updates are useful in your current deliberations. From our
standpoint, the issues raised 1in the Baltimore update about what
constitutes a Lead Community Project, and how the field researcher's role

is defined with respect to a particular community endeavor, are especially
pressing.



Received: by HUJIVMS via NJE (HUyMail-V61): Thu, 07 Oct 93 15:45:44

+0200
Date: ~ Thu, 7 Oct 1993 08:47 CDT
From: <GAMORANGWISCSSC>
Subject: mobilization reports
To: annette@hujivms

Original_To: - ANNETTE
Original_cc: GAMORAN

Thanks very much for your letter on our mobilization/visions report.
I appreciate the broader concerns you have raised, and will try to
aw.ere to high standards. I guess the only additicnal point 1'd
raise is that we may need toc grow towards high standards rather than

making it all in one leap. Thanks also for the excellent

suggestions on our reports; we will
take them into account.

Happy New Year,

Adam
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Received: by HUJIVMS via NJE {(HUyMail-V61); Wed, 06 Oct 93 23:03:39 +0200
Date: Wed, 6 Oct 1993 16:03 CDT

From: <GAMORANBWISCSSC>
Subject: Atlanta search
To: ALANHOF@HUJIVMS

Original To: ALANHOF
Alan,

I'm writing to tell you about our progress in the search for a
field researcher for Atlanta. I think we have a serious candidate.

William Robinson is a Ph.D. candidate in Political Science and
An..ropology at Rutgers, writing his dissertation on rabbinic
wuthority in the progressive movement in Israel. He is interested
in Jewish religious movements in the United States as well, and

cees the CIJE as an opportunity to pursue these interests. Although
education is not central to his research, he speaks thoughtfully

about Jewish education and recognizes its centrality for understanding
the American Jewish community. He has five years' teaching experience
in reform Jewish religious schools.

I have read the completed portion of his dissertation, which is
entirely theoretical, and found it intelligent and lucid. His
empirical work, which is not yet written up, is both qualitative and

qu titative; the quantitative work centers on a survey he administered
"9 about 150 congregants of progressive congregations in Israel. The
survey instrument, which he created, appears reasonable, and although I
would not call him a survey expert, I think he is competent enough to
run surveys under supervision from Ellen and me. (He created both
English and Hebrew versions of the instrument; I've only seen the
English version.) Samples of pre-dissertation quantitative work he has

sent indicate he would be capable of the straightforward analyses of data
required by our project.

I spoke with his advisor, Myron (Mike) Aronoff, who attested to
Robinson's positive qualities: Bright, a quick learner, a self-starter,
creative, broadly trained, strong interest in modern Jewish life, and



solid knowledge of the institutional organization of Jewish communities.

The main advantage for our project is that Robinson is both interested
in and knowledgeable about Jewish communities and institutions; not
Atlanta specifically, of course, but communities in general. This

would be a big plus for us, since as you'll recall one of our weaknesses
last year was that the project turned out not to be about education, but
about communities, yet our staff (especially Ellen and I) mainly know
about education and not communities. While the balance of emphasis will
presumably shift over time, community dynamics will undoubtedly be
central to CIJE for some time to come, far more than I had originally
anticipated. The down side is that Robinson is less knowledgeable about
education; but he does have experience as a Jewish educator, and he

knc s about the place of education in the Jewish community.

As for the rest of our search, I believe we have searched Altanta
exhaustively, through our canvassing of all the local institutions

of higher education. However, our search has probably not been
exhaustive on a national level (we placed one ad in the Chronicle, which
generated about 15 application, including Robinson's), so if we decide
not to hire Robinson, we should reopen the search nationally.

I am now sending materials to Robinson to help him better understand

the CIJE, its mission, and the role of the Atlanta field researcher,
including the survey responsibilities we envision. I want him to
understand the job, and I want to make sure he recognizes the applied

na® -e of the work. If I am satisfied on this point, and he is still
‘nterested, I would Tike to interview him, and I would 1ike your permission
to do so. I would fund the cost of the interview out of the "salaries"
category in the MEF budget, which is under budget since we have only been
paying two field researchers. I would try to schedule the jnterview

for November 7, when the MEF team is scheduled to meet in Nashville

to work on our reports on mobilization and visions. That way he would
have an opportunity to interact with all members of the team. The
candidate's ability to work in a team is an important quality for our
staff.

Please let me know what you think, and also Tet me know if you'd like

any additional information at this time.



\ours,

Adam

BMATL>



~2ceived: by HUJIVMS (HUyMail-V.l); .ue, 05 Oct 93 14:28:29 +.200

Date: Tue, 5 Oct 93 14:16 +0200
Message-id: <05100093141621@HUJIVYMS>
From: <MANDEL@HUJTVMS>

To: <GAMORAN@WISCSSC>

Cc: annettehujivms

Subject: Re: call to Alan Hoffmann

' Dear Adam,

+ hupe this finds you and your whole family well with your
daughter fully recovered and the New Year starting happily.

Many thanks for your memo of September 15th. Befare dealing with

it directly I would Tike to refer to our last telephone conversation --
that which took place with you in the New World and me in Edinburgh. First
let me thank you for your touring advice.

We followed it closely and were well-rewarded: Scotland was a wonderful
discovery. In addition to Edinburgh, we spent a week in the Highlands —-
in their most western part (Wester Ross), @ wild and rugged country with
only very sparse population and extraordinary landscape of lochs and
glens. Found Edinburgh a most friendly and congenial city. Certainly can

“nderstand why you and your family would love the area. That's it for the
i nr ooort,

Some of the themes of our phone conversation have been with me
since then. I believe we touched upon part of the key motivation
and hope that led us to turn to you a couple of years ago and upon

why we pin such important hopes in future joint work. Allow me to
stay with this briefly:

Jewish education is a field in deep trouble. Probably for profound
philo/socio/historico/psychological reasons, maybe also for simple

ones (not abiding by minimal necessary conditions for succeeding).

A field whose Tow quality, weak content and poor reputation are



often deserved. At the same time, it is the only means

ava,.able to deal with the question of meaningful Jewish continuity
that faces us collectively. Our bet -- or rather the bet led by
Seymour in this generation in North America and in Israel -- is
that the greatness of Judaism, its intellectual, ethical,
behavioral, communal, content aspects --— can be appropriately
conveyed by educators if they are well-prepared, adequately
trained, duly knowledgeable. You know the story.

For this bet to get a fair chance, the qualitative dimension of
all our endeavors must not ever be compromised. As soon as it
is -- if we ever allow ourselves to relate to the Jewish
educational endeavor the way it is commoniy related to -- as

a .oor relative that receives the leftover time, the remaining
energy, the last thought -- we won't have tried and there is

no reason to assume that matters will change for the better.

Why this sermon by a non-sermonizer and yet to the converted!
Because while we don't have the answers --
we don't claim to know what will work -— we

do believe that a careful, thoughtful, thorough approach
to anything we try is a prerequisite to its minimal chance for
success. But that is not the culture of the universe of
Jewish education. Therefore, part of our work must involve
turning around the notion that if it is Jewish education it

1 suffer less exacting efforts, less exact attempts. Our bet is
that if endeavors (programs, people, ideas) stick by
uncompromising standards, Jewish education may get a fair
chance. At the very least it may be competitive.

That is why we need you and have turned to you. We are counting on
you to raise the levels, the self-expectations, the demands of the
CIJE's implementation work. And to change the terms of the
deliberation on Jewish education. It is clear to us now that we
need -— this project needs -- to get as much of your time as you
can give. I am uncomfortable writing this in 1ight of the salary

you get. If increased salary can mean more of your time do know
that we will grab it!



Now to your memo - let's consider some of the points you raise:

1.The topics outlined -- mohilization and visions -- are obviously
fine. However I wonder if they do justice to all the work done.
You guys have discovered important matters concerning the launch,
matters that would be of importance and interest to the wider
Community or to additional local communities. I mean matters as
obvious as the need for the CIJE (or any such organization) to have
a full time exec from the first day on; or as complex as
understanding what it means to convey an idea and mobilize a
community for it - or the whole complex of agenda setting between
10 levels (local-central). Your report on your meeting with
tsther-Leah Ritz expressed some of that powerfully. (You may have
intended to introduce it in the mobilization stuff anyway).

2. Wouldn't it be useful to indicate in this document too key
findings from the reports on the lives of educators?

3. We have learned from you the importance of the issue of ihe
restructuring of central educational services. This topic would
probably be of importance for many in North america as numerous
communities are dealing with - and doing - varieties orestructuring
Did you plan to include the topic? By the way the

article that Walter Ackerman wrote for the commission on the
structure of jewish education in North America may be useful to you

or this topic. Do you know it? If not you may want to ask Ginny
for a copy.

Finally to logistical matters:

a. As regards the audience for the reports, ultimately they should
be as you suggest. I assume that the mode to get ther will be as
we outlined on August 26th: a review of the draft Dy and response
by Seymour, Mike Inbar,Jim Coleman, and myself. Alan should get a
copy simultaneously with us. Following their response, copies
should go to Mort, Esther-Leah Ritz and Chuck Ratner. We would
then decide on dissemination - 1 assume as per your very



appropriate suggestion.

I Took forward to your memo on the process of consultation and
of course if there will be additional people to the advisory
board they would be asked to read the draft too.

c. Let's have another try about what to do concerning Atlanta-in-
the-report. Seymour and I failed to figure out how to explain this
to Mort and to Hirshhorn. Maybe one of the researchers together
with Ellen and you might write a report based on what you know and
the work that Claire has left behind.

Well I guess that's it for today. Life at the Mandel Institute
riaht now reflects the major changes with the CIJE workload: we are
turning towards next parts of our agenda, with a major focus an
senior personnel training and the recruitment of scholariy and
professional talent to the field. It is ultimately here that we
look forward to a very significant contribution by you.

Seymour and I will visit the U.S. in February. If there is any
chance for you to be available for a consultation in Jerusalem
prior to that, we would certainiy welcome such an opportunity.
Mandel Institute headgquarters have moved. We are now located

at Hovevei Tzion Street #8 right next to the Jerusalem Theater;
phone numbers are: 662832 and 662837 with the Jatter being

also the direct fax to Seymour and myseli. BITNET remains of

JY 2 unct g,

Take very good care.

Best regards,

Annette

P.S. I've asked Alan to share with you an excellent confidential



internal report by Gail Dorph, discussing her visits to the Jead
communities —- including meetings with the field researchers.

It is for your eyes only (You may want to share it with Ellen. This
is up to you).

PS2:regarding the educators' survey - if that is still ande issue,
I strongly recommend to go with the g current questionnaire

and Tearn about changes for the future. I would not

delay distribution at all. DDo you agree with this?

Annette



Received: by HUJIVMS via NJE (HUyMail-Vv61); Mon, 27 Sep 93 16:45:18 +0200
Late: Mon, 27 Sep 1993 09:40 CDT

From:  <GAMORANBWISCSSC>

Subject: this is a message for Alan Hoffmann

To: MANDEL@HUJIVMS

Original To: ALANHOF

Original cc: MANDEL, ELLEN, GAMORAN

Alan,

Sorry we haven't connected by phone. I'm not sure what you wanted to
discuss -~ perhaps you had some reactions to my memo of Sept. 157

T d°d want to get back to you on the advice you requested on the
culleators survey.

I have found no concrete reason to hold up the administration of

the survey in Atlanta and Baltimore, and I urge you to allow it

to proceed as planned. At this point, both Gail and Julie's concerns
were that they were not sure what topics were covered, aside from

a list of questions, and how the questions addressed the main

issues of interest to CIJE (e.g., the areas in A Time to Act).

In response, Ellen will be faxing them the outline of the report

we are preparing for Milwaukee, with some analyses. In a
conversation with Gail, Ellen found that this seemed to clear

things up with her.

pendently of our inquiries, Gail had already asked Mark Gurvis
for a memo on what the folks in Cleveland objected to. It may
be just that some topics they're interested in were not covered; if

so this will be interesting to us but no reason to pause our efforts
NOW.

After using the survey in the three lead communities, we can revise
it for wider dissemination.



Received: by HUJIVMS via NJE (HUyMail-V61); Tue, 26 Oct 93 15:37:49 +0200
Date: Tl“"—' e Ao .793 "ﬁ"? n—}T

From: <§g§¥fﬁggnxbc55C>
Subject: updatés/reports
To: annette@hujivms

Original _To: ANNETTE
Original_cc: ALANHOF, ELLEN, GAMORAN

Thanks for the response to our memo on updates & reports. We'll learn
as we go, as you say. It would be great if Steve could participate as
part of his general involvement. Perhaps Alan should ask him on our
behalf? Or do you want me to ask him? For the time being I will wait
on this, and on the other potentfal addition.

Rv tne way, did you have any advice for me on whether I should contact
Lauren or someone in Atlanta to let them know we are interviewing a
candidate? I asked this eariier (I may have asked Alan and not Annette).

EE'd TS66T9 2 24b TSE619 2 246 1308SI " ASNI I3ANBW p1:97 E6. 42 100



Ro.2ived: by HUJIVMS (HUyMail-V61); Sat, 23 Oct 93 23:12:07 +0200

Date: Sat, 23 Oct 93 23:12 +0200

& -id: 23100093231207@HUJ1VMS>
<ANNETTEGHUJIVMS>

To: mandel@hujivms

Received: by HUJIVMS (HUyMail-V61); Sat, 23 Oct 93 23:05:11 +0200

Date: Sat, 23 Oct 93 23:05 +0200
Message-id: <23100093230508@HUJIVMS>
From: <ANNETTEGHUJIVMS>

To: <GAMORANG@WISCSSC>

Cc: alanhof,

annette@hujivms
“bject: Re: message to Alan Hoffman and Annette Hochstein

Dear Ellen and Adam,
Read your suggested procedures for distribution of MEF
w.,.n interest.

1.As regards MEF updates your procedures should be
implemented as described.

2. The matter is far more complex as regards MEF reports.
Qur discussions here have highlighted the extent to

which judicious dissemination policies could heighten

the impact of your work. They also pointed to the politics
of evaluation - and how cognizant we need to be of

_.e various roles ev-~Juation could hav- or the t it coul-
be put to. (how are these for generalities...).

In sum, T beleive that we better learn this together,

the Alan, Annette and others on the advvisory group

take ad hoc decisions with you on the first reports prior
to discussion with communities and that release policies
be decided upon at that time.

Alan will decide if he wants to involve Gail and Barry at
the initial decision level too.



3. As regards the composition of the advisory group - your
suggestions seem fine. I'd Tike to clear them with Seymour

{ Mik . £ regards the ..nancial
arrangement the fees seem to me fine. Alan may know more
about consulting fee policy. Steve would prohbably do this
as part of his general involvement with us. The confidential

nature of the drafts sent will need to be pointed out on each
report.

That's it for today.

Adam could you please forward this to Ellen -- some of my
machines are set up for ea

sy access of other addresses - some are not.

Annette

c.. Alan Hoffmann
p.S. yes alan received your memo



Received: by HUJIVMS via NJE (HUyMail-¥61); Wed, 20 Oct 93 20:41:20 +0200
Date: Wed, 20 Oct 1993 13:36 CDT

From: <GAMORANBWISCSSC>
Subject: message to Alan Hoffman and Annette Hochstein
To: annette@hujivms

Original To: ALAMNHOF, ANNETTE
Original cc: MANDEL, ELLEN, GAMORAN

October 20, 1993

To: Avan Hoffmann and Annette Hochstein
From: Adam Gamoran and Ellen Goldring

Re: procedures and composition of advisory committes

We are sending you three short proposals. The first is to set a
policy for distributing MEF Updates to CIJE, tre brief memos we
prepare every month or so. The second concerns MEF Reporis,
e.g., on professional lives of educators, on mobilization, etc.

The third proposal is about the composition of our advisory
board.

Procedure for MEF Updates

1. Update memos are faxed to Ginny, for distribution to to
Alan, Gail, Barry, and Annette. Alan will decide whether
a given memo should receive wider distribution, e.g. to
Dan Pekarsky, Steve Hoffman, efc., and will ask Ginny to
distribute as appropriate.



2. As advisor for MEF, Annette provides ongoir~ feedback on the
quality and content of update memos, as the need arises.

Procedure for MEF Reports

1. Field researchers discuss tentative findings (not written
reports) with community members, i.e. Chaim, Ruth, Lauren.

“raftt reports are provided to Anneite and other members of
our advisory aroup (Coleman, Fox, Inbar, and o:hers to be
added), with 2 weeks for response. Alan would also receive
a report at this stage.

3. MEF team revises reports on the basis of comments, and
provides reports to Chaim, Lauren, and Ruth, allowing 2
weeks for response.

4. Final revisions made on the basis of feedback from the
Chaim, Lauren, and Ruth.

5. Release reports to the audience for which they are intended.
This will vary, but generally it means CIJE and/or the
communities. In some cases we may want to distribute reports
beyond CIJE and the LC's. These decisions will be made on a
case by case basis until we are ready to formulate a policy.

Composition of Advisory Board

At present, the advisory board consists of James Coleman {(chair),
Seymour Fox, Annette Hochstein, and Mike Inbar. We would like to
add to this group Steve Hoffman, for his expertise in Jewish
communal organization, and Sharon Feiman-Nemser, for her
expertise on teachers and teacher education.



We will asking our advisory hboard for assistance of two sorts:

(1) Read-and provide comments on periodic reports --
approximately 9-12 per year, in batches of three.

(2) Attend one meeting per year, probably in Chicago if Coleman
is able to participate, and probably in February since
that's when Annette and Seymour are coming to the US, to
discuss general policy issues related to our project.

"1 have not yet apprcached either Steve or Sharon about this yet.
Is it all right to call on Steve in this role? After interacting
r "im in August, I think he would be extremely helpful. We

need scmeone knowiedgeable on the inner workings of Jewish
communities to help with our interpretations. This is our
weakest area, and it has turned out to be the main subject of our
monitoring so far.

What are the appropriate financial arrangements to offer to
Sharon? An appropriate figure might be S150 for each report on
which she provides comments, plus $500 and travel expenses for
attending the meeting. This amount is includea covered in our
budget. Does CIJE have a policy on consulting fees?

What should I say to Steve? Could this be worked intc whatever
>wrangement you already have with him?



I Toples add--ssed b he Fducater Survev

i. Profiles of fTeachars:

A. General Bacquound ~Who are tha teachers in our comaunity?
{Background section: Q 38-:55)

For example: Gender, Jewish affiliation, ritual

observance,
income, etc.

B, Training: ¥hat i3 the educational background and training of
the teachers in our community ? To what extent are
thay formally trained?

(Q 57-50)
For example: ¥What degrees do they hold? In what sublects?
How many hold teaching certlificataes?

€. Previous F%ork Experience: Fhat WwWorkx experiences do

our
teachers nave?
(C6-11)
For examgle: How stable is our workZorce? (Q2,10)
How expariencec 1ls our workforce? (Qli)
What sociallizing experiences do Tsachers
have? Do mest tezchers have expe:;enca as
youth group leaders and canp counseliors?
(Qe)
*=*These sectliens can zlso be part of the discussion on

careeaers,

D. Present Work Settings; %hat is the natura of ocur

tezchers
WOrk? ( 29~238

]
ta
I

' 35
Tor example: How meny schocls <o they teach in?
Are they full tinme or parz time? tould
they like to he Zull tinme?
Wnich benefifts are available? Which do
they receive?
Advaniacges and disadvantagss of working in
more than ane scnool? - -
Z. Czreers in Jewish Education
A. Recrulitment: Zow are teachers recruiited and atiracted?
(@ 1, 29, 32, 235, 27)
For exambdle: Why did the tesachers flrst bhecone Jewish

ecducators?
How did thev £ind their positions?
Wnat arffected their dacision To work at =a
particular school?

B. Retention: What are the teachars’ future plans?
(Qz, 61)



123 86:25 PN CISENEARRY HOLTZ 2128546622 Paoge
3., Professional Development: ¥hat are tha opportunities for
' teacher profassional devalopment?

(@ 12-19, 30)

For example: To what extent do teachers particimate 1in
different types of professional development
activities?

What 1s their assessment of these activities?
What skills and knowledge would theyvy iike to
develop rfurther?
Who is providing help and support?
4. Santiments About Work as a Jewish Educator: Heow do the
teachers feel about their wozrk?
(Q 3, 4, B)
Tor exanmple: What is their level of satisfaction?
Do they feel respected bv aothers in theixr
commaunity?
Questions Milwaukse will k- a==--35ing:
The <following issues pertain to <carears and will sucgest
izplications regarding retention:
What is relationship tetween a tsacher’s percepticn that s/he nas
2 career in Jewlsh Education (Q2) ard:

Q 26 working full cr part tTlne

Q 55 importance cf income Ifrom Jewish education

Q 33 beneflics .

C 5 overall jch satisfactlon

Q 26 work setting

Q & Theving experience in general education

Q 61 future career plans

C 22 hours of worg

Thesa analyses willl address such guesticons as: Do Lteachers who
Derceive thev have a career in Jewish educaticn typlcally work in
day schools? Are there supplementary school teacher

That perceive <they have a career in Jewish education? Ts a
teacher’s perception of having a carecer related to the hnours ne/shea
Works, having experience in general education, or being oife=ed
certaln benefits?

3

© 1s the relationship betwesn future career plans (Q61) and:
Q 2% setting
@ 38 working full oxr par:t time

I
o
r

What is the relationship between the importance of the incoms from
Jewisi education (QS6é) and:

<2 36 working full time or part time

Q 26 setting

©Q 33 henerits

Q S overall satisfaciion

2
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What 1s the relationship between receiving certzin benefits (g 23)
and:

Q 36 working full or part time

Q 28 setting

What is the relationship hetween seniority at the present school
{Q9) and:

Q 5 overall satisfaction

Q 2 perceptions of having a career

Q¢ 36 working full or part time

The following belongs fo the sactilon cn Careers-Recruitzant:

What 1s the relationship between having experience in ceneral

Q¢ 56 importance of income from Jewish education
2 What 1s the ras
60 ) and:

Q@ Z perception cf having a& carae

Q 26 s=atTing

@ 36 working full time or part tine
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tings:

Wnat 1s the relationship between working in a

in particular setting
(R26) and:

Q 22 hours of work
Q 26 full/part time educator
5 overall satisfactian scala
The Zollowing znalyses pexrtain to the Professionzl Development

section of the report

What 1s the relatlonship between seniorit Ly (9 2)and:

QL4 overall helpfulness of worksnaps

Q 30 overall help and supvort recsived

2 18 aresas desired for skill development

Q 17 are=as desired to increase Knowledge
For instance: tre wveteran <eachers more 1likely than novice
teacher to indicate that in-service opporiuni

es wars noc
v

Ll
helpful? Do the teachers’ perceived nesds of skill de elopment and

knowledge diffex by teacher seniority?



Wnat 1s the relationship between overall helpfulness of wcorkshops
{(Q 14) and:

Q 26 setiing

Q S8 or 60 educaticnal training

For instance: Do day scheol, squTewe“Eavv school and pre-school

teachers view the adequacy of inservice differentially? Do
teacners with higher levels of Zformal education view in- service
cifferently than teackhers with lower levels of formal education?

Wnat 1s the relationsnlp between level of help and suzport received
and (Q30) and:
Q26 setting
S8 or 60 educaticrnal training

Whnat 1s the relatienshin between helding a license Iin Jewish or
general educzatieon (260) and:

7 186 areas desired for skill develcoment

2 17 areas desired for increase knowledoe

What is the relationship between setting (Q 26) and:
Q16 areas desired Zory sxiil develooment

¢17 areas desired for Increase knowledg

(12 whether or not in-service is recuired

CC: Adan CGamcran

Roberta Coodman
Julis Tammivaaria
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a. Wall-to-Wall Leadership Coalitir-~(pro. and lay)
~ established in each LC with
defined ‘concentric rings’
as discussed Jerusalem/Cleveland

b. Calendar: - Fully fleshed-out operating calendar

for each LC both ‘within’ and ‘across’

Joint action plan in place.
- Fine-tuned calendar for 1994-5

- Gross calendar 1995-6

c. Mission - Local LC staff, Local Comnissicon,
Federatlion key pros., Federation
leaders, rabbis and educators ALL
understand the mission and role of
CIJE. (Prcbably by several seminars
in LC’s)

"Enabling options"; "scope';
"systemic change'.

d. Staff - Core team developed for each LC from
CIJE, local commission, federation,
MEF - meets regularly.

- Gail Dorph is ‘project officer’ to
that team.

ot TNl m'-—‘
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By ApPril 4, A9y

BN ) WAV T
Y gy

Fersonnel ~ MEF professional survay results in
diagnostic profile of all parscnnel

perscnnel ne=ds leading teo a mulTi-
vear plan for persannel devl.

stitute for
rsonnel grouns.

- At lezst two Senieor Educztors oY
Jerusalan Fellows from ezch LC to ke
trzined in 12%4-5.

- Projectiocn of future pre-sarvice needs
and fleshed-ourn plan with training
institutions.

- Graduates of Ssnior Fducators, Jr and

training institutions to £ill key

positlions,

Stacft - Qngoing wonthiy saminer In LC’s wikth
CIJE core stafif, loca2l pros

— %Wall to wall commissien In each
LC in place

inar on CGoals has taken place in
ezch community for the local
=Y

Commission and maybe for the wi
educator/ Rabbl/ pra..communily

aaxr

- Development of a community ‘champlen’
znd hooking him/her into CIJE
leadersnip (‘Veulting over’ the
local pres) '

~ July seminar in Israel for LC
lay leadership

.
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Pilot Project
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By Apr;ﬁ 4 499y

_ 87 jqxucwj A, 4514

- Cne project at least underway in each

MEF

Goals Project

LCc and full completicn of planning of
additicnal projects for 1994-95

CIJE consultants engaged for pilot
projects

Israel summer seminar for pilot
projects

System in place for networking between
3 LC's on pilot projects

MEF in place on procjects

Educators survey completed and
analyzed with detailed policy
reccomendations.

Feedback loop designed and implemented
in individual cemnunities and feedback
system created for CIJE core staff

mid-year report presented and
summative year-end report processed
through staff, censultants, MI and
CIJE lay subccmmittee

Seminar with CIJE staff so that they
understand the preject.

Seminar in each lead community on
"Goals" for local Commission







CIJE Staff Meeoting
Sunday Morning, Nov,. 14 15893
9:00am - noon

Tentative Agenda
I. Introduction and overview -- 30 minutes (Adam)
II. Methods for MEF
A. The narrative method -- 5~10 minutes (Julie}
B. Surveys as a poulicy toul -- 5-10 minutes (Ellen)

III. The feedback loop == 5-10 minutes (Roberta)

We are allowing about one hour for presentation, during which we
will address guestlons of clarification; questions of substance
will be written on a flip chart and addressed subsequently. Wa
expect that the presentations will stimulate many lmportant
guestions, and we will have about 2 hours to discuss them, At

the outset, we conslder the following four guestions to ke
critical;

(1) How do we reconcile our need to serve the communities, when
our agepdas are et by CIJE?

(2} What constitutes a Lead Community Project, and what
determines whether a given project should be monitored and
evaluated by the MEF team?

7%) How do we determine the boundaries of responsibility between

F and implementation, with particular respect to the use of
owledge p; luced by MEF?

(4} ¥What are our policvies and prucedures for disseminating MEF
products (a) within CIJE; (b) within the communities; (c} keyond
CIJE and the communities?
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Date: Fri, 22 Oct 93 7:25 +0200
Message-id: <22100093072503@HUJIVMS>
"From: <ANNETTEGHUJIVMS>

Tn: GOLDRIEBAVUCTRVAX

N gamoran@wiscssc,

annette@hujivms
Subject: Re: (Annette, could you pass this on to Seymour also? Thanks.)

Dear Ellen and Adam,

We miss you dearly at the CIJE seminar, and I
wanted to share with you some of what is being
discussed and worked on - even as the seminar
1$ going on.

The meetings began with a report on impimentation
by Gail. She framed the report in terms of 6 or

XX XXX XXXXXXXXXXX
0 major implementation guestions such as:
"what is our role: facilitator, initiator,
implementor"? "what is our place vis-a-vis
the local community's strategic planning process?"
"let's re-visit our goals - now that we know
more about the field".
These were presented as an outcome of real-life experience
and heightened the sense that we are finally dealing
with the imlpementation situation and its complexities -
rather than haeving some foreplay. Her questions
shaped the agenda - and we have been struggling for



two days now with our personnel and ~~~-1ing options
as they are being played out by real people and

real communities., Most interesting is the fact that
our assessment of the three communities is being
shaken and altered. For example it is now felt that
Atlanta holds most promises, while Milwaukee has
serious professional and lay leadership weaknesses.

We dealt with the edcuators survey at very great length.

Qur feeling is that if used judiciousiy it could be a

fantastic tool for community mobilbizxation (placing

“several major issues such as minimum training or knolwedge

~n the community agenda), for negotiation of improvements

\ @. working with specific groups of institutions at

an .a-service training program based on evidence concerning the
their current personnel's weaknesses and the absence of
in-service training) and -- mainly -- to guide the

preparation of a comprehensive plan for the personnel

of each community by their personnel committees - based
on the findings.

It was felt that the policy orientation of analysis will
provide a powerful tool for all of these. It was also
felt that the critical policy questions we or rather you may
want to focus on should perhaps be such that offer "self-evident
want to focus on should perhaps be such that focus or

qhlight "self-evident educational truths" (e.g.judaics teachers
he ng no judaics schooling can't teach judaics because we know
that you better know something about what you teach... Same
for pedagogic training, etc...). This would make a powerful
tool for initiating the debate on change.

We were wondering wether this sort of thinking is helpful
L0 you as you prepare the repo. .7 Whether you had in mind
a report that would have such a strong policy focus or
whether in fact this is a further transiation of findings?



It aslo “~~~ e ~'=3r in tF ‘"isct sions that the educators
survey could afford multiple uses with multiple audiences,
that we may want a whole spectrum of releases -- some of
them being oral presentations, other being a variety of

a executive summary to a main policy oriented to document to
a complete analysis.

I've asked Mike Inbar to share some wisdom on this -

he has helped me in the past with the rhetorical aspects

of policy documents -- his field is argumentation. [ was
wondering wether you would be interested in a conference call
"with him on this topic -- whenever you are ready for it.

. i1 will call one of you do report more fully on the
mee..ngs and on our discussions about the
survey -~ It is clear to us all that we must
in the future avoid having such meetings without
at least one of you present.

Hope you are doing well. Saw yesterday a bitnet come off
the machine as I was leaving the o../ice —— will respond as
soon as I read it.

Best Regards,

Annette
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From: <GAMORANBWISCSSC>
Subject: potity report

0 annette@hujivms
Original To: ANNE..c
0 gainal _cc: ELLEN, ALANHOF, GAMORAN

Dear Annette,

Thanks very much for the update. The meetings sound very productive.
We're glad to hear some optimism about Atlanta, although one of us
(Adam) says he'll believe it when he sees it. Regarding Milwaukee,
there is no doubt of the weaknesses. The question is whether CIJE

will be able to nurture what the community has to offer, building on
their energy but subtly shifting their ideas and processes towards

more solid, substantive changes. If MEF can play a role by supplying
information needed to shake things up -- both regarding personnel and

on ti_ issue of mobilization processes —- then we will be doing our job.

ine sort of policy report you describe sounds like just what we have 1in
mind. In the report, we will draw on both sources of data (interview

and survey) to identify what we see are the most pressing problems

and possibilities of personnel. The lack of prior training combined with
haphazard inservice, evident in both data sources, is an excellent case in
point. An example on the positive side is the stability of the teaching
workforce in Milwaukee, which indicates that investments 1in current
personnel

(e.g. serious inservice) woul" have a chance to pay off. In our view,
documenting and explaining this type of information is what a policy-
oriented report can do. What we cannot do, however, is come up with a



1ist of specific proposals for addressing the problems. That will have to
come from the implementation side of CIJE, and from the communities
themselves,

We would be very pleased to discuss these plans in a conference call
with you and Mike I. Let's wait until we have a more complete idea of
the issues we'd 1ike to address in the report. That would be the most
fruitful time for the conversation.

We agree in principle that muitiple releases of information are warranted.
We will have to prioritize, and allow enough time for us to get the work
done, but in principle we are willing to do the work.

We look forward to hearing more about the seminar from Gail.

Best,

Adam and Ellen
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Memorandum
To: Adam Gamoran, Ellen Goldring, Roberta Goodman
From: Julie Tammivaara
Date: October 6, 1993

Subject: Lead Community Update: September, 1993

CIJE Lead Community Kick-OfT: Phase One

Perhaps the most significant event since the last Baltimore update was the
inaugural meeting of the Center for the Advancement of Jewish Education (CAJE], which
occurred on 21 September 1993. The meeting was attended by some three dozen people,
all members of the Commission on Jewish Education, and Dr. Peter Geffen who was
present representing the CRB Foundation. This group is similar in membership to the
previous Commission on Jewish Education; some additional members have been added.
There are 29 members-at-large {including the chair and vice-chair of the L.C committec),
12 delegates representing various agencies and councils, two ex-officio members, and four
observers [including inysell]. A half dozen professional staff of The Associated also
attend. All [or, ot lcast most] of the major federation dunury are represented on the
Commission including the Meyerhoff, Blaustein, Strauss, Hoffberger, Rosenbloom, and
Genet [sp?] foundations, the [atier being one directed by Genine Macks Fidler., Additional
tay leaders include Samuel K. Himmelnch, Richard Manekin, and Louis Glick, among
others. Agencies and Councils represented by delegates and include: Synagogue Council,
Baltimore Jewish Council, Council on Jewish Day School Education, Jewish Community
Center, Jewish Histonical Society, Baltimore Hebrew University, and Jewish Family
Services.

The purpose of the meeting was to inform members of the new structu Opening
remarks were given by the new chair, IMr. Alvin D. Katz, who succeeds Mr. LeRoy
Hoftberger. Mr Katz noted that CAJTE is a response to the challenge of Baltimore being
selected a lend community by the CITE. [While the idea of restruciuiing preceded
Beitimore's selection as a lead community, the emphasis on educational personnel, wide
scope of programs, and evaluation of programs has been influenced by the CIJE. In
addition, the inclusion of a Lead Community Committee is a response to the CIJE.] He
noted Mr. Dawvid Hirschhorn's participation in this and commended him on behaif of the
group. He further noted that the Center group would be the "decision-making body,"

“.arged with approving [or not] all of the Ct  er's plans, recommendations, and
initiatives. In addition, they would serve to oversee the work of the comumittees, which
include: educationatl planning and scrvice delivery, budget and grants review, financial
resources development, and lead comrmunities project. Each Center member is on at least
on committee.
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Dr Chaim Botwinick followed with a conceptual oy iew of the Center

,Followi_ng his overview, co-chairs of each of the committees briefly outlined their
responstbilities  They are as follows.

+ Educational Planning and Service Delivery: Rabbi Joel Zaiman spoke of hus

sense of encouragement about the importance of Jewish education in Baltimore.
He noted that it was finally being taken very seriously on a community-wide basis
as evidenced by 1] the selection of an individual who was both an educator and a
planner to head the Center, i e, Dr, Chaim Botwanick: 2] the participation of Mr
LeRoy Hoffberger and Ms. Lee Hendler which ensures the efforts will be well
funded, and, 3] the fact that the people on the committees and 1ask forces
represent the "best and brightest” from among Baltimore's Jewish population. This
committee is expected to be the most labor intensive, according to Dr. Botwinick
They are responsible for priontizing the recommendations put forward in the
Strategic Plan for Jewish Education. Three task forces are under this committees
purview Personnel, Educational Programs and [nitiatives, and Special
Populations. These three task forces and the Lead Community Committee will
generate initiatives, which this comumittee will consider. Once validated, a
proposal will go to the Financial Resource Development Cammittee for funding
consideration [I am not clear what happens next.]

Budget and Grants Review' Mr. Harry Shapiro reported that this committee is
mandated to coordinate and complete the budget hearing process. Members will
be making site visits to schools and other institutions to which money is allocated
Requests for grants will be coordinated by this committee  They will develop and
implement procedures for fiscal accountability. They will ensure implementation is
consistent with the Center's purpose and policies. It is not the job of this
commitiee to run programs but to make sure maoney is spent wisely.

Fii 1cial Resource Development: Ms Lee Hendler reported that she and
LeRoy Hoffberger will chair the committee whose job is the mast straightforward:
to raise money The Associated has been funding Jewish education in Baltimore
on borrowed funds. It is the job of this committee to develop the case for
endowed funds to meet current unmet and undermet needs of Jewish educaton.
They are committed to raising 320 million from ameng members of the
Commission and others, They will strongly encourage donors to give unrestricted
funds. They will coordinate their work with that of the Budget and Grants
Committee and the people who implement programs tc re ything "makes
sense." Besides the two co-chairs, there are eight member on this committee
including 2 former president of The Associated's board. All are major donors or
representatives of major donors.

Lead Communities Project: The CIJE is an integral part of the planning process
in Baltimore as evidenced by the presence of this committee. In addition to
serving on the Comumussion, Tlene Vogelstein, chair of the LC Committee serves on
the Personnel Task Force and Genine Fidler will serve on the Programs and
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Iniu"atives Task Force, so they are integrated into the important [for the LC
project] committees. Ms. Fidler reported that her committee represents a wall-to-

wall coalition of interests She noted that the co-chairs had met with Alan and Gaii
and that Gail wnnld be precent at their firat two mectings, the fiiat uf which will

occur on 13 October 1993, She mentioned the educators survey and announced it
would be conducted in October

The organizational chart of the Center does not convey the interrelationships of the picces
of the Center They will be intertwined in a fairly complicated way with Dr. Botwinick
being the common thread running throughout. He is mandated to attend all meetings of all
committees and task forces. Since this is a new structure, precisely how the relationships
will develop is not known but will evolve. Questions arising from this meeting include-

Where will initiatives originate? Wil it be possible for imniatives (o arise from ourside
the structure, for example, within a congregation or a movement? lf so, how will
outsiders learn of this possibility and how can these initiatives be brought 1o the attention
of the Center? To what extent and how will the committees and 1ask forces articulate to
produce program and personnel initiatives?

The Lead Communities Committce

The LC Committee has some 35 members at the moment and includes at least
three major financial givers including one of the two co-chairs of the Financial Resources
Devclopment Committee. [ wish Lo note here that it is the custom in Baltimore for lay
people who serve on such committees to preface their involvement with a sigmficant
donation, as did Mr. Hirschhorn when he participated as a member of the Commission on
Jewish Education in North America.] The Committee represents a spectrum of people
including educational directors [3], one congregational school teacher, rabbis [8], various
agency people [CIES board, the JCC board president, Ner Israel, BHU. Etz Chaim, JFS
board] and educators outside the circle of groups receiving money from The Associated,
for example, a provost from Johns Hopkins University, the director of development from
the University of Baltimore, Baltimore Jewish Council, Hadassah, and ZOA.

The next few months will be devoted to Committee and Task Force work, By
February, each will have in hand proposais which will be considered by the Commission.
Action on the proposals will occur by April and in May the budget recommendations will
be made. The last meeting of the Commission for the current fiscal year will occur in
June. It is clear Chaim , Ilene and Genine have worked to include a variety of
constituencies in the Lead Community Committee. What mechanism will ensure that
those whom these members represent are kept current with the Committee’s efforts? How
will initiatives arise from this committee? Will it be possible for this committee to
process initiatives arising from outside itself? How does this committee relate o the task
Sforces, at least two of which deal with content areas relevant to the CIJE? How will lfene

and Genine's participation on these task forces be coordinared with their work on the
commitiee?

LRAe L33y 174l SLOBSIET2T JULIE TaMMIVasRs Foag
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The bulk or the rree discussion following the formal presentations focused an

. evaluation of Jewish education, The issue was raised by M. Hoftberger and Mr.

Hirschhorn joined him. He noted that the term "evaluation” did nat appear on the
organizational chart. Genine answered that evaluation was my [Julie's} job. Chaini noted
that all the committees and task forces will be subject to evaluation. Mr. Hirschhorn noted
that according to me, the CIJE was to assist in evaluation, not do all of it; every group
has to build evaluation inte their work. Marshall noted that evaluation was key to the
concept of accountability and that no money would be given to an initiative that did not
have an evaluation component. Evaluation plans must be connected with an initiative's
goals and include monitoring of the project. Mr. Hoffberger responded that such might
result in fragmentation; he argued that there should be some central evaluation effort that
can take all the pieces and put them together. This is not the job of the Commission. Ms
Hendler pointed out that good evaluation is very expensive; it can take up to 50% of a
projects resources. She noted the Commission may have to cut back on the number of
initiatives to ensure proper evaluation is carried out. Mr. Samuel Himmelrich noted that
the evaluators should not be the same as the implementers, but a third and relatively
disinterested party. Marshall said this was a good point and one they should think about
further. Both the CIJE and Baltimore are interested in evaluation. To what extent does
their interest overlap and where is it distinct?

The Role of the MEF Project

The i1ssue of the role of the MEF project is problematic for me. For example, one
mitiative I mentioned in a previous update is the AMachon L'Morsm program. This is an
effort proposed by Chaim since Baltimore's becoming a lead community and funded by
Lee Hendler's family {the Meyechoff children]. Tt is specifically focused on personnel in
that the project is funding the participation of teachers from the three major movements in
day and afternoon schools. The goal of this program is to enhance the Judaic and
leadership skills of educators by providing them with an opportunity to increase their
pedagogical skills, broaden their knowledge of Judaica, and afford them an oppoftunity to
men  other educators. Lee has asked me to assist the project in designing the specifics
of the evaluation. ] have attended two meetings regarding this, one of the advisory board,
which consists of the rabbis and educational directors of the day and afternoon schools
involved, and one attended by Chaim, Lee, and Dr. Shulamith Elster, the program's
director. Er;]lowing the latter meeting, Chaim talked with Gatl regarding my participation,
and he understood her to say that I should not be further involved until she had a chance
to review the proposal; Chaim has sent a copy to her, and she has promised to get back to
him sooa This example raises again the issue our project has struggled so long over, that
is, what is a LC project and what is the mechanism to be named one? Who participates
in naming a project a Lead Community Project? What is Alan and Gail's role in
developing and/or naming a Lead Community Project? Can an institutional based or
movement based initiative ever be considered "systemic?"

Whatever the answers to these questions, I need direction as to how I can and
should be involved in both CUJE [i.e., lead community projects] and non-CLJE [e.g., self-
study type efforis} endeavors so I can more effectively interpret my role to the community.

]
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The Educators Survey

On 15 September she sent out letters to all educational directors explaining the
educators survey and arranged to meet with each group® preschool directors, religious
school directors, and day school directors The following week she met with the latter
two groups and distributed the surveys, while Rena Rotenberg, the early childhood
specialist at the CJES met with the preschool directors, Chaim has been in communication
with Ellen regarding the survey and has initiated the agreement process with the people in
Nashville who will be doing the computer analyses. Who widl participate in determining
what analyses will be carried out once frequencies are produced? Who in Baltrmore will
work with the author{s] of the report on the educators survey?

What is Involvement?

In casual as well as formal conversations with Baltimoreans, there is a perception
that most are not being kept current with the lead community process and project In
probing their understanding, however, I am discovering that their understanding is
consistent with what is known by others, and they are being kept curtent. Itis as if they
think there must be more going on than there really is at this point  Others, for example,
at least one rabbi, feel they are not being sufficiently included and heard. This raises the
issuc of representation. White rabbis, agencies, and so forth are represented on
committees and task forces, what mechanisms need to be developed to ensure that the
word is spread to those whom they represent?

On 23 September [993 I met with Marci Dickman, Director of Educational
Services of the Council on Jewish Educational Services [formerlv the BJE] She noted
that the community at large is still untutored as to what the LC Project is; she
recommends that information be more widely shared so that the ownership of the project
is increased. How and when will Baitimore move toward increasing the support for and
ownership of Jewish education in their community?

My current work

My interviews with educational directors and teachers ground to a halt during the
holidays; 1 will be gearing up for more in the near future but am focusing on the
mobilization and visions report at the present. Roberta may come to Baltimore later this
month to assist me. Bonnie Moore, the transcriber in Nashville, is temfic. She works
quickiy and is becoming proficient at deciphering the Hebrew and Yiddish terms sprinkled
throughout the interviews, She is a real find.

At the Comur” ion mee’ 31 introduced myself to one of my fellow gbservers, Dr.
Howell Baum, who has been researching the planning process at The Associated for the
last two years. He is a professar at the University of Maryland, College Park. His
research project includes, as well, observing community planning in the Fells Point
neighborhood of Baltimore, which includes the bulk of the Italian and Polish residents of
Baltimore and is home to Bacbara Mikulski une of the US senators from Maryland. At the
meeting, I arranged to meet with him and subsequently spent several hours discussing the
LC project with him, [ think, perhaps, he will be a good colieague, in that his work can
serve to triangulate with mine.

Je
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MEMORANDUM

Septemt - "~ 1693

To: Alan Hoffmann and Annette Hochstein
From: Adam, Elien, Julie, and Roberta
Re: report on mobilization and vistons, in progress

The MEF team is working on cumulative reports on mobilization and visions in the lead
communities, for the period of September, 1992 through August, 1893. Although the
primary audience for these reports is CUE smff, we assume that they will be shared with the
local CUE project directors (i.e., Chaim, Rush, and Lauren should see the reports ghout their

own communities), and that selected pottions of the report will probably have wider
distribution,

A separate memo will describe the process of consultation with our advisory board in which
we will engage prior to releasing the reports to any of these audiences.

Because of our staffing situation we are not sure we will have a report on Atlanta, but Jet's
assume for the moment that we will,

The purpose of this memo is to describe the issues we are addressing, so that you may
provide input at this stage. The reports will have thres pants: Mobilization, Visions, and the
relations between the two, We will also address the implications of these findings for
systemic change.

The mobilization section will address questions such as:

[wEnEv: B

(2) To what extent has the lay leadership of the community been palvanized in support
of Jewish education?

{b) What lay leaders are actually participating in the lead community process? What
is the extent of their participation -~ €.g., how often do they meet, what do they
know, are they really concerned about this or just showing up?

(¢) Besides lay leaders, what other leadefs have been recruited? In pamcular what
about federation professionals, and educaors?

(d) What institutions, prganizations, and movements have been drawn into the lead
community process, or otherwvise become involved in community mobilization for education?
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Memorandum
To: Adam Gamoran, Ellen Goldring, Roberta Goodman
From: Julie Tammivaara
Date: August 17, 1993

Subject:  Comumunity Update, Baltimore, MD

:l"he follgwing i8 the regular monthly update for August, 1993. In it I -ii address the
1ssues raised in the May 26 memorandum from Adam and Ellen to Annette, Seymour, and
Shrauel as well as other issues. The items include:

Mobilization

CIJE-Lead Community Relationship

The Educators' Survey

Professional Lives of Educators Interviews

Due to annual vacations of some of the principals in this project, the following information
is necessanty limited.

Mobilizatien. As you know, Baltimore has not yet officiaily "kicked of" the project on a
community-wide basis and remains a reality amongst a fairly small group of people. There
has been talk of a kick-off in the fall, but [ am unaware of any particular date for this ot of
any specific plans, When Dr. Botwinick retums from his holiday, I will ask him of the
status of this effort.

The Lead Community Project is an integral part of the Center for the Advancement
of Jewish Education {CAJE], A chair and vice-chair have been appointed by Mr, Alvin
Katz, chairman of CAJE. Dene Vogelstein, who is affiliated with a large Conservative
synagogue, will serve as chair and Genene Fiddler, affiliated with a large Orthodox
synagogue, will serve as vice-chair. Ms. Vogelstein is the immediate past president of the
Board of Jewish Education {which has been renamed the Council on Jewish Education
Services (CJES)]. She1s a speech therapist with a small private practice and an adjunct
professor at Towson State University. Dr. Chaim Botwinick, executive director of CAJE,
ts the professional member of the Lead Community Project team.

Ms. Vogelstein has informed me that 25 people will be selected serve on the Lead
Comumunity Project Con  ittee. Efforts are being made to establish a politically broad-
based committee as well as one that is strongly represented by educators. The team are
recruiting people from all movement aftiliations, people representing organizations both
associated with the Council on Jewish Education Services [the former BJE] and not
associated with them, Jewish persons in secular as well as Jewish educational settings, and
people representing educational organizations across the life span. Ms. Vogelstein has
informed me she expects this committee to be soliditted by the end of August. She
stressed that this committee is not a federation committee and that representatives from

(L
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Organizarions not under the auspices of the federation would be selected, for example,
Hadassgh, B'nai Brith, ORT, etc. She does not want this to be a committee of the "usual
federation crowd.” The committee is also not primarily a fay committze, she stated. She

is not sure whether teachers will be inciuded although educational directors and rabbis are
targeted at this point.

- -

.-~ She sees as a principal function of this committee the implementation of exciting Ao

and important educational programs. She envisions the committee being able'to —
implement innovative programs more quickly than would occur through regular federation
channels. The committee will meet in September, and 1 have been placed on the mailing
list and wil} attend.

CIJE-Community Relationship. Communication between the CIJE and the lead
communtities remains the number one challenge as far as people in Baltimore are
concerned. No one is without ideas as to what the function of the CIUZ should be or what
the reationship should look like, but none I have talked to recently can articulate what
either of these actually are. The consensus is that the relationship should be a partnership
in which the community decides the direction[s] it wants 10 go and the CIJE provides the
expertise 1o help them get there. This would entail representatives from the CIJE sitting in

-on brainstorming sessions as well as providing concrete assistance for implementation.

There is still a deep dissatisfaction with the Best Practices Project; participants agree that
it is a good idea but state that the current document does not contain within in it~y
implications for implementation. Beyond serving as a resource for expertise, the
community would like to see CIIE help connect them to sources of furding that would not
otherwise be available to them. There is agrecment as well that the CIJE should not
dictate activities, but assist in those the community feels would help them move toward
their goals as specified in the Strategic Plan for Jewish Education and as agreed upon in
furure meetings of the Lead Community Project Commirtee.

All with whom I have talked recently believe there should be a specific and well
understood system of communication so that ambiguities can be addressed. For example,
even though there will be a lead community meeting involving participants from all three
lead communities, the team from Isragl, ¢t¢. in one week, many of the principals in
Baltimore know little more that the dates, They do not know who else is coming, what
the agenda is, etc., which is a frustration for them. ?

Educators’ Survey. To my knowledge, information regarding the educators' survey has
not been circulated. The educational directors and lay leaders with whom I have spoken
recently are not aware of the survey, nor was Ms. Vogelstein, Since most educators are
on a summer break, I am agsuming this is the reason and that they will be brought up to
date soon. I will be sharing this feedback memo with Dr. Botwinick when he retums. At
that time [ will have further information on this matter.

T—

Professional Lives of Educators. On 16 July 1993 Dr. Chaim Botwinick and Alvin
Katz sent a letter to 50 pnincipals and educational directors of Jewish pre-schools,
religious, and day schools introducing me to them as the Baltimore's CIJE field researcher
[se< attachment]. Dr. Botwinick provided me with the mailing list and from this list, [

)
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asked Chaim to select twetve people he felt I should certainly interview. Using the double
criteria of movement representation and those who were particularly knowledgeable, he
did so. 1randomly selected 15 more to raise the total to 27. By the end of August, most
of these persons will have been interviewed at least once.

I am asking each educational director { interview to provide mz with a roster of his
or her teachers from which I will interview approximately 30 people. [ will not be able to
interview teachers from all the schools whose educational directors I kave interviewed.
Among the schools I will randomly choose, I hope to interview at least two teachers. one
selected by the director, one selected by me. I will use the critena of movement affiliation
and type of school to select the sample of schools.

The interviews have proceeded well, but I have had to deal with some scheduling
obstacles: people on holiday, at the CATE conference in San Antonio, and a week-long
course for Reform educators in late August. [ have averaged two persons per day
Monday through Thursday during the month of August. I am also picking up interviews
for the mobilization and vision paper which involves lay leaders and other professionals as
wel] as educators. Roberta Goodman will extend her stay in Baltimore 2 1/2 days to help
me interview.

To conclude, among those who are aware of the C1JE-Baltimore Jewish
community reiationship are excited at the potential for enhancement of Jewish education in
their city. Educational directors haveb 1 most accc  odaring in granting me
mterviews, indeed, they seem eager to share their ideas. Many people in Baltimore are
frustrated that the reciprocal obligations of the partnership have not yet been delineated;
others are frustrated at the slow progress of Baltimore's involvement in this endeavor.
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JEHTH COMMONITY 1

jEwisH Epucation ’
FOR YOUR INFORMATION  suiy 16, 1993

ALVIN G, KATZ
R Y Dear Principal/Dlractar af Educadon:

TR As you know, Baitimaors has besn designatad a lead community by the Council for Inittatives
in Jawish Education {(GIJE}). As part of the reiationship betwaesn Baitimors and the GIJE, a fisld
rasearchar, Dr. Julie Tammiveaara, has been " ligned to our cammunity. Her dutias includa
interviawing peopie wha participats in the tieid ot Jewish sducation, cbsarving meatings relared
to sducation, angaging in ongoing conversations with community members, providing fasaback
to imtarastad partiea and collacntng and analyzing primted documants raiatad to Ssitmare's

Jawish community.

Julis brings considarable experiance and expartise 10 her position. She has worked with divarsa
cultural and ethnic cammunities with sn eya towerd discovaring, dacumentng and
undarstanding them. She has written accounts of thess communitins in order that they couid
lsarn abgut thamsalves and make mare informad decisions about their own lives.

This summaer, Julie will b8 assisTing the Baltimore Jewish community by interviawing educators
and educational directors of bath day and congregational/communai religious schocis. The
interviews witl focus on aducatars’ staries as to how they hecama involvad in service to the
Jawish cammunity, whet they have l&  yd since becoming involved, what rewards and
chailanges thay face, with whom and haw they reiate to others profeasionally, and thair visians
and aspirations as Jawish educatcrs. Wa hape this undertaking wiil positivety strengrhen our
grasp of Jewish educanon as we work toward the anhancamant of J!WISh aducatian in aur

cammunity.

Julis will he comacting yau in the near future to arrange an intarview and discuss who, ameng
your teaching staff, should also be imerviewed. Y participatricn and tha voices af your
tsachers ara important, 50 wa hope you will pravide tha time tg waork with her. The avarage
intarview lasts about one hour but she i3 willing to spand more time with you, should you
desira.

On behait af the Canter tor the Advancament of Jewish Education, we wauld like to exorass
our sincars appraciation 0 you for taking the time aut of your busy schaduls to meet with

Julis,

With best wiahes for an anjoyabie summier,

&,&MQ '. z Sincsreiy yours. Q’Q\M&dgﬁht\k

Alvin D, Katz & Dr. Chaim Y.Botwinick
Chairrman Executive Directar
ce: Darrall . Friadman

Nancy R. Kutlar
Marshall S. Lavin



