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To: Ruth Cohan 

From: Gail Dorph 

Octobe;- 16, 1~5>3 

COUNCIL FOR INITIATIVES 
IN JEWISH EDtJCATION 

P.O. Box 0◄553, CIO\leland1 Ohio 44101 

Phone: (216) 391-1852 • F~; (216) :l01-5430 

· I just •finished talking with Ellen. She is assuming 
that you will receive preliminary report of the 
~aohara • sur·,,.-ey fit tha beg inning of next week. And 
that you and sha will talk at the beginning of the 
following week about what it begins to say. She thinks 
that b~aed on that convoraation, you ~nd she will be 
abl~ to dec~de on a few eh~rts tQ give participants in 
the strategic planning process that will begin to tell 
the atory of what V6 know ~~ut the te~chers in 
MilwaUkea. Thero ia no way th~t a £inal r~port oased 
on the data can be ready at that time . What we can do 
is write a cover letter to go with the charts 
explaining what they have and what they will get. 
Additionally, if there is time and you want her to do 
it, she can say SoMething about the survey at the 
orientation session in the afternoon since she will be 
in Milwaukee for our staff rn••tings. 

•ralk to you on October 27 as we planned. 

Shabbat Sha.lom1 

S1:JymQ1,1r ~artln Upset 

cc. !llen Ooldrin9 
Alan Hoffinan 
G.inni Levi 

Florence Melton 

Melvln Marians 

Cha,le$ ~atner 

Etth•r Leah Allz 

Rloharcf fir:heuer 

lemar Schor$eh 

l~doro Tworsky 
Rennott Vanowlt~ 
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MINUTES: CIJE STEERING COMMITTEE 
(In formation) 

DATE OF MEETING: November 7-8, 1993 

DATE MINUTES ISSUED: November 12, 1993 

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

These minutes reflect the deliberations which took place at a series of 
meetings in Cleveland on November 7-8, 1993. Participants varied from one 
segment to the next. Those participating in some or all of the deliberations 
include: Gail Z. Dorph, Stephen H. Hoffman, Alan D. Hoffmann, Barry W. Holtz, 
Virginia F. Levi, Morton L. Mandel, Henry L. Zucker. 

I. Concerns and Issues Stemming from Work in Lead Communities 

Gail Dorph, Barry Holtz and Alan Hoffmann were asked to reflect on their 
work with the Lead Communities during the past ten weeks and to list 
issues or concerns which they believe CIJE should consider. These 
issues became the backdrop for much of the discussion. 

A. What can we do to move the Lead Communities faster? Are we at risk 
if we do not move more quickly? How does this impact the lay 
community? Educators ? Others? 

Discussion on this set of questions suggested that CIJE has a 
certain set of expectations which may not be clear to the 
communities and which may have changed over time. The same is true 
of the communities ' expectations of CIJE . It was suggested that 
many people believe in the importance of quick success, but noted 
that if there is clarity of goals and process, it is more important 
to do our best than to move hastily. As the CIJE process becomes 
more clear, it will generate local support. 

B. How does the CIJE staff generate enough time for planning? 

C. How do we move beyond the Lead Communities to our broader agenda: 
building the profession, community mobilization, setting a research 
agenda? 

It was noted that many people perceive CIJE's agenda as limited to 
work in the three Lead Communities. 

D. How does CIJE staff make time for thinking and follow-through? 



CIJE Steering Committee 
November 7-8, 1993 

Page 2 

E. There are concerns about the atmosphere/climate in which CIJE is 
working. This refers to the decision to work through Federations 
which, in many communities, have either no relationship or a poor 
relationship with educators, synagogues, national movements, etc. 

F. How do we get the CIJE story out within the Lead Community and to 
other selected targets? Who are the various targets? 

It was noted that the CIJE staff finds itself asked to explain CIJE 
many times over in each community. The level of understanding of 
our work remains low. 

G. How do we appropriately involve future Jewish educators and rabbis 
who are now in training? 

H. What are the ways in which intermediaries can function optimally? 

I. How do we operate effectively with a CIJE staff which is not deeply 
experienced in community organization? 

J. What are the things which we clearly do and don't do? 

In an initial discussion of the issues, it was noted that CIJE's 
ultimate goal is to bring about systemic change. As we proceed with 
work in the Lead Communities, we shoulc consider redefining the 
process and how it meshes with desired outcomes. 

K. It was noted that in order for CIJE to be able to work effectively 
with a community, the following conditions must be present or 
cultivated: 

1. A committed Federation executive 

2. A high profile, powerful lay champion 

3. A quality full-time educator to staff the process 

II. CIJE Method of Operation 

Discussion then turned to how CIJE should function to clarify and 
achieve our goals. 

A. Total Vision 

Ye should begin work now to develop a vision of measurable outcomes 
we hope to achieve over the next ten years. This will be constantly 
reviewed and revised. It will guide us as we set priorities. 
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What do we want to have accomplished by the end of 1994? The work 
plan must fit within the total vision as well as be based on our 
capacity. It should indicate who is to do what, by when. 

Because the total vision is in the early stages of formation, the 
1994 work plan will be something of a compromise. 

C. Steering Committee 

In addition to a Board and Executive Committee, we should establish 
a Steering Committee which will meet regularly as the core 
management unit of CIJE. Its composit~on will include the chair of 
CIJE and well as the chairs of board committees. It was suggested 
that the four core staff members serve on the steering committee 
along with the following consultants: Adam. Gamoran, Steve Hoffman, 
Daniel Pekarsky and Henry Zucker. 

The steering committee will be the core planning entity of CIJE. It 
will be responsible for strategic planning and management. Actual 
tactics will be managed at the staff level. 

D. Committees of the Board 

It was suggested that the way to engage board members more deeply in 
our work is to activate board committees. Every member of the board 
would be assigned to a committee which would be staffed by CIJE 
staff or consultants. Each committee should develop a total vision 
and work plan which contribute to the overall vision and work plan 
of CIJE. 

Board meetings would be two-day affairs scheduled as follows: 

Day One 

Day Two 

10 a.m. to 4 p.m. - Steering Committee 

4 p.m. to 6 p.m. - Executive Committee 

8:30 a.m. to Noon - Committee Meetings 

Noon to 4 p.m. - Luncheon and Board Meeting 
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In order to reflect the current "full vision" of CIJE, it was 
suggested that the committees be con£igured in the following way: 

Committee 
(and Responsibilities) Chair 

1. Building the Profession (Mlli) 

• Recruiting 
• Career Development 
• Seniors; Senior Seniors 

Developed 
• Pre-service training 
• Lead Communities 

2. Community Development C. Ratner 

• 3-23 
• Community support 
• Foundation networking 
• Managing relationship 

with CJF Commission 
• Lead Communities 

GZD 
(D. Pekarsky) 

ADH 
(SHH) 

3. Content and Program J. Colman BWH 

• Program development 
• Best Practices 
• Goals 
• Diffusion 
• Communication 
• Lead Communities 

4. Research, Monitoring 

• Lead Communities 

E. Campers 

E. L. Ritz 

(D. Pekarsky) 

A. Gamoran 
(E. Goldring) 

Related 
Organizations 

Training 
institutions 
CAJE 

CJF 
JAFI? 

JESNA, JCCA 

It was suggested that the process used with the Commission of 
staying in touch with members between meetings helped to ensure 
involvement and buy-in. It may be that committee staff members 
should serve as counselors to the members of their committees. 

F. Two Lay Minyanim 

It was suggested t hat we establish a goal of c reating two core 
groups of approximately ten people each (not mutually exclusive) to 
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include board members who are particularly committed and willing to 
be active, as well as wealthy individuals willing to fund CIJE. It 
was noted that this will require a careful process of cultivation 
and may involve additions to the board. 

The discussion that followed reflected an excitement over this new 
approach to the work of CIJE. It was noted that the time of staff 
members will have to be carefully allocated in order to accomplish the 
work necessary to move the committees forward while maintaining contact, 
probably on a less intense level, with the Lead Communities. 

With respect to our work in Atlanta, Baltinore and Milwaukee, it was 
suggested that if the necessary conditions of a committed Federation 
executive, appropriate lay champion, and quality full-time educator are 
not present to our satisfaction, we should work with the communities to 
develop them. It was noted that the Lead Community concept is going to 
be CIJE's "signature" over the short term and that if we can succeed in 
one of the three, we could consider ourselves successful. In the long 
run, our ability to show what does not work will be as critical as 
showing what does. 

It was concluded that our relationship with the three Lead Communities, 
as well as other communities, should remain on our agenda in the months 
ahead. 

III. Operationalizing the Proposed Method of Operation 

Discussion during the next segment of the meetings focused on 
brainstorming how to move forward with this new concept . 

A. What is the role of the committees in developing CIJE's total 
vision? 

One approach to this is that the Steering Committee might prepare a 
first draft of a total vision, subdivided into the responsibilities 
of the individual committees, and that the committees could react to 
this. A second approach would be to ask the committees to develop a 
first draft for review and discussion by the Steering Committee. In 
either case, a draft of a total vision would eventually be presented 
to the board for its consideration and approval. 

It was suggested that the mission statement drafted by Steve Hoffman 
at the inception of CIJE might serve as a starting point for a 
vision. A first meeting of the Steering Committee was tentatively 
scheduled for January 4 in Cleveland, at which point we should have 
a first draft of a vision for review. 
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Discussion then turned to the question of whether the vision should 
reflect outcomes we desire for the North American Jewish community 
or the outcomes to be sought for CIJE. It was suggested that the 
CIJE vision might be limited to institutional interventions or might 
reflect personal outcomes. If the latter, we would have to grapple 
with the wide range of personal outcomes represented by our board. 
The ultimate question seems to be "a total vision according to 
whom?" 

When MLM joined the group later in the day, he suggested that we 
focus on the mission or outcomes for CIJE as an intermediary 
organization. The following chart illustrates this concept: 

Foundations 
Universities 4(-- Intermediary CIJE 
Israel 

Service Delivering Institutions e.g., CJF 

/ forces at work 

(S~~s) -~-~l -~ 
~ North American Jewish Community 

JCCA 
JESNA 
Training Institutions 
CA.IE 
Professional 

Organizations 
Rabbinic groups 

The job of CIJE as an intermediary is to facilitate the success of 
the service delivering institutions. We cause outcomes to occur 
through advocacy, research, forcing initiatives, energizing, and 
synergizing. Our outcomes relate to how the service delivering 
institutions behave. Our mission is related to the North American 
Jewish community to the extent that we impact a service delivering 
institution which, in turn, brings about change in the community. 

It was suggested that we develop a definitive group of service 
delivering institutions with which we envision working and that this 
list be prioritized. 

It was suggested that we are focusing our efforts on existing 
organizations which, in many cases, have not been effective. When 
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IV. 

\Ssignment 

,ssignment 

'. 

interventions do not fit neatly into the existing organizations, we 
may wish to consider causing other organizations to be formed. 
Another role may be to help change existing organizations. 

This approach leads to the conclusion that our staff should play the 
role of advisor rather than that of service deliverer. If we or an 
organization identify an unmet need, our role should be to identify 
people who can meet that need . 

1994 Dates 

A series of dates was proposed for meetings in 1994. Alan will call 
John Colman, Chuck Ratner , and Esther Leah Ritz to invite them to serve 
on the Steering Committee and to give them the dates. Alan will also 
think further about staffing of the committees. 

It was suggested that we establish a planning team for each committee 
comprised of the chair, two vice-chairs, and the staff person. This 
group would work together to plan the agenda for the committee. 

The following time-table was proposed: 

A. By November 21, ADH will prepare a proposed list of board member 
assignments to committees. 

B. December, Alan will work to get the committee chairs on board. 

C. January 4, first Steering Committee meeting in Cleveland - Discuss 
the mission and structure of committees. 

D_ January - April, each committee planning group will meet to prepare 
· \ for a first committee meeting in April. Their goal is to be ready 

to work with the committee on a mission statement, first steps 
toward a total vision, and an annual plan. 

E. March 16, second meeting of Steering Committee - Cleveland. 

F. April 20-21, Board meeting. 

April 20: 10 a.m. - 4 p.m. - Steering Committee 
4 p.m. - 6 p.m. - Executive Committee 

April 21: 8:30 a.m.- Noon - Committee Meetings 
Noon - 4 p.m. - Lunch and Board Meeting 

G. June 2, Steering Committee - New York 

H. September 23, Steering Committee - New York 

•• 
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Assignment 

Assignment 

I. October 19 - 20, Board Meeting 

J. November 21, Steering Committee - Cleveland 

It was agreed that Alan would manage the camper system with Steering 
Committee members. VFL will check board meeting dates with the list of 
critical participants. 

In preparation for the January 4 Steering Committee meeting, Alan will 
prepare a 1994 work plan. A tentative agenda of the January 4 meeting 
follows: 

1. Presentation on need to have total vision: discuss concept and 
process. 

2. Present first draft of 1994 work plan. 

3. Discuss definition of CIJE: relationship of Steering Committee 
to committees. - \ . 

4. Review and discuss the committee process . 

. ..-
~ . f ' • f I ,• 

:., ~ 
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•Keeping the Jewish People Jewish, Through Education." 

November 91 1993 

Dr. Barry W. Holtz 
Melton Research Center 
3080 Broadway 
New York, NY 10027 

Dear Barry: 

Thank you for following up o.n ~ ~uest in such a timely manner. 
I am pleased that tho leadership of the CIJE is prepared m disseminate 
knowledge of its activities and accompUshmcntS to communities seeking 
to benefit from knowledge of the Cowt:il's important work. 

There are several possible opportunitids for you to meet and inreract 
wich our communal lay leadership and professional staff. There is a 
possibility that we will conduct a BJE Board Retreat sometime in early 
March. La.st year's retreat brought SO leaders together at the nearby 
Brandeis-Bardin Instirutc for a spirited day of deliberation, discussion 
and fellowship. Should. we scbedulo a 1994 retreat, I foresee lhe 
possibility of a 90 minute prescntarion and discussion segment for you. 

Should there be no retreat. we would N pleased to reserve a full hour 
of time at our March. board meeting (attended by Offl' SO communal 
leaders). as well as to arrange additionil meetings with key lay leaders, 
B.JE staff, principals, and Federatio• leadership. Some of these 
additional meetings could, of course, lje organized in addition to your 
participation in a retreat program. 

Please let me know whether these possibilities strike a receptive chord 
Within a abort period of time we stlould then be able to finalize 
arrangementS. 

Best wishes for continued. !uccess! 

Sincerely, 

-Fe~ 
Dr. Ron Reynolds 
Director of School Services 

cc: Dr. Gil Graff 

6505 WILSHIRE BLVD., LOS ANGELES. CA 90048 ~ (213) 852-7702 • (818) 9904 8640 
400/ICY or JO'WNI ~,=f\ c~ • 9ere<'cav ol l.WledJe--'Jh h .no • ~ '"'"" ~ Ed.,cot!on SM.<e" o4 ,-1, .--ea 

AGENCY 
OFFICERS 
~, 

Unda Goldow~WornlGI\ 

~ llmclOr 
Ot. GIGd 

C(..,9'P()idn0loc:fe~ 
Of. Motl( Gcldwti.g 

Reco,dlr-.g SeaG\ay 
SUICln Jci,c;oti,r Slltffl 

lte(ll!IJl'O' 
~Ad.a.y 
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Council for Initiatives 

rn 

Jewish Education 

Date sent: t"/9/11 Time sent 

To: A nnecte Hochstein, Seymour F~x 

No. of P~ (incl. cover): IY 
From: Ginny Levi 

0 
.Sh(lluel Wygoda 

rgaruzat,on: 

Phone Number. 

Fax Number. 

0119722 619 951 
Comments: 

Phone Number: 
(216) 391-1852 

Fax Number. (216) 391- 5430 

If there are any problems receiving 

this transmission, please call: 

216-391-1852 
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TO: 

FROM: 

DATE: 

SUBJEct: 

COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

P.O. Box 94553, Cte>,letand, Ohio 44101 

Phone: (216) 391- 1852 • Fax: (216) sg1-54SO 

John Colman, Gal Dorph, Seymour Fox, Adam Gamoran, 
Ellen Gold.ring, Annette Hochstein, Stephen Hoffman, 
Alan Hoffmann. Barry Holtz , Morton Mandel, Chuck 
Ratner, Barry !leis, Esther Leah Ritz, Richard Shatten, 
Shmuel 'ilyg•~:, Zucku 

Ginny Levi 

December 9, 19\j) 

CIJE Update 

------------------------·-----------~----------------------------
Enclosed are materials mGent to bring you up to date on the work 
of CIJE. As in the past:, so111e of the macerials, particularly the 
notes on Lead Community visits, are sensitive and we would 
appreciate your keeping 11hem confidential. 

Enclosures include the f4llowing: 

1. Notes prepared by Gail Dorph on Lead Communities. 

2. Letter of November 9 from Ron Reynolds to Barry Holt:2. 

3. Letter of December 3 from Craig Dykstra, Lilly Foundation, 
t:o Alan Hoffmann. 

lSNI73GNtJW 01 pp : sr 86 , s J3a 



NO'I'ts FOR STAFF 
THIRD CIJE SEMINAR 

G.A. Montres!, 16-17 November 1993 

Tuesday, Noy, 16@! 

2:00pm: 

2:lSpm: 

Session I: Introduction 
Theme of aeminar: "Ho,, dD we move forward in personnet 
C()mmun/ty mobt/Jzatf on and goals." 

Session II: Cammunity 1pdatos 
(ADHIGD to prepare o11tlinc 
So that there is eonsistelicy between each report) 

Discussion 

3 :00-4:30pm.: Session m 
"Projected first-year Otllcomes in pqscrmel" 

ADB 

BH 

a) 3 :00-3 :30: •crtdcal path for ~dividual LC developins penoMel plan" BH 

600. 3:H:fd 

{Based on Annette's presentation. To be adapted by BH 

• Educator survey comjleted 
• Educator mivey di!cdlsed 
• Planning Committee pnpare action plan 
* Personnel situation dbased in community 
• m-aervico pilot projed 
• Israel se:mlnar 

ETC ... ] 

b) 3:30-4:00: • Analytical potetiial of Educators Survey" • Ellen Goldrlng 

o) 4:00-4:30: Discussion 
•' 

cl) 4:30-4:45: Break 

l.SNI730Nt:IW Ol. sv:si ss . s J3a 



4:45-10:00pm: Session IV . 
''Engaging community in dJscussing educators survey and implications" 

4:45pm: a) Introduction: 

4:55pm: b) The Milwaukee experimce: Roberta Goodman 

5:15pm: c) Discussion 

6:00pm: Dinner 

ADH 

7:00pm: d) Break out groups: Baell community translates "engaging" into h:s own 
tenns: 

i Tuning 
ii. Implicatiln for action · 

They will be asked to nlate to: 
• Content 
• Audience 
• Projeotcd '1utcomes 
* Who is Miponsi"ble 

8:30-9:00pm: e) Break-out group,report back 

9:00-9:JOpm: f) Djscus$ion 

Wednetday, Noy, 17th; 

7:30-8:J0am: Breakfast with three exe~ directors 

8:30am: Session V 
Preparing a LC ~rsonnel action pkm 

8:30-9:00am: Presentation GO 

010 ' 39tld 

1. Mapping Current and l<lture Situations: 
a. Educators Survsy shortcoming,;, needs, (e.g. training, 

recntltrnent) 
b. Predict future nieds (1'forecast") with input from lo·cal educators 

* Retiremdlts 
* Demogr4,hlc trends 
* Do you ltave demographic data? 
* Other 

1SNI730NtlW 01 sv :£1 ss. s J3a 



2. Stages of implementation(should reach pilot projects) 

3. CIJE Pilot Projects 
a. Edueationil leaders retreat 
b. Lay profeilional seminAr in Israel on goals 
c. Best prac:dce seminar 

9:00am: Discussion 

9:30-9:4Sam: Break 

9:45am; 

t t0' 391:1d 

Exercise: Af11'st cut Perso1'tlel Action Plan in mn community 
[What will be steps. 
Chart your own process) 

Exercise they reeeive: 

a. 'Where will Action Plan 1-discussed? 
b. When? 
c. Participants 
d. Projected outcomes. e.g. Pilot Projects 
e. Who is responsible? 

- ·--------

1SN I 730Nt:1W 01 sv:s1 86, s J30 



ISSUES THAT WILL EMERGE IN EX'iaCISE: 

• Problems e.g. early childhood, teacher • service 

* Prioritize based on: 
a.need 
b. cost 
c. feasibility 

* Possibilities or option: 
a. local suggestiom 
b. CUE suggestions 

We need to raise the pilot projects which will precede the action plan. 
E.g. Principals seminar, goals seminar in Israel, Senior Educator> Best practices. etc. 

EXAMPLES OF CDE l1ILOT PROracts (across commanity) 

1. -Edu£Jttonal LeaderJ Retreat" • Ymdlririlt 

- For whom? Principals/heads cCinstitutiona • supplementary+ day school 
cross denominatictw 

- When? April 

-Why] "Kick~ of profasional development for educational leaders 

2. Liy-Professional seminar in Israel on $oats 

For whom? Chatrs + professicllala of CDB, local projects + COE board 
members 

When? July 

Why? -Up level of discdmse" so that this becomes content driven 

3. ''Best Practices Seminar11 

• Lay leaders 
• Educatora 

c3 I 0 . 39tld 1SNI73GNtJW 01 sv:s1 86, s J3a 
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A Jewish Elucation -
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X Date sent: t K Time sent: o. of Pages (incl. cover): ~£7 

To: A ft. I-I 9'- 5P From: ~07 2';~~..J 
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MINUTES: CIJE Steering Committee 

.lanuary 4, 19~ DATE OF MEETING: 

DATE MINUTES ISSUED: January 14, 1~4 

PRESENT: Morton L. Man~l (Chair), Sandee Brawarsky, John 
Colman, Gail~- Dorph, Adam Gamoran, Stephen H. 
Hoff~an, Alan D. Hoffmann, Barry Holtz, Daniel 
Pekarsky, Chatles Ratner, F.sther Leah Ritz, 
Richard A. Sh~ct.en, Virginia F. Levi (Sec.'y) 

COPY TO: Seymour Fox, Annette R. Hochstein, Henry L. 
Zucker 

I. !ntroductorv Remarks 

Mort Mandel opened the meeting by introducing participants. He thanked 
those present for agreeing to participate in the work of the Steering 

· committee and noted that the pri~ary ;urpose of the committee is to help 
evaluate ideas, and set priorities. -ormally decisions ~ill be made .by 
the board of CIJE. 

Members of the Steering Committee will include the chairs of CIJE 
committees and staff. ihe group ~ill meet as frequently as is practical 
and useful. 

II . Update 

Alan Hoffmann noted chat the Steering Commitcee will be helpful in 
clarifying goals and methods of reachi.ng chem. 

He noted that the Commission on Jewish Education in North America 
completed its work a little more than three years ago. It concluded 
witH a ·plan to work in the following tive areas: 

1. Build a profession of Jewish ecfucation. 
2. Mobilize community support. 
3. Develop a research capability. 
4. Establish Lead Col?llllunities in ~ich to work toward local systemic 

change. 
5. Create the Council for Initiatives in Jewish Education. 

During the first year and a half of its existence, ClJE worked to 
develop and move ahead with the concelpt of best practices for Jewish 
education while also building a team for monitoring, evaluation and 
feedback of the work in Lead Communi~ies. At che same time, a process 
was developed and followed for select'ing the Lead Comuiunities. 

Following an initial expression of blterest by 45 communities, 23 
submitted applications and 3 were se1ected. A joint meeting of the Lead 
Communities and CIJE scaff in Cleveland in April 1993 clarified the 
importance of partnership among the dommunities and CIJE. The next 
joint meeting, held in August 1993 in Balti~ore, focused on the content 
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of work in the Lead Communities. The most recent meeting, held in 
November 1993 in Montreal, providld the Lead Communities with a 
curriculum for taking the results of research on local Jewish education 
personnel and moving toward a perionnel action plan. 

In the area of monitoring, evaluation and feedback, we have broken 
important .ground by putting in pl•~e a team which can monitor what is 
happening, evalt.iate outcomes, and provide feedback to local communities 
and CIJE. This model shows how risearch can be used in working for 
change. 

Clearly, CIJE has focused mos~ heirvily on the establishment of Lead 
Communities while the other th~ee recommendations of the Cownission have 
received less attention. In fact, CIJE is about changing Jewish 
education for all of North America. 

As the staff team which was constituted in August 1993 has begun its 
work in the Lead Communities, the following. issues have surfaced: 

1. CIJE has chosen the local federation ae the home for systemic 
reform in Jewish education. There is an inherent tension between 
the federation approach of working through consensus and CIJE 
goals of reform and radical change. G~tting waJ.1-~o-wall 
coalftions to take r~voluti~nary steps presents a significant 
challenge. 

2. CIJE is an intermediary orglimizacion. This means that we do not 
have the same direct control over the change process that a local 
commission has. for exampl~, CIJE can prepare 111aterials for use 
by local communities and cat\ recommend their use, suggest bench 
marks, and sec deadlines. Howevex, as an incermedia:ry 
organization we do not have (nor want) the local clout to 
implement and follow througJ\. Yet local implementation is a must. 

3. The work with cbe Lead CollllJIUnicies has suggested that the 
following three variables lliiust be present in order for systemic 
change in Jewish edu.¢ation to occur in any community: 

a. A federation executi'"9'1e director who will make betterment of 
Jewish education a p.-tsonal priority. 

b. One or more lay chan1pi.ons on the key leadership team . 

c. ,A high caliber local professional driving the educational 
process. 

4. The Commission itself chose to sidestep the issue of goals for 
Jewish education in order to reach consensus on its 
recoJDD1endations. However, any local community inevitably gets to 
questions of goals, missiow, and vision. Daniel Pekarsky has 
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agreed to consult with CIJi on goals in conjunction with the 
Mandel Institute staff's wirk on che goals project and che 
Educated Jew project. 

CIJE currently faces the f •llowing challenges: 

1. How can we reenergize the process of deliberation, scracegic 
thinking and plannini by lay leader s which worked so 
effectively during clie work of the Commission? Leadership 
of CIJE needs to be aore fully engaged. 

2. How should we work f,r effective dissemination of our 
progress? Because wi have not yet clearly articulated what 
CIJE 1s about, we rick becoming pigeon-holed as •the Lead 
Communities project. 1 

3. How do we move beyonc where we are now? How do we extend 
our involvement with more communities? thought has been 
given co using Ted Sizer's eonce?t to establish a Mcoalition 
of essential communities.~ 

In the discussion that £ollowed, the following points were made: 
By working in the Lead Communities we have begun co impact change on a 
local level. However, building the profession and developing community 
support requires work on a contiaental level . We may wish to chink 
about establishing an equivalent to the Jerusalem FeJ.lows and Senior 
Rducators programs in North Amerlca, drawing upon tile resources of the 
denominational training insticutlons and others vim appropriate 
expert;Lse . 

Since few communities seem to po5sess all 'Chree of the elements which 
have been ~dentified as critical, we should determine what incentives 
could be used to gain ~he commitaent of the local federation executive 
and appropriate lay champions a n-a. co draw ~h~ caliber of pro£essional we 
seek. Ye should be careful to re•ember that th~ chree elements we have 
identified as central to this pricess appear to be necessary conditions, 
but are probably not sufficient lo accomplish our goal. 

At present, research is being ditected locally. Should we consider a 
parallel track with respect to national factors? For example, can ~e 
identify factors tha~ could moti~ate leaders to work for Jewish 
education? 

The relationship of l ocal communlties to 3n intermediary organization 
might be clarified through wriccin agreements. CIJE does hava leverage 
in the form of expercise which il can provide or not. Qe will develop 
the expertise to go into a commuttity, Bvaluata what is in place, and 
recommend changes. 
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If ve can identify success in one of the Lead Communities, telling the 
story will make our process of mo•ing ahead in other communities easier. 
It was noted that Atlanta, at this point, has opened itself to the idea 
of intervention and has opened the community thought processes to 
change. 

III. CIJE Method of Operation 

Assignment 

IV. 

A. 

B. 

Total Vision 

It ~as suggested that the Steering Committee consider developing a 
set of outcomes toward which CIJE might work over a ten year 
period. These outcomes, whlch should be revised annually, would 
serve as the basis for an .-mual work plan. 

In discussion, it was noted that it will be difficult to generate 
agreement around some outcoiaes. However, we should be able to 
identify outcomes with clear; consensus. One such outcome might be 
to attract top people to identified positions in Jewish education. 
Ye might identify desired olutcomes thac fit under these headings: 
building the profession, i~roving lay leadership. program and 
content, and developing a research capability. 

It was agreed that Alan Hot'lmann, together with the staff, will 
develop a first draft of del!!:ired outcomes for review by the 
Steering Com111ittee at its rtext meeting. 

Annual York Plan 

The first axmual work plan co be based on a total vision will be 
for the year 1995. An int~im work pla~ has been prepared for use 
in 1994. 

Role of Steering Committee 

The Steering Committee will funcd.on as a "think tank• for CIJE. Its 
role will be different from that of either tha Executive Committee or 
the board. It will meet approxinb..tely six times each year and will work 
to prepare recommendations for px'lesentacion to the board. 

V. Role of Function.al Committees 

It is suggested th.at the operatidn of CIJE be :shifted to four functional 
committees. Each will have a chair, a vice chair, and mell!hers from the 
C!JE board and will be staffed by CIJE staff and consuleants. Each will 
submit to the Board ics own tota~ vision and work plan which, afce~ 
approval, will become che overall vision and annual plan for CIJE . Each 
committee will define its role atfd set its mission. 

Following is a list of the commit~ees including proposed 
responsibilities, chairs, staff ?eople, .ind related organizations with 
which each might work. 
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signment 

Conunittee 
(and Responsibilities} Chair 

Related 
Organizati ons 

1. Building the Profession • (MLM) G. Dorph Training 
institutions 
CAJE • Recniiting 

• Career Development 
• Seniors; Senior Seniors 

Developed 
• Pre-service training 
• Lead Communities 

2. Com.rnunit:y Development C. Ratner 

3. 

4. 

• 3-23 
• Community support 
• Foundation networking 
• Managing relationship 

with CJF Commission 
• Lead Communities 

Content and Program J. 

• Program development 
• Best Practices 
• Goals 
• Diffusion 

• ColI!IllUnication 

• Lead Communities 

Research, Monitoring E. 

• Lead-Communities 

Colman 

L. Ritz 

A. Hoffmann 
S. Hofflllan 

B. Holtz 
(D. Pek.arsky) 

A. Gamoran 
(E. Goldring) 

CJF 
JAFl 
JCCA 

JESNA, JCCA 

Steering Collln:littee members were aiked to r ecommend board members for 
assignment to· the various commit tees. VFL wi l l check the list of people 
who were originally assigned to a committee on Lead Communities for 
possible inclusion on the Communii:y Devel op~ent Co?Dmittee and will 
collate suggestions for board memiiership. MU{ and ADH will then 
recommend assignments to committeis. 

Each committee will meet in conjunction with the two board meetings to 
be held each year. Additional inliependent meetings will be scheduled. 

It was suggested that board meetings would be ewo-day a££airs sched~led 
as follows: 

Day One 10 a.m. to 4 p.~. - Steering ComlJlittee 
(or 10 i.m. to 2 p.m.) 

4 p.m. to 6 p.m. - Executive Committee 
(or 2 p.m. to 6 p.ro.) 
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VI. 

Day Two 8:30 a.m. to Noon - Co111n1ittee Meetings 

Noon to ~ p.m. - Luncheon and Board Meeting 

It was suggested that the two days mighc include a plenary session 
during which all four committees. each of which has Lead Community 
responsibiliti es, would be proviied with an update on the happeni ngs in 
the Lead Communities. 

It was also suggested that the bi ard should grapple with issues rather 
than• simply hear reports, We miiht bring the issues of one or two of 
the committees to each board meeting for consideration. 

It was suggested that we considet holding t:wo committee meetings at one 
time, similar to sessions at a ciln.ference, so that there could be 
broader participation of board mimbers. 

It was recommended that each two•da.y board meeting incl ude a Jewish 
study component. le was also recolllJllended that we conti nue to invite 
members of the Commission on Jewish Educa tion in North Aroe~ica and other 
guests to a segment of the board meeting once every year or two years. 

Role of Board 

A. 

B. 

Boa~d of Direcco~s 

As noted ab ove, we should work co ensure t hat t he board is engaged 
in discussion of issues. Reports shoul d be sen t in writing rathe r 
than presented or~lly at ~Qcings. Staff will be assigned to all 
Board me~bers to keep them, briefed. 

One approach might be to b@gi n the board meeting on the evening of 
day one, following the Ex~utive Committee meeting, with a . 
presentation of general interest which would generate discussion. 
Commission members would~ inv~te d to these presentations. The 
following morning the committees would meet, followed by a 
business meeting of the boi.rd. 

Executive Committee 

The Executive Committe e will incl ude committ ee chairs, officers, 
and other carefully selec~d indi viduals. It will be responsible 
for such managerial issues as budget and professional staffing. 

VII. Role of Copsultants 

We have several consultants worl4.ng with CIJE on a regular basis. Thes e 
include Adam Gamoran and Ellen ~ ldring on monitoring , evaluation and 
feedback and Daniel Pekarsky on the goals project. Seymou~ Fox, Annette 
Hochstein, and their co-workers at the Handel Institute are taking on 
•specific content assignments. lb addition, Annette Hochstein is wor king 
wich Adam and Ellen on monitori~, evaluation and feedback. 
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There was once a recommendation f&r the creation of a group of ClJE 
fellows. It was suggested that tiis would be a good item for 
consideration by the committee on building the profession. 

VIII. Review of the Coals and Educated Jew Projects 

IX. 

It was reported that as the work of the CollUDission unfolded, it became 
clear that there was very li~tle iiterature on the desired outcomes of 
Jewish education. As a result, the Handel Institute invite d three 
Judaic scholars to write papers dn their own concepts of the outcome of 
a Jewish education or what is an educated Jew. The participants were 
Isadore Twersky, Moshe Greenberg, and Menachem Brinker . Each was asked 
to write from his own point of ~w. Israel Scheffler, a leading 
philosopher of general education, was asked to write a similar paper 
reviewing different conceptions of the educated person. Michael Rosep_ak 
was asked to look at this questi~ from the point of view of Jewish 
education. Seymour Fox was resporisible for t:.~e entire concept and for 
conducting the delibera tion. The~ papers we~e t hen shared with leading 
Jewish educators who reflected orl what an ed11cational system might look 
like in order to implement the icieas proposed by each of the original 
philosophers. The scholars then redrafted their papers on the basis of 
the work of the educators . FollM7ing this process , the papers have 
undergone ac least three iteratiolns. The colleeted papers .will be 
published with the goal of providing a model for how to deal with the 
outcomes· of Jewish educ ation. 

The CIJE goals proj ect will invoive i t self i n trying t o help individual 
institutions and COIIUlluniti es to 4evelop goals. This involves 
differentiating between i nstrume• t al and substanti ve goals and definin g 
the ideal that drives che enterptise. I t is a basis for transl ating 
vision to practice. Daniel Pekai'sky is \>lorking with the Handel 
Instirut:e on developing a way to present this t o North American 
communitie~. 

After bearing this summary of •the two projects , it was suggested that a 
presentation on the Educated Jew proj ect might be an interesting topic 
for a board me~ting. 

CIJE Mission Statement 

A mission statement developed for CIJE in 1990 served as the starting 
point for this discussion. 

It was suggested that the following might serve as an introductory 
paragraph to a mission statement! nThe CIJE was created by the 
Commission on Jewish Education ia North America with a highly focussed 
mission that incorporates three aajor tasks: Building the profession of 
Jewish education; Mobilizing Couaunity Leadership for Jewish education 
and Jewish continuity; developi1' a Research Agenda while at the same 
time securing funding for Jewish educational research." 

A second section of the mission statement might indicate that the 
mission is to be implemented thnugh the following means, ~hen list tqe 
names of the four committees ano include a brief paragraph indicating 
what each hopes to accomplish. it would be the role of each COJlllnittee 
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,l>.:.ignment 

X. 

co develop the language co descriLe its role in accomplishing CIJE's 
mission. This would be refined 3't: the commiccee meetings. 

The mission statement should also refer to CIJE's cesire co engage in a 
partnership wici) select conu:nunities to demonscrace that innovation can 
have a lasting impact and to hel~ local communities shape their agendas 
for Jewish education. 

It was suggested that we refer to CIJE as an agent to assist Jevisb 
communities and institutions co provide effective Jewish education. le 
was also suggested that the miss:i&n statement refer co the role of CIJE 
as intennediary, ~erhaps using die follo~ing language: "One job of CIJE 
as an intermediary is co facilitate the success of the service 
delivering institutions. We causile outcomes to occur through advocacy, 
resea~ch, forcing iniciatives, etiergizing, and synergizing. Our 
ouccomes relate to how the servidle delivering institutions behave." 

Alan will develop a draft mission statement for consideration by the 
Steering Committee. 

Lav Leadership Developmenc for J•ish Continµity and ClJ~ 

CIJE needs a board of leaders who are.wise, experienced, and willing to 
work. It is hoped that the colllll1ittee structure will help to encourage 
this involvement. In addition c• working vith our current board 
members, we should identify new jeople for board participation. We 
might identify people to add to crommitcees with the thought of 
eventually naming some of them t.:~ che. board. At che same t:ime., we 
should develop a means of rotati•g non-participants off the board. We 
should have a set of by-laws to Jtelp facilitate this rotation. 

With respect co lay leadership beyond the CIJE board, it was noted chat 
there are many ·people involved ii local commissions on Jewish education. 
We may wish to consider holding a national confer9nce for these people 
or for a select sub-group. 

XI. CJF Commission 

Reference was D1Ade to the CJF Noith American Commission on Jewish 
!dentity and Continuity. Steve floffman and Alan Hofflllann will continue 
to monitor the relationship of t"8 CJF Commission to C!JE. 

XII. Commupications with all Publics 

The following publics were identified as groups with whom CIJE should be 
communicating: 

A. Lay Leadership 

• members of the CIJE boafd 
• people on loc,11 continuity commissions 
• other national lay leadlrs 
• ot:hers 
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B. Jewish Educators 

• leaders of institutions (local and national) 

C. 

D. 

• central agency personnel 

' Opinionmakers/Centers of Ilifluence 

Existing Publications 

• JCC Circle 
• J ESNA's Agenda 

(~e might submit an occasiiirlal article) 

E. Academicsjintellectuals/Pr.-fessors of Jewish Studies 

F. Congregationg and Rabbis 

G. Training Institutions 

Page 9 

We may wish to develop different kinds o f_ p~blications for these 
different publics. One suggescien was to produce a newsletter which 
invites feedback from the reader% . Initially, we have engaged Sandee 
Brawarsky to work with us on the development of a brochure to describe 
CIJE. 

XIII. 1994 Interim ~orkolan 

Alan Hoffmann circulated a fiTSC draft of a 1994 interu workplan for 
reviev. He noted that as the w«k of CIJE has grown from a primary 
focus on the Lead Communities to more extensive work with other 
communities ano the e$tablishmerlr: of CIJE as a r.a~ional identity, the 
redeployment of staff to accompJJi.sh ~hese goals has not yet been 
determined. 

~S~-gnmen~ Alan will rework the draft workp11.an and will send ~t to Steering 
Committee members .in February. 

XIV. Future Meeting Dates 

The follo~ing dates were set foj future meetings of the Steering 
Committee: 

Tuesday, March 15 

Wednesday, April 20 

Friday, September 23 

(in Cleveia.nd) 

(in New Yffk•-in conjunction with a boar d meeting 
on April 1i1) · 

(in New Ylrk) 

Wednesday, October 19 (in New Yirk-•in conjunction with board meeting 
on Octobir 20) 
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John Colman. Gail Dorph, Seymour Fox, Adam Gamoran, 
Ellen Gold.ring, Annettee Hochscein, Stephen Hoffman, 
Alan Hoffmann, Barry Holcz, Morton Mand.el, Chuck 
Ratner, Barry Reis, E.st:her Leah Rit:z, Richard Shatten. 
Shmuel llygoda, Henry Zucker 

GineyLevi ~ 
February 21, 1994 

CIJE UPDATE 

Enclosed is Gail Dorph' s current report on Lead Community visits. Please 
not:e that &Ollle of this information is sensitive and we would appreciate 
your keeping it confidential. 
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To: The CUE Steering Committee 

From: Barry Holtz 

February 23, 1994 

Total Vision 

Draft One 

In the last meeting of the Steering Committee, we discussed developing a Jong-range plan for 

the work of the CUE using the phrase "Tot.al Vision" to describe that plan. 

I was asked to try ro write a draft of that plan using the rubric suggest.ed by Mort that one 

could think of total vision as the 10 year report of the CUE outlining what it had 

accomplished, written today instead of in the year 2004. The paper below uses that idea of 

the 10 year report as a kind of rhetorical device to develop the pla.n. 

As will be obvious the one major disadvantage of writing the paper in this fashion is that it 

predetermines certain choice points and doesn't allow the alternative possibilities to be 

explored. For example, in talking about research there may be a-number of possible routes 

to take and at th.is point without a deep analysis of the options, I 'don' t really know if. say~ 

placing research in an existing university or in a free-standing instirution would be better. 

There are other examples that may strike the reader as well. Despite this disadvantage, I 

have used the 10-year plan as my approach here. 

This paper is based on a number of sources: A Time to Ac~ Annette's "Lead Communities 

at Work. " internal documents written by members of the staff, and discussions with other 

members of the staff. 

The CIJE 2004: A 10-Year Report 

The CUE was created by the Commission on Jewish Education in North Amer~ in order to 

implement "on both the local and contine~tal levels" the plan of the Cnmmisslon "to 

1 
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The CIJE began with the three original Lead Communities and then moved toward creating 

an "outer" circle of like-minded communities mt.crested both in hearing about the work of 

CUE and using meetings with the CUE as a way of talking about mutual concerns across 

communities. These meetings included discussion of the issues of research and evaluation, 

fund-raising and community leadership mobilization as well as analysis of specific 

educational initiatives in the areas of personnel improvement. 

Boston, New York, Cleveland, etc. joined as partners in this work. Communities that 

decided that they wanted co share in the CIJE agenda and receive the CIJE expertise in a 

more intensive fashion - as long as they met the CDE criteria - could chose to become Lead 

Communities themselves. To be chosen the community. bad to e.xluoit the three factors 

mentioned above as well as committing itself to working on the "building block• agenda. 

Communities paid a fee to the CIJE to be members of the outer circle and a consulting fee ro 

the CUE to be Lead Communities. 

II. Personnel: Building the Profession 

One of the two key building blocks of the Commission report was "building the profession,• 

improving the quality and quantity of Jewish educators in both the formal and informal 

domains . The CUE launched two main thrusts in this effort- local efforts at improving 

personnel through its work (as mentioned above) in particular communities and a continental 

effort that tried to attack the problem in a more global fashion. 

A. Local Ejf orrs 

The CIJE began its work in each community with the quantitative and qualitative research 

work of the Educators Survey. This report which began by looking only at the educators in 

formal settings was expanded to include informal educational settings as well. 

The results of the Survey led to the creation of a Personnel Action Plan for each community. 

CIJE helped each community develop its own particular action plan by working with local 

educators and Federation lay leaders and professionals. The plan was comprehensive and 

wide-ranging, and communities were helped by CIJE to phase in segments of tbe plan in an 

orderly fashion. 
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The Personnel Action Plans were organized. around four key areas: inservice education, 

recuitment, salary and benefits, and career ladder. 

Inservice Education 

One of the key areas for upgrading personnel throughout the Lead Communities, and in any 

community interested in improving its Jewish education, has been in the area of inservice 

education. The CUE began with a set of Leadership Institutes which were open to all three 

Lead Communities. The Leadership Institutes took place twice a year and have been done in 

coordination with a major educational institution. ·Some have taken place at Vanderbilt 

University, some at Columbia University Teachers College. 

The program was designed for principals of Day Schools and Supplementary Schools and iI 

focused on issues of leadership such as supervision, board relations, goal setting and a 

variety of other· topics to help improve the quality of leadership in these educational 

institutions. Day School Principals and Supplementary School Principals met together for 

some sessions and in other sessions they worked on cases which were individualized for their 
own panicular settings. A second Leadership Instinue was designed for Early Childhood 

Directors from Day Schools, Synagogues and Jewish Community Centers.• Similar issues . 

were raised and experts in the field of Early Childhood Education, as well as Jewish 

Education, worked with these Directors to help improve che quality of their educational 

institutions. 

At the same time, a set of leadership seminars took place within communities. These . 

seminars used the results of the Best Practices Project of the CUE and other resources 

including outside expertise and consultants from the denominations. These leadership 

seminars were designed for a.more intensive and ongoing approach to issues of leadership 
and there were separate seminars organized for principals of Early Childhood units, of 

Supplementary Schools and of Day Schools. 

In addition, inservice education took place at not only the level of leadership, but also in an 

intensive fashion for teachers. A set of differentiated and systematic inservice programs have 

been designed for Early Childhood teachers, Day School teachers, and Supplementary School 

teachers. These inservice programs were conducted by a combination of CUE-:5taff, 

personnel from the local BJE or the local Jewish College of Advanced Jewish Studies as well 
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as national persoIU1el from the training institmions and denominations. Some of the 

programs focused on pedagogic skills, some focused on subject matter knowledge. There was 

in addition, a Retreat Program which focused particularly on the experiential dimension of 

Jewish knowledge and Jewish teaching. 

A series of seminars and retreats for the personnel of informal Jewish education have been 

launched in all of the communities as well. These included seminars and retreats f OT Youth 

Group Leaders, Camp personnel and Center workers . In addition, there was a Seminar 

across all communities for leaders of Israel experience trips. 

Another dimension of the inservice program that CITE. has helped design for its communities 

was a series of mentoring programs for novice teachers. These programs began with the 

preparation of mentors who could help initiate novices into teaching. Following upon that, 

the mentoring programs themselves have been launched~ both for novice principals and for 

novic.e teachers. In addition, CIJE has worked with the local communities to develop peer 

and expert coaching programs for experienced personnel. This included the preparation of 
peer coaches. followed by using coaching programs to help improve those principals and 

teachers who have even a considerable amount of experience. · 

Finally. the CUE succeeded in placing a number of educators from the Lead Comm.inities in 

continuing education programs outside of their local cities. Educators attended year- long · 

programs in Israel (which were panially subsidized by the local community), summer study 

programs in Israel and at universities and seminaries in North America, and degree programs 

at North American academic institutions. 

Recruitment 

Aside from inservice education, a second dimension of the personnel improvement in each of 

the communities centered on recruitment of new personnel in.to the field. Some of those 

programs have consisted of leadership programs for teenagers that involving them as 

counselors, youth group advisers and teaching assistants. Other programs recruited .and 

prepared volunteer teachers for supplementary schools. In these programs new populations, 

such as parents, retirees, public school or private school teachers, were brought into the 

teaching force and were prepared for work as Jewish educators. A third approjich consisted 
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of retooling public or private school teachers for careers in Jewish education particularly in 

supplementary schools. 

Salaries and Benefits 

The third area of personnel improvement that the CUE has been working on bas been in the 

area of salaries and benefits. Here the CUE has been helping local communities create 

benefits packages for full-time teachers, develop proponional benefits packages for part-time 

teachers, work on reduced Day School and camp tuition for teachers in the community. along 

with other ideas to improve the packages offered to educators. The CUE bas helped provide 

contacts with experts in these areas and bas organized ~ork with foundations to think about 

planning improvements. 

Career Ladder 

Finally, the CUE bas been working with the communities to develop career ladders for 

educators. This involved the creation of full-time positions that include teaching, as well as 

mentoring new teachern and peer coaching. The CUE has helped launch projects to create 

community teachers- teachers who teach in more than one institution and therefore can have 

full-time teaching jobs. Finally the career ladder included creating positions in day schools 

and in some cases in supplementary schools for curriculum supervisors, master t.eachers, 

Judaic studies coordinators and resource room teachers. 

B. Conrinental Initiatives 

At the continental level the CUE has launched a number of i..n.itiatives to improve the quality 

and numbers of Jewish educators. Working with the denominations and the national training 

institutions, the CIJE has advocated for new programs to retool avocational teachers for full

time work, to help prepare doctoral students in Judaic studies for careers in Jewish education 

and to create •fast track" programs (such as a national Jewish Teachers Project) to deal with 

the shortage of teachers in the field. 

The CUE has helped design and find the funding for a major effon to recruit young people 

into the field of Jewish education by creating the •careers in Jewish E.ducation: initiative. 

This project has involved the following elements: Jewish teenagers arc recruited by their 
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synagogues, camps and youth· programs to become Madrichim - teachers, youth leaders or 

camp counselors in training. Through a specially designed program, these Mad.richim 

receive training and initiation into the field of Jewish education. They work in their local 

institutions and are supervised by the Madrichim Training Instimte, as well as by local 

supervisors in their home institution. 

The names of the Madrichim are placed in a national data bank. When these teenagers 

graduate from high school and go on to college, Jewish educational institutions near their 

college are informed that one of the Madrichim will be attending a university nearby. The 

local rabbi or Center director can make contact with the college student and tty to find 

educational employment for the student during his or her college years. Meanwhile the 

students anend an ongoing training program including courses, supervision and study visits to 

Israel. 

The "Careers in Jewish Education" performs the dual purpose of providing (prepared) 

avocational teachers for local Jewish institutions during the srudents' coll~ge years and 

inspiring some of the srudents to enter the field of Jewish education as a lifelong career. In 
addition the program helps increase the Jewish commitments and involvement of the students 

during their college years- and afterwards as well. This program bas been launched in 

coordination with the national denominations, the JCCA and the International Hillel 

Foundation. The project has been funded by a variety of foundations. 

ID. Community Mobilization 

One of the fundamental building blocks of the CUE as expressed in "A Time to Act" bas 

been mobilizing community support for Jewish education, at both the local and national level. 

At the local level, the CIJE has been involved in recruiting new leadership for Jewish 

education. This new leadership has been recruite.d in coordination with the local federation 

professionals and with intensive work by the CDE's own Board. Specific programs have 

been designed to raise the consciousness of local lay leadership about the importance of 

Jewish education. 

One project, for example, has been •adopting" local educational instirutions by-young 

leadership in local federations. In this program a local institution such as a communal 
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supplementary high school has served as a setting for local ·young leadership to discuss the 

fundamental issues of Jewish education while at the same time, increasing their involvement 

in the institution. This has given CIJE the opportunity to increase the knowledge and 

sophistication of local lay leaders about Jewish education. 

In addition, the CIJE bas been running Best Practices Seminars for local lay leadership which 

apprises this leadership of the latest work going on in Jewish e.ducation and gives these 

leaders a sense of significant developments in contemporary Jewish education, so that they 

can make more informed decisions. Moreover, the Goals Project as described elsewhere in 

this report, has been involved in the process of community mobilization. The Goals Project 

engages lay leadership in discussions about the purposes of Jewish education and indeed the 

purpose and goals of Jewish life in Nonh America. 

At the continental level, the CUE has been involved in mobilizing community support for 

Jewish education in a number of ways. One significant approach has been through its reports 

to the field, some of which are discussed in the section of this report on dissemination below. 

For example, the CITE has issued various "white papers" on specific issues within the field 

of Jewish education. The first was a repon on the personnel crisis in Jewish education which 

was based on the research conducted by the CUE in the three Lead Communities and shaped 

to create a national policy and agenda in the area of personnel development. This report 

helped dramatize the current weak situation of the Jewish educational profession by pointing 

out the problems in areas such as Jewish knowledge and financial renumeration in Jewish 

education, as we have discovered them in our research settings. Thus the CIJE was able to 

mobilize community support for a significant upgrading of the Jewish education profession: 

A second paper of a similar -sort was a commissioned repor1 on the economics of 

contemporary Jewish education which looked at the amount of money currently spent 

throughout tire continent and the way that that money is being utilized. This report made 

significant recommendations for rethinking the economics of Jewish education and has been a 

significant topic of discussion amongst the lay leadership of the North American Jewish 

community. Other reports have also looked at a variety of areas of interest to the CUE 

including the Israel experience, the goals of Jewish education and developing a research 

capacity for the field of Jewish education. 
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IV. Content 

A. Best Practices Projea 

During the past ten years the Best Practices Project has evolved and led to the creation of the 

Center for the Study of Jewish Education. 

[dear reader, choose one of the following two sentences:] 

The Center is locaterl at X university (Brandeis, Harvard, ITS, HUC ???) 

The Center is a free-standing project of the CIJE with ·its own staff and operations. 

Tiris Center has two emphases, research and implementation: 

Research 

This component has been the main business of the Center. It includes: 

a) Best Practices of today: The documentation, srudy and analysis of current best practices 

in Jewish education. Essentially. this bas moved forward with the work of the Best Practices 

Project as it was launched in the early years of the CDE. 

However, that work has been expanded as well by seeing the project as an ongoing research 

project in which the success stories of Jewish education are studied in depth and successive 

"iterations" of research are performed on each setting. 

It also bas meant convening conferences and consultations with those doing this research to 

try to discern panerns and implications of the aoalysis. 

b) The Department of Dreams: This is the area that includes developing all the ideas in 

Jewish education that people have written about and never had the means to try. In addition 

this "_depamnent" has commissioned "dreams"- encouraged people to invent solutions co 

problems and imagine new directions for Jewish education. 
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c) Best Practices of the past: Looking at those success stories of the past (e.g. Shragge 

Arian>s famous school) to see if we can reconstruct what was·don.e and why it was 

important. 

Practical Implications 

The second thrust of the Center has been to test out the practical implications of its work. In 

particular this has meant working closely with the Lead Communities as they try out the 

ideas discovered by the analysis of best practices. past and present and of dreams for the 

future, as well as exploring the Best Practices findings with lay leadership. 

B) The Goals Project 

One of the major initiatives launched by the CUE during this period has been the Goals 

Project. The purpose of the Goals Project was to work with institutions and communities to 

help develop a sense of direction and putpose for the educational enterprises of the instirution 

or the community. Much of Jewish education has been characterized by a lack of sense of 

direction and the Goals project has sought to address this difficulty. The Goals Project began 

with a sem.inar in Israel for communal leaders and professionals in the summer of 1994. At 

··-··" that session the basic concept of the project and its approach were explored. 

·--~ 

Following upon the summer seminar the CUE offered each of tbe Lead Communities a series 

of four goals sessions during the course of the next year. At these sessions the concept of 

goals was discussed and in each session an important furure piece of writing related to the 

issue of goals or a lecrure by a speaker was presented to the participams. These sessions 

were offered to all the institutions in the community. Based on the experience of the goals 

sessions during that year, a number of institutions in each community chose to be pan of a 

more intensive goals project that was launched over the course of the next five years. 

This Coalition of Goals-Oriented Institutions engaged in serious discussions around the issue 

of goals trying to determine and think about the underlying purpose of their educational 

institution. The educational institutions were assisted by CUE staff members and CUE 

consultants. These discussions revolved around papers written by the Educated Jew Project 

of the Mandel Instinue in Israel and other relevant papers and presentations. -
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The leadership of each institution was engaged in these discussions. and following upon this 

work, the other educators in the institution were involved in deliberations about what would 

it mean to translate these underlying goals into actnal educational practices. To help 

illustrate this idea the goals project studied various educational institutions (both of the 

present and the past) looking at those institutions' statements of goals and trying to see the 

way that those goals were implemented in the life of the educational program through visits 

or presentations. 

At the same time the Goals Project engaged the leadership of the major Jewish denominations 

and training instirutions in an effort to think about goals from the d~om.inational point of 

view. The denominations and training institutions were challenged to engage with the local 

instirutions involved in the CUE Goals Project to see if those national institutions could help 

the local institutions work on the issue of goals. Although the Goals Project began with the 

three Lead Communities specifically, leaders from other interested communities were also 

invired co attend and the Goals Project was one of those CIJE initiatives that was offered to 

the outer circle of CIJE communities and other communities involved in the continental CUE 

enterprise. 

N. Research 

A) Monitoring, Eval.uc.tion and Feedback 

One of CI.JE's important contributions to the world of Jewish education was the Moniroring, 

Evaluation and Feedback Project (MEF). During its first yea.rs !he MEF Project examined. 

the issues of community mobilization in the three Lead Communities, interviewed local 

educators for reports on the professional lives of educators and conducted the Educat0rs 

Swvey. The MEF Project gave feedback both to the three lead communities and t0 the CUE 

staff about the launch of the lead communities initiative. 

During the next years the MEF Project began to explore specific educational institutions 

within the community evaluating new programs from the point of view of goals and 

outcomes. In addition. the MEF project surveyed a number of educators and communal 

leaders as it tried to create a portrait of educational instirutional usage within the three Lead 

Communities. The MEF Project was of considerable interest to the outer ring_of CUE . . 
communities and to Jewish education in North America in general. 
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The MEF Project represented a model that CIJE·helped launch in a number of.different 

•- -· communities throughout the continent. Not only ·the educators survey and the professional 

lives of educators but the general approach to evaluation and feedback became a significant 

example as communities tried to improve Jewish education throughout the continem. 

.. __ .,,.. 

B) Other Research 

The CIJE has helped foster an appreciation of the importance of research and helped to 

broker foundations, Jewish education researchers (both in North America and in Israel) and 

researchers from general education in joint collaborations. These have included projects on 

teacher knowledge and teacher education, studies ·of the economics of Jewish education, 

qualitative studies of Jewish educational work; historical studies of Jewish educational 

projects, quanr.acative smdics of srudent achievement and knowledge, and policy studies 

related to the issues involved in community mobilization. 

There are currently a number of ongoing research projects that emerged out of the CUE 

efforts and include the founding of four centers devoted to Jewish educational research, one 

being the Center for the Study of Jewish Education mentioned above. Three other research 

centers for Jewish education have been established at universities or seminaries- each taking 

a different focus. 

V. Conferences 

The CIJE has been the catalyst for a series of conferences on important issues related to the 

field of Jewish education. These conferences have emerged out of the CIJE' s work in the 

field as well as through the intellectual work of the CIJE staff. These began in 1994 with the 

conference on "New Work in Supplementary School Education" which brought together 

people working in this area from a variety of instinirions. 

This was followed by the conference on "Evaluation and Assessment in the field of Jewish 

Education" which brought together academic researchers from both Jewish and general 

education as well as Federation leadership concerned with chis problem. "The Religious· 

Personality and the Challenge of Education" was a conference co-sponsored by-;the Lilly 

Endowment and brought together both Christian and Jewish perspectives and action projects 
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in this area. Following upon this was the conference oa "The F.conomics of Jewish 

Education" which involved Federations, major foundations and lay leadership. As various 

topics emerged in the CUE work, conf ereoces were held both to bring the best wisdom co 

bear on particular issues and to monitor progress in specific areas. 

VI. Publications and Dissemination of Materials 

The CUE has fostered the publication of significaru materials in Jewish education. These 

include the reports of the Best Practices Project, the research papers that emerged out of the 

MEF project, the literature on goals that went hand in hand with the Goals Project, along 

with the papers commissioned for work in the area.of goals (some of this in conjunction with 

the Mandel Institute in Israel.) 

In addition the CUE bas produced publications unrelated to the ongoing projects. These 

include a) the CUE newsletter which informs the field of its ongoing work, b) the 

publications of the various CIJE conferences mentioned above. c) a series entitled "Current 

Issues in Jewish Education" which are the public lectures of the CUE Board meetings in 

written form and related materials, and d) the various "white papers" mentioned earlier in 

this report. 

These macerials have been distributed through the CIJE' s own publishing program, through 

commercial and university publishers and through other nat1onal Jewish education 

organizations-- including JESNA, JCCA and CJF. New technologies such as on-line 

computer access to materials and CD-ROM publications have also been utilized. Finally the 

CIJE has presented its work at a variety of national conferences both for professionals and 

lay leaders. These have included the CJF General Assembly, the CAJE conferences and 

other research gatherings. 
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T H B C I J E - 1 9 9 4 W o R lC P L A N 

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 Col!\11\unity 
Leadership for Jewish education and Jewish continuity; 
developing a Research Agenda while at the same tillte securing 
funding for Jewish educational research. These so-called 
'building blocks' all involve major long-term i~provements 
in infrastructure for the North American Jewish community 
and so the Commission mandated the creation of Lead 
Cornl!lunities. These are development and demonstration sites 
where, by mobili~ing 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 l::>e possible relatively over time while the 
national in-frastructure was undergoing major reform. 

The CIJE Steering Committee is presently in the process of 
developing a multi-year strategic vision which will 
articulate clear goals and benchmarks in each of · the major 
areas of its vork with specific objectives in each area. 
This strategic vision will constantly be revisited and 
revised as CIJE begins· to engage its ovn committees in 
reviewing both direction and implementation. The first 
iteration of this multi-year vision should be completed by 
October 1994 and the 1995 annual workpl an of the C!JE will 
flow directly from this process. 

The 1994 Annual Workplan is, therefore, a bridge into this 
long-range process. It is anchored in the immediate 
realities of CIJE1 s present commitments but it also looks 
towards a much more focussed multi-year perspective. 

The second half of 1993 saw the major invest~Qnt of the 
resources of the CIJE in three 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 and of moving towards a 
Personnel Action Plan in each of the communities. 

A working hypothesis of this 1994 workplan i9 that 
while the Lead Com!l1unities remain key arenas !or development 
and ekploration ot critical issues tor North American Jewish 
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educatiou, CIJE's role is to eng4ge a much wider cireie ot 
communities in bene~itting from our experience in the Lead 
communities and trom our overall experience in Jewish 
eduoation. 

During 1994 this prinoiple will direct CIJE into f orgi ng new 
partnerships with an ever-widening circle of communities 
while brokering with national agencies in providing support 
to this process. 

* • • 

The following workplan must be regarded as somewhat 
tentative and ungrounded in prior experience. Lt 1s · an 
outli ne for 1994 priorities but doubtless will need 
modulation and revision as the year unfolds. In [ J will 
appear the date by which action should take place and those 
responsible for that action. 

Components of the 1994 workplan: 

A. 

B. 

C. 

o. 

E. 

f' . 

G. 

H. 

I . 

CI.TE POLICY•MAKING: STEERING COt(MITTEE, COMMI'l'TEE 
SYSTEM, BOARD, EXECUTIVE COMMITTEe. (p.3) 

DEVELOPING LAY LEADERSHIP FOR JEWISH CONTINUTTY (p.6) 

LEAD COMMUNITIES PROJECT (p.7) 

COALITION OF ESSENTIAL COMMUNITIES (p.9) 

BEST PRACTISES PROJECT (p.10) 

CONTENT (p, 11) 

RESEARCH (p.12) 

COMMUNICATIONS AND DISSEMINATION {p.13) 

1995 WORKP'r..AN AND BUDGET (p.14) 
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A. CIJB POLICY-KAXIHG1 Sffn.INO COMHI'l'TEE, COMM:I'l"l'BE 
SYSTRM, 80AJlD, 2DCC'HVE COMXITTBE. 

1. A Steering Comlllittee is co~posed of the Chair of the 
Board of the CIJE, committee chairs, core staff and 
consultants. The Steering Committee will meet five ti~es 
during 1994 and will develop a first iteration of a multi
year strategic vision for the CIJE. The 1995 annual 
~orkplan, derived from this strategic vision, will be 
presented for discussion to the September meeting of the 
steering Committee and thereupon to the October 1994 meeting 
ot the CIJE Board. AOH will staff the Steering Committee. 

Action needed: 

a. calendar for steering CoDJ.Jnittee for 1994 
including meetings at April and October board 
?neetings. 
(1/4/94: VFL] 

b. First 'Total Vision' draft. 
(3/1/94:BH] 

c. Succe£sive drafts at 1994 Steering committee 
meetings . 
(BH) 

2. C?JE Board Committees include all members of the CIJE 
Board. The committees are: Bu.ilding the Profession, 
Community Hobili2ation, content and ~esearch . 

As additional communities become part of the Coalition of 
Essential Communities, lay and professional leadership will 
be invited to j oin the CIJE committee etructure and, 
ultimately, the Board. 

These colT\lnittees are staffed by the core full-time staff and 
some consultants of CIJE and will meet at each Board meeting 
and at least once between each board meeting for a total of 
four committee meetings during the year. 

A committee workplan will be developed for each committee 
and will be approved for 1995 at the october board meeting. 
The 1994 interim committee workplan will be presented at the 
first meeting of each committee on April 20th. 

~ction needed: 
a. Division of Board members into committees 

( 1/ 21/94: MLM] 
b. Letter from Board Chair informing members about 
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committee process. 
(2/28/94: MLM] 

c. Allocation of staff to committees 
[l/4/94: Suggestion: Personnei - GZO 

Comrounity Mobilization - AOH 
Content - BH 
Research - Ada.inG] 

e. Letter rrom coDllllittee chairs to members about 
specific committee agenda. 
(3/8/94: Committee· chairs and committee staetJ 

d. Calendar for individual committee neetings 
[Chairs and staff, unsynchronized) 

e. Allocation of staff for regular briefing of 
Board members. 
[J/25/94:AOH] 

3. The crJE Board will roeet twice in New York, April 2Ist 
and October 20th, 1994. Board ~eetings wil1 be preceded by 
a meeting of the Steering Coll!ll\ittee in the afternoon (April 
20th and October 21st). For board metnbers, their first 
attendance at committees will be on April 21st. Staff will 
be assigned to all board meml:)ers so that each board fflember 
will be individually briefed both before each board meeting 
and once between each board meeting. 

Action needed: 
a. Prepare Board meeting 

(3/8/94: MLM/ADH/VFLJ 
b. Assignment of staff to board menbers 

.__,/ [3/l.7 /94 :ADH] 

... ... _. 

4. The ~xeoutive Committee of the Board will meet prior to 
each Board meeting and will be composed of committee chairs, 
officers and funders . The Executive Committee will revie~ 
and approve the budget of CIJE. 

Action needed! 
a. Develop new 1994 budget based on 1994 workplan. 

(3/15/94:ADH) 
b. Send out budget to Executive committee prior to 

April board meeting. 

s. Board communication will be through a quaterly CIJE 
'Letter from the Chair' to appear in June, September and 
December. In addition, board members will receive more 
specialized written briefing materials from the chair and 
staff of the committee on which they serve. 

Action needed: 
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a. Appoint writer for Chairman's letter with 
detailed timetable for each draft and mailing 
date. 
(4/1/94:MLM/ADH] 
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B. DEVELOPING LAY LEADERSHIP POR JSWISB CON'l'r.NUITY 

Thls is the systematic process of bringing more key North 
Amerjcan coram.unity leadership into our work. The 
commissions on Jewish continuity which are emerging 
natjonwide are the tirst targets for this undertaking. The 
emerging work of the Goals Project with lay leadership in 
the lead communities could form part of the content of this 
project. 

A plan wj)l be developed using the best of available 
resources (e.g. Clal) to build a replicable process for 
leadership develop~ent in a model comm.unity. The Board and 
Committee structure of CIJE should be used to bring new 
leadership into national involvement both as leaders and as 
funders. (Se e A above) 

Action needed: 

a. Fir st draft by June steering commi ttee 
( 6/2/94:ADH] 

b. Identify nev committee members before October 
Board meeting and bring to October meeting. 
[9/1/94tADB-Mt.M] 
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C. LEAD COMMUNITIES PROJEC'l' 

A large part of CIJE's work will continue to focus on the 
lead communities. In 1994 the lead communities will, from 
CIJE's perspective, be seen as test sites where 
developments, succeses (and problems) will be shared with an 
ever-widening circle of 'essential' co?!\11\unities. 

The work of CIJE as an intermediary eatal.yst for systemic 
chang& in MilwaUkee, Baltimore and Atlanta will focus on: 

1. strengthening the local lead comnunity wall-to-wall 
coalitions by meeting with lay leaders, rabbis and educa.tors 
in the community. The community ffiob1lization process will 
continue to require assistance and trouble shooting. A 
clear goal tor- CIJE is to have a fully committed top level 
inner coalition of Federation exec.- Community champion - LC 
professional in each community. 

2. Moving each community towards a Personnel Action Plan 
based on the November 1993 training session in Montreal • 
Final dates for the completion of the action plan are to be 
set together with the community, including the funding 
implications. 

Action needed: 
a. Individually negotiated written timetable for · 

personnel action plan in each community 
[4/15/94:GZO] 

3. Providing expert support and consultation for the 
implementation of the Personnel Action Plan. Examples are: 
in-service training programs for early childhood teachers, 
an Institute for day school and congregational school 
principals. 

Action needed: 
a. Plan for personnel action plans from CIJE's 

perspective. 
(4/1/94:GZO) 

4. Working with key lay and professional leadership on the 
articulation of institutional and community goals (Goals 
Project). A July seminar on Goals in cooperation with the 

7 
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Mandel Institute will he an important milestone in this 
a%"ea. 

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

consultation with Mandal Institute team 
(4/94: Dan Pekarsky) 

5. Provide guidanoe to the Monitoring, Evaluation and 
fo'ccdback support project. By February 1994 all communities 
wjll have reports on the Professional Lives of Educators and 
Educators survey data-gathering will have been completed. 
The report on cominunity mobilization for 1992-93 will also 
have been completed in all 3 comJQunities. 

ln January 1994 the first composite community personnel 
pro!ile for Milwaukee was cOlllpleted by Adam Gamoran and 
Ellen Goldring to be followed by Baltimore and then by 
Atlanta. 

In the light of the new intensive involvement in the 
communities by the CIJE core staff, the feedback function 
may require reevaluation. The MEF Advisory CoDIJnittee· 
(Profs. Coleman,· Inbar, Fox, Gamoran;Steven Hoffman, Alan 
Hoffmann and Annette Hochstein) .will taleconference and 
convene in August to discuss this and other issues and to 
approve the Sept.1994 - Aug. :1995 MEP' vorkplan. 

For action: 
a. Proposal for MEF Advisory Committee 

( 4 / 15 / 9 4 : AG ) 

6. Develop Pilot Projects, or Action-before-the-Action
Plan in each community. These are personnel initiatives 
whjch communities will adopt before they have a tully 
articulated and supported local perconnel action plan. 

Amongst the options proposed are! planful recruiting of 
Jerusalem Fellows and senior Educators; ongoing Leadership 
Institute for Principals; Basic JQwish literacy for early 
childhood professional; a seminar on goals in Israel. The 
communities informed CIJE which of these pilot projects they 
wish to undertake. CIJE will provide expe~t support from 
its own staff and assist communities, where appropriate, to 
obtain help from outside experts to build these projects. 

!720"39tld lSNI73GNtlW 01 



D. COALXTXON OF ESSENTIAL COMMUNITIES 

Th~ ~ission of the C~JE is to be a agent for systemic change 
for North American Jewish education. The key assumptions 
are that personnel development and community mobilization 
are indispensable to systemic change. Lead communities are 
test sites where both the notion of systemic change and the 
individual components of systemic reform can be developed 
and refined. This process, in varying degrees, can also be 
used in other comm.unities Where serious efforts are being 
made to ill'lprove Jewish eduoation. 

CIJE is committed to sharing its work with the entire North 
Am&rican Jewish community in a way which will make an impact 
as early, as quickly, and as ef!ectively as possible. 

A new coalition of those communities who have made a major 
cotDJn.i.tment 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 
meet their needs. An axa111ple of this is the 
sequence-which leads from multi-faceted research 
on the personnel situation in a given community 
through policy report and then to a personnel 
action ~lan. 
2, Mobilize ever-increasing key lay leadership 
for Jewish education . 
3. Become a powerful lobby in directing the 
training institutions and denominations to provide 
solutions to the educational needs of communities. 
4. Mobilize for changing the funding priorities 
of the North American Jevish community. 
s. Share in developments which may still be on the 
CIJE drawing boards. An example is the Goals project · 
for lay leaders and professionals. 
6. Enable CIJE to learn from individual community 
experiences. 

This coalition is liXely to include many of those 
communities who initially applied to become Lead 
communities. Many have made remarkable achievements over 
this period and the coalition ~ill become a place for 
sharing amongst like-minded 'essential' communities. Lead 
communities will automatically be members in the coalition. 

A first meeting should take place when appropriate with a 
small group of individuals responsible for Commissions of 
Jewish continuity in key communities to initiate the process 
of building the coalition. 
staff: AOH with SHH's guidance . 
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£. BEST PRACTISES PROJ!!CT 

A plan for the de~elopment of Best Practises anthologies was 
presented by Dr. Barry Holtz to the Board in August 1993 
(appendix 1). 

A plan will be developed which relates to the use of the 
Best Practises materials for personnel and lay leadership 
development in 1994 and brought to the Steering Committee. 

Action needed: 

920. 39!::ld 

a. Plan for use of Best Practise~ in different 
contexts. 
[4/94:BH) 
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1. Goalsi The Mandel conuuisaion deliberately avoided the 
issue of the goals of Jewish education. rn the past year 
in all the lead communities we have had requests for 
assistance in developing 'mission state~ents', \visions', 
and 'visioning'(!). 

In parallel the Mandel Institute in Jerusalem has, over the 
past 3 years, been engaged in a path.breaking project which 
examines different conceptions of the Educated Jew and their 
different implications for a Jewish education. The 
project is now at the stage where these deliberations can 
have significant impact on the setting of institutional 
goals and community goals tor Jewish education in North 
America. Community lay leadership on one hand and the 
training institutions on the otheT need to begin to grapple 
with this issue in a planful way. 

The Mandel Institute has agreed to provide help to CIJ'E in 
building this domain and Prof- Daniel Pekarsky will lead the 
project in North America. After a January consultation in 
Israel, this was a key topic of the February staff seminar 
in New York a.nd will lead to a seminar for selected lay 
leaders and professionals of the lead communities and the 
coalition ot essential eotnmunities in July 1994 in 
Jerusalem. 

Action needed: 
a. Develop a plan for the goals project 

[4/94: OP} 

2. Best Practises: See section E above . 
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G. RESEARCH 

The formulation of a comprehensive agenda for research for 
North American Jewish education is one of the three major 
recommendations of the North A~erican commission. At the 
moment CIJE is not involved in any planful process ieading 
to building the agenda for research, yet the MEF project is 
currently 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 communities is· raising many generalizable 
questions which ultimately will become part of the 
continental agenda for resea~ch. 

In order to develop a plan for building research and 
research capacity in this field, CIJE will have to consult 
with some of the hest ~inds in educational research, 
sociology and sociology of knowledge. Such a consultation 
should take place in September and should lead to a first 
iteration of a strategy to be presented to the octobar 
Steering Committee. Adam Gamoran and ADH will plan that 
consultation . 
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H. COMMUNICATIONS ANO DISSEMINATION 

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

In parallel a plan will be developed for tel)ing the story 
of the CIJE in a wide variety of contexts ranging from key 
lay leadership through professional educators, rabbis, 
eomrnunity professionals, the Jewish-press, the non-Jewish 
press, Jewish journals. etc. [Sandee]. This is in addition 
to the need to develop an internai communication program for 
the CIJE board referred to in A above. 

CIJE will also have to decide at which regional and nationai 
Jewish foru.ms - lay and professional - it wishes to app_ear 
and how rouch of our human resources to appropriate to this 
important but all-consuming area. An outline tor 1994 will 
be proposed to the Steering Committee in September [BH] 

The Lilly Foundation has proposed a high-level consultation 
between CIJE and leaders in American reljgious edu9ation 
during 1994 which Lilly will convene. We are currently 
awaiting a response frorn Li lly about the date. 

For action: 

6Z0'39tid 

a. Plan for wri tte~ col'lllllunications 
(4/1/94~SB) 

b, Plan for Jewish professional and lay f orums 
during 1994 
[4/1/94: BH ) 
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~i~~ arar~J worKplan 3/94 

I. 1995 lfORl:PLAN MlD BUDGET 

The 1995 workplan will flow from the work of the steering 
Committee and its articulation of a multi-year strategic 
vision for the CIJE. 

For action: 

a. Draft workplan (7/~4:ADHJ 
b. Second draft for steering Committee [9/94:ADHJ 
c. Final draft for October Board Meeting (ADH] 

14 
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MINUTES: CIJE LEAD COMMUNITIES SEMINAR· ATLANTA 

DATE OF MEETING: March 8-9, 1994 

DATE MINUTES ISSUED: March 21, 1994 

PRESENT: Janice Alper, Lauren Azoulai, Chaim Botwinick, 
Steve Che:r;vin, Ruth Cohen, Gail Dorph, Jane Gellman, 
Ellen Goldring, Roberta Goodman, Stephen Hoffman, 
Alan Hoffmann, Barry Holtz, Virginia Levi, Daniel 
Pekarsky, William Robinson, Ina Regosin, David Sarnat, 
William Schatten, Arnold Sidman, Louise Stein, Julie 
Tammivaara 

GUE;STS: Isa Aron, Shirley Brickman, Carol Ingall, Stuart Seltzer 

Genine Fidler, Seymour Fox, Darrell Friedman, Annette 
Hochstein, Morton L. Mandel, Rick Meyer, Ilene 
Vogelstein, Henry L. Zucker 

COPY TO: 

Prior to the first formal session of the meeting, the group heard an 
informative and entertaining introduction to Jewtsh Atlanta by Shirley 
Brickman, chair of "Creating Community," a project of Atlanta's Jewish 
Heritage Center. 

I. 

II. 

Introductory Remarks 

Alan Hoffmann opened the meeting, thanking the Atlanta Jewish Federation 
for its hospitality in hosting this meeting. He welcomed especially the 
following people, who were attending their first Lead Communities 
Seminar: Steve Chervin, Ina Regosin, Bill Robinson, and Arnie Sidman. 
He expressed Che apologies of Genine Fidler and Ilene Vogelstein of 
Baltimore, neither of whom was able to attend. 

Visions for Jewish Education: The Goals Project 

Jane Gelman and Louise Stein of Milwaukee served as chairs of the 
session. Louise opened the session, noting that Milwaukee has 
approached the Lead Community project with a belief that the setting of 
goals is an intrinsic part of systemic change. They consider it the 
third building block, along with personnel and community mobilization. 
Louise noted that one of the best gifts we could provide a community is 
the empowerment to move forward with a focus. She then introduced 
Daniel Pekarsky to make a presentation on vision and goals. 

Daniel noted that the goals project captures a vitally important 
dimension of the work of CIJE. In order for an educational institution 
co be effect.ive, it needs a driving conception of what it is trying to 
accomplish. For a Jewish educational institution, its vision would be a 
conception of a meaningful Jewish existence which would animate that 
ins~i~u~ion. A clear vision is indispensable to a thriving institution. 
The purpose of the goals project is to create a culture that appreciates 
vision and that will catalyze efforts to establish vision driven 
institutions. 
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When it is clear what an institution is trying to accomplish, it becomes 
relatively easy to detet"mine the curriculum and the skills and attitudes 
necessary to implement that curriculum. A vision provides the 
foundation for decisionmaking within an institution. Educational goals 
should be anchored in an underlying vision. A vision provides the 
institution with a basis for determining reasonable goals. 

In addition to helping with decisionmaking, a clear vision and 
accompanying set of goals provide a basis for effective assessment of a 
program. An institutional vision can help to energize the instit:ution 
as people who participate have a sense of what they are about and a 
belief in its importance. 

Daniel used the example of the role of "kitchens" in various kinds of 
educational institutions to illustrate the impact of vision. He noted 
that t:he underlying vision determines whether the kitchen is 
significant, to whom it is significant, the role of the teacher in its 
utilization, and whether a school has been successful in using the 
kitchen as its vision suggests that it should. 

Turning to Jewish education, and especially the congregational school, 
it was noted that typically there is no clear vision. There are 
sometimes mission statements, but if they are even shared with the staff 
they are usually vague and offer little guidance. In practice the 
curriculum, teacher training, and selection of personnel show 
programmatic incoherence . Practice is more often guided by a desire to 
keep the students engaged and under control. 

The following steps might be taken in order to help an educational 
institution become vision driven. 

A. Convince the institution that it needs co be vision driven. 

B. Work on an institution-wide basis to develop a guiding vision. The 
central players muse believe in it. It must be compelling and 
energizing. 

C. '\Jork together to translate the vision into educational terms. 

D. Find the right personnel to carry out the vision. 

It was noted that this is not an easy task. It requires time and 
commit:ment. It is particularly difficult: in a congregational setting t:o 
develop a clear vision, because the more definite it is, the more likely 
it is to leave some people out. 

The goals project proposed by CIJE is intended to foster appreciation 
for the importance of developing an animating vision among the 
leadership of coimnunities and institutions and to catalyze efforts to do 
so. It will bring community leaders together to encourage the 
development of institutional visions and goals. 

CIJE is now in the process of developing a library of materials relating 
to vision and goals. It will include materials which focus on theory 
and strategies and will provide examples of vision driven instit:utions. 
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The proposed summer seminar is intended to foster an appreciation of the 
concept of vision driven institutions among lay and professional 
leadership. In addition to deepening the appreciation of the role of 
vision among participants, it will provide them with opportunities to 
encounter examples, to look at obstacles and challenges to transfonning 
vision to meaningful practice, and to plan together. 

It is intended chat the summer seminar will be followed by a series of 
local seminars to occur in each Lead Community during the 1994-95 
academic year. These will be for representatives of individual 
educational institutions in each community. Conditions of participation 
will include an agreement to attend regularly and to send a core of 
people from a particular institution who can take the ideas back and 
work on their implementation. Based on participation in these seminars, 
CIJE may decide to propose the establishment of a consortium of vision 
driven institutions. 

In the dis'cussion that followed it was agreed that there are many steps 
that can be taken toward the upgrading of personnel while work on 
institutional visions is under way. ~ork should continue on a personnel 
action plan and on the f irst 5tages of its implementation while work on 
vision is undertaken in parallel. The two are complementary and both 
are necessary to bring about srstemic change . 

On further discussion about the concept of a consortium of vision driven 
institutions, it was noted that this is an idea in its very early 
st:ages. It will be thought through in more depth during the Jerusalem 
seminar and, if it remains a serious approach, will be developed for 
discussion in the communities during the coming year. At present, the 
goals project is intended more to enhance community mobilization than 
develop personnel. Clearly, the two will intersect i n the future. 

At the conclusion of this session it was agreed that many important 
issues had been raised. It was noted that this issue will continue to 
be discussed in the months ahead. 

III. The Conuegacional Supplementary School: Reflection and Direction 

Bill Schatten of Atlanca chaired this session. He began by introducing 
the three presenters: Carol Inga l l , who is completing her Ph.D. at 
Boston University, was a researcher on the Best Practices in 
Supplementary Schools Project and former director of the Providence 
Bureau of Jewish Education; Stuart Seltzer, Principal of the Chizuk 
Amuno Religious School in Baltimore, a school identified in the Best 
Practices volume; and Isa Aron, Professor of Jewish Education at the 
Rhea Hirsch School of Hebrew Union College in Los Angeles. 

A. Carol lngall described an effective school which she encountered in 
her work on the Best Practices Project. This was a Conservative 
congregational school which at one time had 700 students and now has 
100. Students meet three ti.mes each week for two hours at a 
session. 

The goals of this school ar e clear and pervasive. There is 
agreement chat prayer is very important and that an educated Jew 
knows how to behave in a synagogue setting. There is a clear 
expectation that students will pray together and that their families 
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will join them in their learning. The rabbis and cantor are 
involved in the school and are aware of che role of the school in 
the total life of the synagogue. Older students serve as Torah 
tutors for the younger students and are honored for doing so by the 
total congregation. Ihe vision of the school is visible. 

This is a serious educational institution where staff development is 
expected and a written curriculum is shared with the parents. 
Parents have become involved in teaching electives at the middle 
school level. 

The most important element in creating the culture of the school is 
the principal. The principal is a serious Jewish professional who 
ca.me to the job having had secular education training. The 
synagogue and the local bureau joined with the principal to help 
cover the cost of a master's degree at JTS. 

This is an educational institution that has a clear vision, has the 
involvement of the clergy, and does well what it has chosen to do. 

B. Stuart Seltzer, Principal of Chizuk Amuno Religious School, t:hen 
spoke of his school, identified as exel:llplary by the Best Practices 
Project. 

He began by discussing the concept of myth -- a story we tell 
ourselves about ourselves. A myth tells who we are and what we can 
become. He noted that the supplementaey school has been held 
captive by a negative rnyth. He believes that the role of the 
principal is to make a new myth -- to revitalize the religious 
school community. 

This school works within a context characterized by the following: 

1 . Commitment to content does not mean that learning must be 
boring. 

2. Synagogue education is family education. 

3. The lives of the educators and students are bound together. 

4. The teachers are professionals for whom teaching is their life's 
work. 

S. The students' lives are changed by the experience. 

He noted that the principal's role is to live the myth, or "vision," 
of the institution in order to inspire. He must provide optimism, 
passion, and support. If the myth maker is successful, everyone in 
the school should be able to tell the story . As personnel are 
identified and hired, they JJIUst be people who are committed to the 
school and its vision. 

Staff development focuses on the importance of a staff growing and 
changing together. The staff is a coI11J11unity of learners who study 
and learn together. The te~chers work together in teams and share 
their special skills. 
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This congregacional school is unique in thac it shares space with a 
day school. Many of the teachers also teach in the day school and 
there is a close working relationship between the two. 

The school works to develop a sense of community . Its programs for 
families validate what is happening in the classroom. 

C. Isa Aron spoke of a project of che Rhea Hirsch School of Hebrew 
Union College, an experiment aimed at reconfiguring the 
congregational school. 

During a year of planning, the Rhea Hirsch School learned that 
relatively few of its education graduates found themselves satisfied 
by work in congregational school education. Many felt that they had 
taken their schools as far as they could go, but that "good enough" 
was not satisfactory. Schools were running smoothly, but with 
little depth. People who were satisfied with their congregational 
school experience had very low expectations. Based on this sort of 
information, it was suggested that perhaps rather than simply 
preparing people for the field, HUC's mission should be to change 
the field. 

They began to look at such questions as "What would it take to go 
from good enough to outstanding?" It was noted that che problems of 
religious school go beyond what is lacking in educators and 
materials. It is an issue of attitude among congregations. Studies 
should be woven into the fabric of congregational life, not simply 
relegated to a school. The model of Jewish education in 
supplementary schools today was developed in 1910 to reflect the 
kind of education undertaken in Christian religious schools. It is 
questionable whether the same model applies today. 

It was suggested that the primary goal of religious education today 
is enculturation rather than instruction. Ic is to "create Jewish 
souls" more than to transmit information and develop skills. 

With this in mind, HUC has invited five congregational schools to 
participate in an experiment. In each of the selected religious 
schools, the culture is communal and collegial. Toe educators are 
part of a team. Each of the five schools will rethink its 
educational goals and the structures for reaching those goals. HUC 
will provide advisors and prescribe process, but will not prescribe 
content. Ic is anticipated that each of the five schools will come 
out looking quite different from the others. 

D. D,i,scussion 

In the diSCUS$ion that followed, it was noted that the 
congregational rabbi plays a pivotal role in each of the models 
described. Any personnel action plan must consider the role of the 
rabbis. It was suggested that this conclusion should be shared at 
gatherings of rabbis sponsored by the denominational movements . 

It was noted thac transforming communities has to be done on the 
strength of inspiring individuals. This is an important concept to 
keep in mind as we crain educators. 
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IV. Community Updates, Issues and Concerns 

A. Milwaukee 

l. Personnel 

Milwaukee has completed both the qualitative and quantitative 
surveys of personnel and the data has been analyzed. An 
incegrated report on the professional lives of educators has 
been completed and submitted to the community. A community 
action team on personnel has received the integrated report. 
The coIIIJllunity is now working on a plan for broader 
dissemination. 

A team of CIJE representatives recently met with a group of 
community leaders to discuss how and when to disseminate the 
report. The challenge is to find a way to present data which 
might be interpreted negatively in a way chat portrays positive 
solutions and opportunities for the coDU11unity. 

2. Other Action Areas 

In addition to the personnel action team, Milwaukee is moving 
forward in three ocher areas. A teen action team has recently 
begun work on a broad-based strategy to link formal ar<d informal 
education opportunities for adolescents. Work is under way to 
recruit participants in a family education committee. A 
resource development team is reviewing structures now in place 
for raising funds to support continuity activity. 

3. Communication 

The CIJE committee is working with federation P/R staff to help 
raise community awareness of the CIJE committee activities. The 
first outcome will be a periodic newsletter. 

4. concerns 

Milwaukee's major concern at the moment is that the wall-to•wall 
coalition originally developed to work on chis project has 
become unwieldy. It is too large and involves too many people 
who are not actively involved. It is hoped that the larger 
group will be helpful in dissemination, but there are concerns 
about the lack of involvement of a portion of that group up to 
now. 

5. Discussion 

It was noted that while federation leadership has involved 
itself in funding of this project, there is relatively little 
ocher interaction. The project has baen something of a 
stepchild to the federation. It is important now to engage 
federation leadership to advance this agenda. 
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B. Baltimore 

Since September there has been a series of meetings of the CIJE 
coalition and related focus groups. A priority has been to clarify 
CIJE's role in the community with a variety of community groups. 

Baltimore is working in three areas: 

1. Yhat is the target population: which fields and which educators 
to work with. 

2. What are the critical personnel challenges. 

3. What are initiatives to respond to the challenges. 

The preliminary results of the educators survey should be in 
Baltimore before the end of March. A subcommittee will review the 
data and draw some preliminary conclusions. Their goal is to look 
for "I"@d flags." They plan to identify additional areas for cross 
tabulation with a goal toward completing analysis by the end of June 
and beginning work on a personnel action plan. Baltimore hopes to 
have a draft: of an action plan by the end of August. 

It was suggested that t:he summer may be a difficult time during 
which to mobilize educators to work on a plan. 

Federation leaders have shown an interest in the work of the CIJE 
committee and efforts are under way to integrate the CIJE process in 
the Federation's strategic action plan. 

In an effort to move ahead with action before the action plan, a 
project known as Machon l'Morim has been identified as a CIJE 
project. The project, funded by a private Baltimore foundation, 
involves twelve teachers from area schools (both day schools and 
congregational schools from aeross the movements) in an intensive 
training program on t he teaching of Tefillah. Chaim Botwinick will 
circulate a summary of the project to seminar participants. 

In addition , Baltimore has received a grant to support a fall 
conference which will most likely focus on best practices and 
monitoring, evaluation and feedback. 

c. Atlanta 

1. The Atlanta Federation has allocated $50,000 to the Israel 
Experience Committee and will be sending two groups of youths to 
Israel this summer. 

2. Atlanta is identifying new funds to support continuity and 
education. 

3. Steve Chervin, who was present at the seminar, has recently been 
hired as director of the Council for Jewish Continuity. 

4 . Federation has approved a proposal to hire a Jewish educator for 
the JCC . 
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5. Decisions have been made regarding the governance of a 
supplementary high school. 

6. It has been determined that the mission of t:he Atlanta Jewish 
library will be Jewish education. 

7. Issues of concern include: 

a. that Atlanta has not yet received data on the educators 
survey and, 

b . that the community is not sufficiently aware of the CIJE 
project. 

~ith respect to the issue regarding survey data, it was 
suggested that a conference call be scheduled with Ellen 
Goldring to clarify timing of the results. Once the data has 
been received, it is expected that a small committee will take 
an initial look at it and determine how to proceed. 

v. Next Steps in Creating a Personnel Action Plan 

This session, chaired by Gail Dorph and Barry Holtz, considered what an 
action plan might look like at the end of the planning process. 

A. Case 1: Early Childhood 

Based on data now in hand, we know that early childhood educators 
generally work full time and rely heav1ly on the income from this 
work. They receive few if any benefits and, as a group, have less 
Judaic knowledge than other Jewish educators. 

Participants were asked to imagine that early childhood has been 
identified as a critical area for community accention. One seep in 
an action plan mighc be t o hold an early childhood institute for 
teachers and directors of early childhood units. Directors are 
included because we know that if they ara not committed to a 
particular approach, it will have a low likelihood of success. This 
institute would offer opportunities for early childhood teachers to 
increase their Judaic knowledge and pedagogic skills at the same 
time. This should provide them with Judaic ~-nowledge at the same 
time as it suggests a process for translating it into their 
educational settings. 

The following chart was then presented: 

A CASE FOR EARLY CHILDHOOD EDUCATION 

Teachers 

Directors 

Judaic and pedagogy 

Support teachers and 
families working toward 
Judaic content and 
aonosphere in the school 

Supports: salary increments and comp time 

Attitudes toward Judaica 

Attitudes toward Judaica 
and importance of early 
childhood as entry point 
co Jewish education 
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The chart indicates that we are dealing with a system, both for 
teachers and directors. In order to support such an effort we might 
offer salary increments for attendance as well as compensatory time. 

Discussion of the concept raised the issue of licensing and 
standards. In the past, co1DD1unities have not responded favorably to 
the setting of standards . This is something that can be discussed 
again in the future, and probably should be part of CIJE's broader 
role in building the profession. 

A question was raised regarding whether this model refers to day 
care or nursery school programs. It was suggested that in Jewish 
education, where the early childhood program is often the most time 
a child spends in a Jewish environment, we may not want to 
differentiate between the tvo. 

It was noted that the discussion was focusing heavily on planning, a 
critical step in the process of moving toward action. However , the 
goal of this exercise is to assume the planning has been done and to 
begin to think about what action might be undertaken . 

.&. Case 2: Supplement.ary School Teacher§ 

The data shows that supplementary school teachers are overwhelmingly 
part time, that approximately half of them have degrees in general 
education, and that very few have degrees or certification in Jewish 
studies. Because of the part- time nature of their work, salary is 
not as significant a factor as with earl y childhood educators. 
However, benefits, salary, and job security are all factors which 
would help to keep people in the tield. There is some sense that if 
it were poss i ble to offer full-time jobs , more people would be drawn 
to this field. Thi s is a stable, committ ed t eaching force. 

The role of the supplementary school princ ipal is critical in the 
training and general quality of the teachers . 

Given this scenario, one approach to working with supplementary 
school personnel might be to offer Judaic content courses either 
through a local university or under the guidance of local rabbis. 
Another approach might be school•based staff development with Judaic 
and pedagogic content combined. Peer coaching might also be 
undertaken, either within an individual school or across 
institutions. ln any case, the leader of the school must support 
any approach. Perhaps the principal could devote staff meetings to 
staff development rather than administrative matters. 

In discussion it was noted that, in light of the centrality of the 
principal, early seeps should be taken to work with supplementary 
school leadership. It: was agreed and discussion turned briefly to 
the proposed Principals lnstit:ute now being planned for October. 

It was noted that these were two examples of how a community might 
proceed once it decides what its highest priorities should be. As 
CIJE grapples with its role relative to that of the communities, it 
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is leaning toward serving as a broker to bring expertise to the 
communities . Each community will identify its own priorities , with 
resources coming from CIJE, which will clearly articulate its own 
biases and emphases . 

It was suggested that a seminar in best practices in congregational 
schools be developed for the rabbis in each community as one way of 
linking several of the themes raised in the previous sessions . The 
role of the denominational movements in any such program should be 
explored. 

VI. Concludin& Rem.arks 

In a brief discussion about the seminar just concluded, it was generally 
agreed that this format worked well. 

It was suggested that , in light of the face that each community is at a 
very different point in its work, fewer joint meetings will be held in 
the future. We will work toward holding two meetings each year with the 
next to be scheduled for early October in Milwaukee. The week of 
October 3 was proposed, wit h Konda.y and Tuesday of that week as primary 
targets. If that does not work, we will aim toward the week of Octobe r 
24. While there will be opportunities to meet around sessions at the 
GA, there will not be a separate Lead CollIII!unities seminar in Denver. 
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MINUTES: CIJE STEERING COMMITTEE 

DATE OF MEETING: March 15. 1994 

DATE MINUTES ISSUED: March 29. 1994 

PRESENT: Morton Mandel (Chair), John Colman, Gail 
Dorph, Stephen Hoffman, Alan Hoffmann, Rarry Holtz, 
Daniel Pekarsky, Charles Ratner, Esther Leah Ritz, 
Richard Shatten, Virginia Levi (Sec'y) 

Copy to: Seymour Fox, Adam Gamoran, Ellen Goldring, Annette 
Hochscein, Henry Zucker 

I. Master Schedule Control 

A calendar of meetings for the remainder of 1994 vas revieved. All sub
committees are. scheduled t~ meet in New Yor~ on Thursday, April 21, and 
again on October 20 and each will decide at t:he April meeting on a 
schedule of incerim committee me~ings. 

II. Review of Minutes of January 4, 1994 

A. The central elements versus syscemtc cha.nge 

It was noted that che idencification of the need for one or mo~e lay 
champions, and a full time local professional committad to syseemic 
change ~n Jewish education is the result of our experience in the 
lead communities. It was poinced out that che report on Best 
Practices in Supplementary Schools also indicaces chat the same 
three elements are es&ential even at the level of an individual 
institution: a committed rabbi, lay leader, and professional. This 
way, general tiheory of change in Jewish education. 

It: was suggested thac. over time, our exper1.ence may identify other 
elements which are necessary to bring about change. Ue were reminded 
th.at: these elements are necessary, but roe sufficient for systemic 
change. 

B. Communications/public relations 

200.39tld 

It was reported that the text of a brochure on CIJE is now being 
developed with the goal toward production by the April board 
meeting. Ue are also developing a communications program and 
vorking co identify someone to carry it out. A draft communications 
plan will be prepared for review by the Steering Co111D1ittee ac its 
April raeeting . The draft should list desired outcomes and proposed 
methods of achieving them. It was also noted that communication is 
really part of the educational process of mobilizing community 
leadership. We should see the issue of CIJE's image and our 
communications strategy working within chat perspective . 
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Assignment 

C. Funccional co1IU'llittees 

1. Ye will wait to appoint vice-chairs of the committees until 
after they have met and we see if a logical choice for each 
emerges. This may also be an opportunity to recxuit additional 
committee and board members. 

2. Alan vill coordinate the process of drafting a vision and work 
plan for each committee by the end of March. This will become 
the basis for discussion by each of the committees on April 21. 
Alan will also prepare a "generic agenda" for each committee co 
ensure that each follows the same general approach. 

It was noced chat commiccees may decide co work together on 
certain issues in the future. Another way to handle overlap is 
for che staff and steering committee to be kept informed of what 
is happening in each of the committees. This should also become 
a regular agenda item for future meetings of the Steering· 
Coromittee. 

D. Schedule tor April 20-21 

1. The Steering Committee will meet on Yednesday, April 20, 11:00 
a.m. to 5 :00 p .m. at: the CIJE New York office, 15 E. 26th 
Street. 

2. April 21 vill be scheduled as follows: 

8:30 - 10:00 am 

9 : 30 

10:00 - 11:00 am 

11:00 - 1 :15 pm 

1:30 - 3:30 pm 

Executive Committee 

.Board gathers 

Full board gathers for 
introductory remarks and 
study session 

Collllllittee meetings (box 
lunches) 

Full board meeting 

3. In the future, we plan co schedule meetings as follows: 

Steering Committee 
Executive Committee 
Evening Lecture 

800.391:ld 1SNI73ONt:!W 01 
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O.Ssignment 

.ssignmenc 

F. 

Morning 
Lunch 
1:30 • 3:30 

Committee Meetings 
Full Board 

Board Meeting 

~e plan t.o invite commission members and other guests to che 
October meeting. 

E. Update on Goals Project 

Daniel Pekarsky reported th.at we hava a preliminary plan· of 
action for the goals project. le begins with a seminar in 
Jerusaleni on July 10 - 14, 1994 for lay and professional leaders 
from · individual communities. One important purpose ·of this 
seminar is to develop local advocates who will recruit ochers 
from their communities co participate in a local series of 
seminars on goals to take place during che 1994-95 academic 
year. 

On the horizon is che possibility of establishing a •consortium 
of vision driven institutions." This will be a group of 
institutions that meet criteria sec by CIJE. CIJE will also 
train people to ace as trainers in their own communities. 

Lay leadership development 

Alan will draft a plan for the developmen~ of lay leadership co 
join the ClJE bo~rd. This plan ~ill cake into account 
geographic, age and ideological factors. 

III. CIJE Total Vision 

The first draft of a total vision for CIJE, in the form of a report for 
the year 2004, was reviewed. le was suggested that the nexc draft 
include a statemenc of ClJE's mission in the incroduccory section. It: 
should reflect desired goals, perhaps including quancicac1ve outcomes. 
The introduction to the document should also note chat it will undergo 
several iterations before it is adopted. 

The total vision vill be redrafted for the next meeting 
of t he Steering Committee. Following are some key points and 
assignments that resulted from the discussion. 

A. The correlation of essential schools and the accelerated schools 
program, experiments in general education, should be described and 
discussed at a future SLeering Commitcee meeting. 
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Assignment 

B. CIJE's relationship eo other national agencies should be thoughc 
through and articulated. 

C. Ue should keep in mind chat local communities will have a broader 
agenda than CIJE. CIJE's task is to remain focused on the 
identified building blocks . 

D. Richard Shatten agreed to review che literature on complex community 
change and identify material thac would be useful to this group. 

E. It might be interesting to t:he ~oard to hear presentations on major 
themes and change an innovation i n general .education. Possible 
speake~s include David Cohen and Ted Sizer. 

F. We should find out what stance programs such as the Correlation of 
Essential Schools and the Accelerated Schools progTam take toward 
charging a fee and consider whether CIJE will wish to do so. 

C. The document should reflect CIJE's rolQ as a catalyst and the 
importance of involving other institutions in the delivery of 
service. 

H. By the year. 2004 CIJ£ should have initiaced and be in the middle of 
a longicutional study of the impact of our work. 

IV. Discussion of Lead Communities 

It was no~ed chat CIJE ' s goal is systemic change in Jewish education 
in North America, not simply to impact Jewish education in chree 
communities. Ue should use the lead communities to help us design 
successful models and innovative approaches and then move qu.ickly to 
dissemination and piloting beyond che three. 

It was agreed chat as we identify additional communities with vhich to 
co work , we will need to have in mind a sec of criceria for selection, 
including the presence of the three critical leaders committed to the 
cencralicy of improving Jewish education. Another criteria might: 
include a commitment co developing and implementing a personnel action 
plan and the presence or willingness to work coward vision-driven 
institutions. In addition to "affiliate communities," which meet a set 
of basic conditions, we might also identify "pre-affilaces" vith which 
we would work to help chem meet t:he necessary conditions. T~ pre
conditions should be such that, once met, a community 1s a long way 
coward reaching CIJE's goals . 

CIJE will also work coward holding national conferences co which all 
inceresced communities Yill be inviced. This would provide our means to 
broaden the impact. This is also an important part of mobilizing 
col!l111unity support, a major element of CIJE's mission. 
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V. 

In a discussion 0£ th& difference between the role of CIJE and tbac of 
service delivery agencies such as JBSNA and JCCA, ic was suggeseed that 
agencies have as their mission t o service an entire constieuency through 
the application of specific resources. Once CIJE has identified 
comm.unities which meet a sec of standards and criteria, che service 
delivering agencies can play a significant role in helping communities 
co build their capacity. 

Getting more speci£ic about the criteria for selection, it 
was suggested chat a community must have at least a federation executive 
and major lay champion committed to improving Jewish educacion. In 
addition, a community muse have at least a commitlllenc co putting a £"41-
time professional in place to drive the process. 

'the following "rules" were list:ed at the conclusion of this 
discussion: 

1. ~e are oriented toward development and building of replicable 
models, not service delivery. ~e select communicies that can help 
us meet our go~ls. 

2. The communities we select will be ready co be full partners bec:ause 
we will help diagnose "holes" and prescribe solutions. 

3. We will work wi ch each community on the modules we have developed, 
e.g., goals project, best practices, educators survey , etc. 

4. Our role is to help co1M1unities develop the capacity to build che 
profession and mobilize community support for systemic change. 

1994 York Plan 

A draft 1994 work plan for CIJE was reviewed and it was 
agreed that on the basis of input from the commitcee, Alan will prepare 
a new draft. 

The following suggestions and assignments resulted from the 
discussion. 

A. Committee staff will work with their chairs to prepare lecters to 
committee members outlining the purpose and agenda of each 
committee. These should be ready for mailing by April 5. 

B. Issues for executive committee agendas include budget, the funding 
process, staffing of CIJE, and legal issues . 
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Assignment:. 

\ssignment 

C. A periodic chairman's letter co the Board will be dra£t:.ed by Barry 
and Gail on an alternating basis. 

D. Leadership development can be broken down into the following target 
groups: 

l. CIJE board and co111111iccees 
2. Affiliated communities 
3. National agencies 

E. A small group of CIJE board members need to be identified as our 
initial target for development as more active participants in the 
CIJE process. 

F. We will work with che lead communities to ensure chat the local lay 
leadership of the CIJE process meets our standards. In addition, 
Alan will talk with the appropri~ce people in potential affiliated 
communities about lay leadership to their processes . 

G. Ye will develop a list of candidates for the CIJE Board and include 
on it Sissy Swig of San Franscisco. 

H. In May, Lester Pollack will be succeeded by Ann Kaufman as President 
of JCCA. At that time, we will invite Ms. l:{aufman co join the Board 
and serve as vice-chair, and ~ill ask Mr. Pollack to remain on the 
Board. 

I. Ye will consider appointing a Board member t:.o help us develop a 
broad plan for communications. Gershon Kekst is a potential chair. 
Mort Mandel will ask him to serve or, if he is unable to do so, to 
recommend a chair. The first task of this committee would be co 
articulate the outcomes we seek. 

J. Ye should consider recognizing a Board member for special service at 
each of our meetings. ~e might wish to consider David Hirschhorn as 
our first candidate. 
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Draft t2 - June 28, 1994 

> 
CJF - JESNA - CIJ! AGUIMENT TO STRENGTHEN THE CONTINENTAL 

PARTNERSHIP TO PROMOTE JEWISH CONTINUITY 

I. Objective: to provide leadership for tbe North American 
Jewleh community in it■ Jewish continuity and educational 
endeavors by strengthening the partnership among CJF, JESNA, 
and CIJE 

II. The CJF Special committee on Jew~sh Continuity 

A. CJF will establish a Special Committee on Jewish 
Continuity, in partnership with JESNA and CIJE 

B. The special committee will be accountable to the CJF 
governance system 

c. 

D. 

E. 

F. 

The 
1. 

2. 

role of the special committee will be to: 
monitor, facilitate and encourage collaboration in 
the activities of CJF, JESNA, and CIJE aimed at 
stimulating, guiding, and assisting initiatives.of 
the federated system for Jewish continuity, 
including: 
a. gathering and disseminating information 
b . consultation 
c. meetings, conferences, and networking 
d, lay and profession.al leadership development 
e. publications 
addreas strategic policy issues relating • to 
developing and implementing the Jewish continuity 
agenda 

The member1hip of the special committee membership will 
include: 
l. repreaentativea of local federations and 

2. 

3. 

4. 

continuity commiaaions 
representatives of the national leadership of CJF, 
JESNA, and CIJE 
representatives of other national agencies that 
play important rolea in the federated eyatem's 
continuity efforts (e.g., JCC Association, NPJC) 
outstanding individual leaders identified with the 
effort to promote Jewish continuity 

A •continuity cabinet,• comprised of · a select group of 
committee members, will have primary responsibility for 
developing the . committee's agenda 

The full committee will meet not less than twice a year 
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G. JESNA and CIJE will serve as the secretariat for the 
committee, with specific staffing .arrangements to be 
worked out in conjucntion with CJF 

> 
H. The committee will in the course of its work consult 

regularly with other bodies and groups deeply involved 
in the work of Jewish continuity, including especially 
the religious movements 

I, The committee will establish .a profesaional adviaory 
group, consiatinq of key educators and communal 
professionals drawn from local communities, the 
religious movements, and national a9encies 

J. The committee will oversee the planning of Jewish 
education and continuity programs and aeeaione at the 
CJF General Assembly 

K. 

L. 

The committee will convene periodic ~leadership 
assemblies on Jewish continuity,ff bringing together a 
broad range of top level lay and profeeaional 
leadership, to assess the stat~ of the total 
comrnunitr•s efforts in the area■ of Jewish education 
and cont nuity and to recommend directions for future 
action 

> The committee will oversee thoae components of CJF's 
national foundationa initiative that relate to Jewish 
continuity 

III. Working relation■hip■ s To complement and Qndergird the work 
of the CJF Special Committee on Jewish Continuity, CJF, 
JESNA, and CIJE will strengthen ' their ongoing working 
relationship through enhanced communication, coordination, 
cooperation, and collaboration 

A. J!SNA's Executive Vice President will serve as a member 
of CIJE'a Steering Committee 

B. The profea■ional staffs of JZSNA and CIJE will meet 
regularly, beginning with a full day retreat in 
September 19.94, to share information and plan for 
mutual aupport and collaborative initiative■ 

C. Mechanisms will be eatablished to ensure ongoing 
contact and conaultation on a day-to-day basis among 
the staffs of CJF, JESNA, and CIJ! in areae of mutual 
interest 

D. Working relationships with other organizations will be 
developed as needed 
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IV. The North American Commission on Jewish 
Continuity 

Identity and 

A. The Commission and its working groups will prepare 
reports and recommendation to the North American Jewish 
community in time for the CJP' General Assembly in 
November 1994 

B. The leadership of the Commission will also prepare a 
se~ of recommendations to accompany these reports that 
will propose appropriate and feasible mechanisms for 
carrying forward the work of the Commission after this 
date 
1, Al part of their recommendations, the leadership 

will identify and seek to enlist the agreement of 
existing organizations to assume responsibility 
for further developing and implementing specific 
recommendations of the Commission 

2. CJF, through its Special Committee on Jewish 
Continuity, together with JESNA and CIJE, will 
assume responsibility for ensuring the further 
development and implementation of a number of the 
Commiasion's recommendations 

c. The Commission itself will cease to function after 
Noyeraber 1994 

D. Members of the Commission will be invited to 
participate in the Leadership Assemblies to be convened 
by the CJF Special Committee 
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Ml - CIJE CONSUL TING RELATIONSHIP 

v 

A. The Mandel Institute consults with the CIJE through its director in the following 
areas: 

1 . Monitoring and Evaluation 

2. The Goals Project 

3. Personnel development 

4. Fundraising 

5. Additional assignments as agreed upon by both parties 

1 . Monitoring and Evaluation 

a. Ml will help guide the MEF projects as follows: 

1. Review program, written reports, and workplans, in consultation with 
the advisory board formed by Ml for that purpose. 

2. Advise with project staff as requested. 

3. Help in interpreting the project to David Hirschhorn. 

2. The Goals Project 

a. The goals project is a product of Mi's Educated Jew project and is being 
experimentally applied by the CIJE. Ml will guide this experimentation 
through: 

1. Preparing CIJE staff for the assignment. (Prof. D. Pekarsky) 

2. Obtain endorsement for the validity of implementation plans by the 
authors of the material. 

3. Participate in the experiment as agreed upon by both parties. 

3. Personnel Development 

a. Consult with the director. 

b. Assist with the preparation of personnel plans in coordination with Mi's 
efforts in this area. 

c. CIJE will assist Ml in covering the appropriate U.S. mechanism for the 
joint development of its U.S.-related senior personnel training activities. 
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Fundraising 

a. Ml will help plan, develop and implement a fundraising strategy. 

b. SF will undertake fundraising assignments as agreed upon by both parties. 

c. SF will participate in the ongoing monitoring of CIJE's fundraising efforts, 
together with the director and the Chairman of the Board. 

5. MO 

a. All assignments will be undertaken through and with the director with 
ongoing reports to the Chairman of the Board. 

b. Ml will sign off on all CIJE public documents in the above areas, prior to 
release. 



MINUTES: CIJE Staff Tel econ 

DATE OF MEETING: March 5, 1993 

DATE MlNUTES ISSUES: Maren 10, 1993 

PRESENT: Shulamith Elster, Seymour Fox, Annette Hochstein, 
Stephen Hoffman, Barry Holtz, Virginia Levi, (Sec'y), 
Henry L. Zucker 

COPY TO: Morton L, Mandel 

The pri~ary purposes of this telecon were to clarify next steps in each of 
the three co~Jnunities and agree on sn ongoing communication plan £or the 
staff ceam. 

Assignment 
Ass~gnment 

Assignment 

Assignment 

I. Atlanta 

SE, Si-', AH. and SHU had just met with the Atlanta staff and lay leaders. 
They noted that a lack of human resources is making it difficult for 
Atlanta to get started. Following is a list of steps CIJE should take 
to move our pror.ess along: 

A. Atlanta is seeking t:Wo new senior staff members. It was suggested 
chat St, SF, and BH review their list of candidates. In addition, 
SF will propose qne or two other candidates. Until they have the 
necessary staff on board, it will be very difficult for Atlanta to 
move ahead with the project. We have promised Atlanta up to 
$30 1 000 t:o match local support for funding a position to help inove 
the project forward. Atlanta is to let us know when there is a 
person in place . As noted above, we will be involved in 
identifying candidates. 

B. ln light of lay pressure to gee going, Atlanta ~ould like to move 
for-.;,;.rd with a pilot project. SE and BH will meet wiLh A;;:lanta on 
pilots, being very careful to keep the CIJE agenda in mind. 

C. !1obi1ization of the Atlanta commission should now begin. Tc was 
suggested that Ellen Goldring, Claire Rottenberg and BH present 
their projects to the Council on Jewish Continuity as a way to help 
move the mobilization process along. Atlanta is looking co us for 
an agenda. 

D. Atlanta is looking for help with a pilot project in one of the 
following areas: 

1. Personnel--ceacher education. (Emory University is interested 
in being involved.) 



CIJE Staff Telecon 
March S, 1993 

2. Israel experience programs. 

Page 2 

In discussing the possibility of a pilot project on the Israel 
experience, BH reported that he had spoken with Peter Geffen 
artd been given the "party line" on the CRB project. Atlanta. is 
one of the twelve communities selected to participate, but it 
is unclear what this involves. we know that CRB is providing 
extensive technical assistance and is matching scholarship 
funds on a 1:3 basis. It was suggested that Atlanta is looking 
to CIJE for help in inte~preting the CRB project. We might 
work with Atlanta to design a model of what it would take to 
significantly increase the number of young people from Atlanta 

t ~igninent who go to Israel and then present a plan to CRB. SE a.nd BH 
will discuss this with Atlanta and decide if it is a priority. 

Assignment 

Assignment 

Assignment 

Assignment 

Assignment 

3. Work with the JCC--to be undertaken la~er. 

SE, SF, and BH agreed to prepare suggestions for how to proceed 
with these pilot projects. 

E. Ellen Goldring should provide a written descrip~ion of the 
monitoring, evaluation and feedback project including an 
explanation of Claire Rottenberg's role. Steve Gelfand will use 
this to inc:rod1,1ce her co the community. It was agreed that Claire 
can now resUtlle her duties as a field researcher. SE will call 
Ellen to let her know about: the assi6nment . 

F. SE will remain in regular contact, providing ongoing prodding and 
suppo1:t of the process with help frott SHH on community process 
issues. 

II . Baltimore 

Baltimore is at cha end of a long planni ng process and anxious to move 
ahead with pilot projects. They wish to wait to convene their 
commission until swruner . 

A. SE and BH will begin work immediately with Balt;iinore on developing 
a pilot project. 

B. Bll and SE will make the COlll!nunicy awaxe of the availability of CIJE 
as a resource on hiring and training £or senior staff. 

C . No immediale steps an'\ necessary in Baltimore wi,th respect to the 
funding support we have promised for planning. W~ will wait t o 
hear how Baltimore proposes to use th~t support. 

D. We should €ncourage Marshall Levin to discuss what it means to be a 
Lead Community with the lay leaders. 

E. SE and BH will try to arrange a private meetin6 with Chaim 
Botwinick to discus:; bow to proceed. 
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Milwaukee is moving most quickly. As in the other communities, our 
goal 1s Co help raise the levQl of discourse from business as usual to 
an increased understanding of the potential to upgrade Jewish 
education. 

A. Milwaukee will probably use some of the financial support promised 
by CIJE to cngagQ a local sociologist or bring in outside 
consulcants for assistance on the educators survey. We will waic 
eo hear from Milwaukee before releasing any funds. 

B. ~c should keep in mind the need in Milwaukee to keep the CIJE 
agenda in front of chem. 

C. SE and SH will vtsit Milwaukee on March 23 and 24 co visit schools 
$Od introduce the Best Practices in the Supplementary Schools 
projecc. 

D. Milwaukee would like us to work with them on the goals project, 

IV. Checklist for the Communities 

AH summarized the discussion as follows: 

A. Pilot projects are to be developed for nll three communities by SE 
and BH . 

B. The SQSC Pr~cciees in the Supplementary Schools project will be 
introduced Ln all three communicies by SH. He is encouraged to 
move ahead on the oth~r best practices stuaies. 

C . Relaunching Monicoring. Evaluation and Feedback Projec½ 

Assignment It is okay co rQsume work in Atlanta. AH is to call Baltimore and 
Milw~ukee to get the go-ahead. Next steps include: 

1. Interim rcporc on the lives of educators. 

2. The goals project. 

D. ~iring a full-time person to run che project 

1. Milwaukee has already done this. 

2. Atlanca is working on it. 

3. Baltimore is not yet where we wane thorn to be. 

E. Launching of a Commission 

l. Milwaukee has be~,n and is moving forward satisfactorily . 

. -- ·-·----------
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2. Atlanta is workin& on this And is pro&rQssing slowly. 

3. Baltimore wishes to posr.pone this until summer. 

P. Educators Survey 

We will rnove forward with this in all three communit:ies, se will 
Assignment cake cha lead in giving guid.trnc:e on the Qducacors survey. She wi 11 

call on Isa Aron and Ellen Goldring to help design che survey. We 
should move ahead with it in all three communities at tha same t.ime 
in order to maximize use of staff time. 

. , 
\ . 

G. Mobili..,zation of Leadership 

To be worked out. 

H. We are providing the expertise of our s~aff or outside talent to: 

1. Help with new hires. 

2. Offer che training capaciLy of the institutions of higher 
Jewish learnin& clnd the Melton Certer. 

! . \,;n need to <ievelop a schedule of meE!Cings several toonchs ahead co 
provide the commv.nities with sufficient lead time. 

J. The dialogue wi=h each community sho\ilci include discussion of what 
it means t:o bQ a Lead Cornmunicy . 

Communics cioos 

A. It. was agreed chat each of the core 
will submic a wricLen repor~ on the 
on Lhe 15th and 30th of e.sch mont.h 
into a single report and distribute 

~taff people or consultants 
hi~,hlig!•c.s of their work to VfL 

V~L will pull this together 
it. 

B. \.Je will hold e. weekly conference call. Vfl, will poll p<'l.rcicipants 
to identify a regular day and time eac\ week for the call. 
Everyone is co submit agenda ite:ns to VFL who will develop and 
djscribuce an agenda prior co each call. 

C. Ongoing contact: wit:h ch~ Lead Comm1.mitie5 is necessary, but it: 1,1as 
suggcsced chat it is ~oo early in the process for this co be done 
by celecoa. At t:he next tclccon of -::hi_,._ gi:-oup wR will schediile 
meetings with the Lead Communir.ies and ~lis~:\tSs co11u11unic.!\tio,1.; 
beyond cha intci:-nal staff group. 
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□ ASSIGNMENTS 
I 

lff IIMIMlEJIOO MAIRIAL l'QIJ!;f IIQ. U 
l'OA QIIIIWIIO OM 11!t COMIUllOII 

OF THI$ Rl.W FOl A RINeTIOIIN. SD!twl.l 

D ACTIVE PROJECTS FUNCTION CIJE STEERING COMMITTEE 
D RAW MATERIAL 
D FUNCTIONAL SCHEDULE SUBJECT /OBJECTIVE ELSTER ASSIGNMENTS 

I.\IIOO(Rf;Y. 1189}Pltll<TtDtN U.SA 

ORIGINATOR/PROJECT LEADER VFL DATE 3/10/93 

NO. 

1. 

2. 

? 
..I. 

4. 

5. 

6. 

7. 

8. 

9. 

DESCRIPTION 

Ask Ellen Goldring to provide Atlanta witt 
a written description of the monitoring, 
evaluation $nd feed.back project and Claire 
Rottenberg's role. 

Draft a letter to Rachel Cowan thanking 
har for considering membership on the 
GIJE board. 

Provide the communities with a summary of 
opportunities foL working with the 
training institutions, including ~elcon 
in Isrciel. 

Review list of candidates for two new 
senior staff positions in Atlanta. 

Contact the following board members 
in follow up to che February 25 me~ting 
and send brief report co VFL; 

a. Gerald Cohen 
b. Susan Crown 
c. Arthur Green 
d. Neil Croenbaurn 
e. Thomas Hausdorff 
f. Mark Lainer 
g. s. Marcin Lipsec (with SF) 
h. Matthew Maryles 

Wich BH, discuss che Israel experience 
program and det.erraine whether this is an 
~tlanta/CIJE priority. 

With BH, arrange a privcite meeting with 
Chaim Botwinick to discuss how to proceed 
in Baltimore. 

Establish a communication plan for board 
members and the broader community. 

work wjth Isa ~ron and Ellen Goldring to 
design an educators survey for use in all 
three communities. 

PRIORITY 
ASSIGNED 

TO 
(INITIALS) 

SE 

SE 

SE 

SE 

DATE 
ASSIGNED 
STARTED 

DUE DATE 

3/5/93 3/10/9~ 

2/25/93 3/15/9~ 

2/22/93 3/15/93. 

3/5/93 3/15/93 

SE 2/25/93 3/31/93 

SE 3/5/93 4/2/93 

SE 3/5/93 4/2/93 

TF.AM 2/25/93 4/15/93 

SE 3/5/93 4/15/93 

i 

COMPlETEC> 
OR REMOVrD 

OAT£ 
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CIJE STEERING COMMITTEE 
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Of l'li~ m11 fll• A fllltCll0IUI. SCMUlU1I 

0 FUNCTIONAL SCHEDULE SUBJECT /OBJECTIVE FOX ASSIGNMENTS 
73800 (REV. l/89) ...,,m:o •~ U.M 

ORIGINATOR/PROJECT LEADER VFL DATE 3/10/93 
ASSIGNED DATE COMPLETED NO. DESCRIPTION PRIORITY TO ASSIGNED OUEOATE OR REMOVED 
(INITIALS) STARTED DATE 

1. Review list of candidates for two new SF 3/5/93 3/15/93 
senior staff positions in Atlanta. 
Propose one or two other candidates. 

2 . Contact the following board members SF 2/25/93 3/31/ 93 
in follow up to the February 25 meeting 
and send brief report to VFL: I 
a. Alfred Cottscha lk 
b. David Hirschhorn (with AJN) 
C. s. Martin Lipsct (with SE) ! d. Florence Melton 

I 

e. Isadore Twersky 

3. Establish a communication plan for board TEAM 2/25/93 4/15/93 
members and che broader coll1Il2unity, 

-

! 
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D ASSIGNMENTS 
□ ACTIVE PROJl:CTS 
□ RAW MATERIAL 
□ FUNCTIONAL SCHEDULE 

NO. DESCRIPTION 

FUNCTION GIJE STEERING COMMITTEE 

SUBJECT/OBJECTIVE GOLDRING ASS IGN:1.f.N'fS 

ORIGINATOR/PROJECT LEADER VFL 

ASSIGNEO 
PRIORITY TO 

(INltlALS) 

OATE 
ASSIGNED 
STARTED 

DATE 3/10/93 

oue OAT£ 
COMP\.ETEO 

OR REMOVED 
OATE 

1----t--------------------·-,------f------+-----+-----+------+-----, 

1 . Provide a written de$Cripcion of thG 
monitoring, evaluation and feedb~ck 
project including an explanation of 
Claire Rottenberg's role. 

EG 3/5/93 3/15/93 

I 
! 
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CIJE STAFF CONSULTATION DAYS 
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NOVEMBER 29, 1994 DATE MINUTES ISSUED: 

PARTICIPANTS: Gail Dorph, Seymour Fox, Annette Hochstein, 

Alan Hoffmann, Barry Holtz, Ginny Levi, 

COPY TO: 

DAY ONE: 

Robin Mencher (sec'y), Daniel Pekarsky, Nessa Rapoport 

Morton L. Mandel 

I. CIJE Gameplan - 1995 and Beyond 

Alan began the meeting by setting the tone as to the purpose of the week. He based his 
introduction upon the CIJE workplans for 1995 developed thus far. Emphasizing the 
emerging structure of CIJE, Alan outlined the four clear domains our of work, structured 
in committees chaired by members of our board. In the first half of 1995 the board of 
CIJE should grow in size to include approximately sixteen new members, four to each 
committee. The Steering Committee is set to meet five to six times in the coming year. 
Alan noted that as the role of the board crystallize, so does the clarity of CIJE's role 
within the federated world. 

In beginning a discussion about the short term and long range agendas, Alan posed the 
question for the consultation days of where does CIJE want to be in one year and in three 
to five years. Are the goals of the organiz.ation an aggregate of the workplans or is there a 
further guiding vision for CIJE? Which parts of the present workplans are indispensable 
to the larger goals of CIJE? 

If we examine the current status of CIJE, Alan suggested, we can isolate four basic axes 
within which CIJE must respond to some fundamental areas of tension regarding its 
mission. These are: 

A. Planning vs. Implementation 
B. Building the Profession and Community Mobiliz.ation: 

How much of our energy in one relative to the other? 
C. Community vs.Continental 
D. The Federated system as the major context for CIJE's operations 

Alan expanded on these issues as framing questions for the consultation days: 
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A. The planning and implementation axis begs CUE to make choices about how we wish 
to impact Jewish education. In the instance of providing professional development, for 
example, what type of a role or roles does CUE provide now and what should we be 
providing in the future? Alan offered the CUE - Harvard Principals' Center Seminar as 
an example of CUE staff members actively planning and then implementing a CUE 
design for in-service training of leaders. The impact of the seminar came directly from 
the efforts of CUE staff on site. As our goals require both planning and implementation, 
how much of the ongoing work of CUE should be devoted to such activities as the 
seminar at Harvard? 

B. CUE speaks of both building the profession and community mobilization frequently, 
but in the past, much of our emphasis and staff time has been placed on the former. Is 
there any well-thought out knowlege base for community mobilization? What would it 
take for us to move the community mobilization agenda forward? Alan noted the 
continuing expansion and development of the CUE board and committees as one 
milestone for community mobilization. 

C. Superimposed on A and B above lies the tension between CUE acting on a communal 
vs. a continental level. The building blocks of Jewish education, as outlined in A Time 
To Act, indicated that the implementation of building the profession and community 
mobilization were to ta!:..e place i.n the lead communities. The question today begins with 
an evaluation of whether the lead communities are indeed ready for the change stemming 
from local implementation of the building blocks. 

Our work in communities ( e.g. the Educators Survey and Policy Brief, as well as the 
seminar at Harvard) form. the basis for much of the agenda of the work of CUE. Our 
work in communities have helped us to develop principles such as the "holy trinity" 
concept. What commitments does CUE still have to these communities? They are still 
waiting for a well-crafted and articulated personnel action plan as well as a goals 
seminar specifically tailored for their communities. 

On the continental level, CUE is looking for partners i.n the personnel action plan and in 
particular for in-service education. We have already begun to connect with JTS and 
Brandeis on these issues. How important is this coalition work to fulfilling the goals of 
CIJE? 

D. How do we evaluate the success of CIJE? What is the context of our work in 
communities within the broader context of Jewish life in North America? Alan 
suggested that as we see the increasing numbers of North American Jewish communities 
that are involved in creating commissions to immprove their educational programs, this 
is an achievement of the CIJE approach - even if it is not recognized by the communities. 
As more and more communities are planning for change, our role should be to install 
within other institutions (such as JESNA) the capacity to provide guidance and 
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leadership to these planning initiatives. 

As the face of organized Jewish life in North America appears to be changing, which 
institutions are our constituency? With which institutions should we build coalitions? 
Taking into account the structural changes of UJA and Jewish Federations life is a close 
connection with the federation structure still the most promising address for renewal and 
reform? 

In light of the issues and tensions outlined above, what should the gameplan of CIJE be 
for 1995? In the coming year, CUE will present a personnel action plan for in-service 
education to the Jewish communities of North America. In addHion we should take the 
first steps to develop a plan which will lay out a matrix detailing core components of the 
profession in Jewish education. 

The CUE goals and best practices projects should be instrumental to the implementation 
of our action in personnel. Best practices can be used as part of the process to build the 
curriculumfor educating the educators. Concurrently, the Goals Project stands at the 
heart of CIJE's work with educational leaders. It has to be part of the plan for both lay 
leaders and Jewish professionals. 

Is this an effective way to frame the work of CUE? Does it speak to the question of what 
we want CUE to achieve? 

Discussion: 

In thinking about the key CIJE issues noted above, the participants began by examining 
the actions CIJE could take in these areas and the resulting impacts of those actions. 
Brainstorming one aspect of the workplans could serve as an example of how CIJE could 
implement all aspects of the workplans. 

The exercise, proposed by Annette, centered on the topic of training personnel. It was 
proposed that an approach to developing capacity for in-service training should be 
developed. A a half day seminar for communities in North America on preparing in
service programs for their personnel would need to be located. For such a project, the 
role of CIJE might be to run these training seminars, or maybe to set up regional centers, 
facilitating such work by others. This project could be approached at either or both local 
and continental levels. A prominent challenge would be to articulate the size and scope 
of the project in a way that would maintain the quality. The developing of the people to 
facilitate this project was seen as the most important and difficult part of the project. It 
therefore should call for the most immediate attention. 

Several questions arose out of this brainstorming session. Does the work to create a 
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quality product, in this instance, fit into the longterm goals and and outcomes for CUE? 
The most strategic of goals must be chosen with regard to the work of CUE. Can we 
achieve our goals without expanding our leadership base? By creating more 
competition? Into what geographical space should we put the majority of our efforts? 
Who are our partners in this project? Are communities ready to back this work? Are we 
using CIJE's own resourses to our best advantage? Taking into account our limited 
resources, what type of choices will we have to make? While this plan for personnel 
may be attractive, are we heading dov,:n the right course or falling into a trap? \ · 1iere 
will this eventually take us? 

As Dan Pekarsky was in New York only through Tuesday morning, the discussion on 
Personnel was deferred until after the full discussion on the Goals Project. 

II. The Goals Project 
(This Summary was written by Dan Pekarsky) 

The purpose of this meeting was to arrive at a 1995 Work Plan for the Goals 
Project that is anchored in an adequate conception of the project. The meeting be n 
with a status-report that focused on three matters: a) outgrowths of the Jerusalem 
Seminar, with special attention to developments in the represented communities; b) the 
October plan for Goals, developed by the core CIJE staff in New York in October, 1994; 
and c) recent conversations between Pekarsky, Fox, and Marom which suggested 
considerations to be considered in our review of the October Plan and the overall 
conception of the Goals Project. Because the outgro,vths of the Jerusalem Seminar and 
the October plan are described in some detail in the document summarizing the October 
Staff Meeting in New York (attached), this summary proceeds immediately to item c), 
which concerned questions posed by Seymour Fox in Pekarsky-Fox conversations, 
questions which offer useful lenses to use in the planning-process. 

A. SEYMOUR FOX'S QUESTIONS 

1. Success. What would Goals Project success look like after, say, 3 years? As noted in 
our discussion, this could fruitfully be interpreted in two different ways: 

a) If the Goals Project is understood as no more and no less than the path 
identified in our October meetings, what would optimal success look like? 
What would w e have accomplished? 

b) Does a) exhaust our expectations of the Goals Project -- or is there 
more that we hope for that might not be captured in a)? If so, what is this 



"more"? 

Jointly, a) and b) ask us to try to identify the larger conceptions that should 
inform the Goals Project 
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2. What is the relationship between the Goals Project (as articulated in the October 
meetings) and the work of a) the Monitoring, Evaluation and Feedback Project and b) the 
Educated Jew Project? More narrowly, how might these projects serve as resources to 
the Goals Project? 

3. The five levels and our work. The Educated Jew Project has identified five intimately 
inter-related levels pertinent to the work of that project and to the Goals Project. These 
levels are: 

PHILOSOPHY 
PHILOSOPHY OF EDUCATION 
TRANSLATION INTO CURRICULUM 
Th1PLEMENTATION 
EVALUATION 

At which of these levels does the October Plan operate? Optimally, at what levels should 
we be operating? 

B. EXAMINING THE GOALS PROJECT AGENDA THROUGH THESE LENSES: 

This examination began with Pekarsky offering two different accounts of what 
Goals Project "success" might look like. A) The firs~ prompted by a comment by 
Annette Hochstein in the first part of the day, set fonh some very general long-term goals 
(that were not, at least by design, tied to the October plan.) B) The second identified 
what success might look like ifwe fully exploited the potentialities of the October-plan. 

A) General long-term goals - three were identified: 

1. Increasing numbers of institutions organized around a goals-agenda 
that includes serious wrestling with issues of content. 

. 2. Heavy emphasis in communal planning processes on the place of goals 
in Jewish education. 

3. A National Center for the Study and Development of Goals for Jewish 
Education. Such a Center would: 



a) educate key professional and lay constituencies concerning matters 
pertaining to the goals-agenda; 

b) develop and make available expertise that will inform 
the efforts of communities and institutions that seek to 
become more adequately organized around a g0als-agenda. 

c) conduct original research concerning the goals of Jewish 
education, as well as concerning implementation, and 
evaluation. Such work might, for example, include a 
Jewish version of the two HORACE books or Carnegie's 
"The Future As History" chapter; 

d) develop strategies to disseminate its research findings in 
ways likely to make an impact; 

B) What would success look like for the October Plan? 

1. Case-studies of institutional efforts to become better organized around a 
goals-agenda. 

2. Out of the first-order work in institutions and its analysis in the case
studies, we would acquired an articulated body of lore that includes: 

a. strategies and models that can guide efforts at 
institutional improvement; 

b. identification of skills, understandings, and aptitudes that 
are needed by those guiding the process of change; 

c. identification of institutinnal "readiness-conditions" if 
meaningful change is to take place; 

d. documentation of some of the effects ( expected and 
unexpected) of taking on a goals-agenda; 

e. identification of important issues, tensions, etc. that need 
to be addressed, either by institutions embarking on a 
change-process or national organizations like CUE seeking 
to catalyze this kind of change. 
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3. The development of evaluation tools (that would be usable in the future 
by other institutions undergoing a change process). These tools would 
include: 

a. an instrument for taking an initial snapshot of an 
institution, a look at reality that focuses on avowed goals, 
on their implementation, and on educational outcomes; 

b. an instrument for assessing the results of having engaged 
in a serious effort to become more goals-sensitive. 

4. The development of a cadre of resource-people, identified and 
cultivated by CUE who have been, and will continue to be involved in 
helping institutions become better organized around a Goals agenda. 

5. From among the institutions identified in# 1, a community of partnered 
institutions each engaged in a goals-agenda and offering experiences and 
ideas to one another on a regular basis. 

6. A broad awareness among critical constituencies at a variety of levels 
concerning the importance of the goals agenda, its feasibility, work being 
done in this area. This dissemination to be accomplished via publications, 
film, conferences for different constituencies, etc. 

C. MEF AND THE EDUCATED JEW PROJECT N THE FULL-BLOWN 
OCTOBER-PLAN 

Monitoring. Evaluation and Feedback. MEF could contribute to the development of the 
October Plan in a number of ways: 

1. MEF could be invited to develop the instruments to be used to assess 
current reality at the outset of a goals-process and the outcomes of having 
engaged in this process; 

2. MEF could be invited to do the assessments. 

The Educated Jew Project. Were CUE to proceed with the October Plan, the 
Educated Jew Project could make a number of important contributions including the 
following: 

1. Not immersed in having to address - and possibly be compromised by -
day-to-day political realities, the Educated Jew staff could help CUE keep 
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focused on some of the basic questions and concerns that are at the heart 
the Goals Project. 

2. The Educated Jew staff could prove invaluable in our efforts to 
cultivate resource-people for our project or to educate other 
constituencies. 

3. The Educated Jew staff may be able to offer valuable expertise to the 3 
to 5 prototype-institutions identified in the October Plan. 

4. The Educated Jew Project's papers could prove valuable resources to 
the 3 to 5 prototype institutions. Conceivably, if there is a clear need, the 
Educated Jew Project could be \, ited to commission additional papers 
that address issues that are particularly sensitive in the American Jewish 
community- for example, those dealing with the role of women in 
Jewish life. 

D. DISCUSSION 

Our discussion took place against the general background defined by the matters 
discussed above. Below are summarized some of the major themes and decisions that 
emerged in our discussion, and then a draft of a work.plan. 

1. Supplementing our resources. 
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The comment was made that CIJE, and the Goals Project in particular, should 
identify and make maximal use of available resourc. s that exist outside the immediate 
CUE orbit. We should, it was suggested, make a careful inventory of such 
resources/opportunities. Such an inventory would include such individuals and 
institutions as Israel Scheffler, Mike Smith, and the Wexner Heritage Foundation. There 
seemed to be significant interest in exploring the last of the possibilities. 

2. The Center-idea. 

Excitement and anxiety. It became clear in our conversation that many of the 
things identified as central to our October-plan could ultimately be folded into the work 
of a Center within the larger conception defined by the three long-term goals. There also 
seemed to be considerable excitement about such a Center as a home for various Goals
related efforts. But at the same time as the fairly comprehensive agenda identified in 
preceding discussion seemed exciting, it provoked some serious concern. The work 
defined by this agenda is, to say the least, substantial -- it is much more than CUE can 
reasonably take on, given its current shape and priorities. Two nightmares threaten: 1) 
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that we don't do all that the agenda calls for and end up doing a mediocre, or radically 
circumscribed, or otherwise disappointing job; 2) that we allow the Goals Project to "take 
over" the energies of CUE, thus distorting the overall character and direction of the 
enterprise. 

The spinning-off idea. Neither of these options being acceptable, and in the 
tradition of the Mandel Institute, it was suggested that the Goals Project agenda might 
best be carried through if it was ultimately "released" from CUE and given a quasi
autonomous status (with strong ties of various kinds to CUE). This Center would draw 
on some of the expertise and resources currently invested in CUE, but it would also 
develop ties with, and seek out resources from, other institutions and individuals. 

Of particular interest was the suggestion that such a Center could ultimately be 
established, in cooperation with CIJE and the Mandel Institute, at Harvard. So 
interesting was this possibility that Seymour suggested testing out with Israel Scheffler at 
the end of the week. 

Project or Center. There was in this connection some discussion of whether it 
might be wiser, in our conversations with Harvard, initially to speak in terms of a Project 
that might eventually rise to a Center. This project would in its initial stages focus on 1) 
furthering and studying our work with a select number of prototype institutions; 2) 
identifying and educating personnel that would work with such institutions; 3) the 
development of our own learning-curriculum. 

A limited initial agenda. As the preceding paragraph suggests, whether called 
initially a Center or a Project, it is not necessary - nor desirable - for such a new entity to 
take on "a full plate" from the very beginning. On the contrary, if created, it might 
initially focus on only a few of the efforts that might eventually define its character. But 
it would be important to view these initial efforts, however narrow, in relation the larger 
plan of action. 

Is an independent Center in our interests? It should be noted that while the idea of 
working towards a quasi-autonomous Center seemed of interest, at various points 
reservations were expressed. We should, it was implied, proceed with caution, with 
attention to the possibility that spinning-off the Center might not be in the best interests 
ofCIJE. 

Parallel centers. It was suggested that the model under discussion -- spinning off 
a CIJE effort and turning it into a quasi-independent satellite-center with strong ties to 
CIJE -- might in the long run also be the way to approach efforts like Monitoring and 
Evaluation and Educational Leadership. The thrust of this approach is to keep CUE as a 
planning and catalyzing institution that does not get bogged down in implementation of 
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the initiatives it helps to bring into being. 

3. Who could seive as adequate "coaches"/resource persons to institutions embarked on a 
change-process? 

A possibility presented at the seminar is that CUE work with "coaches" who are 
themselves appointed by and representatives of the institutions that are embarked on the 
change-process. While this would enormously simplify our work in that we would not 
have to seek out a cadre of coaches, the suggestion was countered with the obseivati,,n 
that it is unlikely that most such institutionally-appointed coaches would be in a position 
to help their institutions with the content-side of the goals agenda. In response, it was 
suggested that maybe we need to be thinking in tenns of two kinds of coaches -- an 
institutional representative skilled in process-issues, and a more content-oriented person 
that CIJE cultivated (folks like Bieler and Gribbetz, Marom). 

4. Working with Institutions: at what level does one begin? 

It was reiterated that forwarding the Goals-agenda does not require beginning at 
the level of "philosophy of education." While efforts at the latter level are important for 
Jewish education, in any given institution the process might well begin at other levels. 
Where one begins would need to be decided on a case-by-case basis. 

5. Inventory of outstanding commitments. 

While we did not feel that our enterprise could be shaped by pre-existing 
commitments, these commitments need to be honored; and the challenge is to honor them 
in a way that will forward our own agenda. These outstanding commitments include the 
following: 

a. 4 seminars in Milwaukee, with the possibility of more intensive work 
with "graduates" of the seminar that meet our standards for participation at 
this next stage. 

b. The Agnon School in Cleveland. 

c. Cleveland's Goals Seminar. 

d. Helping to launch Baltimore's Goals Seminars in the spring (with 
possible additional expectations flowing out of last summer's promises). 



e. A JCC Camp. 

f. Some kind of support to Toren's efforts in Cleveland to develop a goals
agenda with two congregational programs. 

6. Other interesting possibilities. 

a. The Atlanta JCC Camp. 

b. The Baltimore congregational program. 

c. The new Atlanta Day School. 

E. [PEKARSKY'S TAKE ON] THE SENSE OF THE GROUP: BASIC DECISIONS 

1. Developing capacity is a very high priority and must be at the center of our efforts. 

a. Developing capacity has at least 3 dimensions: the identification and 
cultivation of a cadre of resource-people who will work with us; learning 
more about the nature of the enterprise through work with what we have 
called prototype institutions; a curriculum of study for CUE staff. 

b. In our first stage, the identification and cultivation of personnel and our 
own learning-curriculum should have a very high priority. We should not 
be quick to take on more than one or two prmotype institutions at the very 
beginning. 
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2. CUE has promises to keep -- particularly to communities that participated in the Goals 
Seminar this summer in Jerusalem. These promises must be kept in ways that will 
forward our broader agenda. 

a. To keep our promises means to launch and/or to participate in, and/or to 
coordinate local seminars in Milwaukee, Cleveland, and Baltimore; to 
work in some fashion with Agnon; and to engage in an intensive process 
with institutions that emerge from local seminars as promising candidates 
for intensive work. Institutions that do so emerge would probably qualify 
as "prototype-institutions." 

b. The impact of keeping these promises, over and beyond our 
maintaining our trustworthiness, will include increased awareness among 
participating institutions of the importance of serious attention to goals; a 



measure of change among some participating institutions; the 
identification of one or more institutions ready for serious change-efforts; 
a lot of serious learning on our own part. 

3. CUE should design and establish a Center for Philosophy of Jewish Education. 

a. The Center will conduct and disseminate the results of research 
pertaining to the goals agenda. It will cultivate and make available the 
kinds of expertise that will be useful to institutions and communities 
undertaking a goals-agenda. It will educate varied lay and professional 
constituencies concerning the importance and character of a serious goals
agenda. Through such varied activities, it will place the conversation on 
goals at the center of efforts to improve Jewish education. 

b.CIJE's role is to strategize, design, enable, and create this Center, which 
will eventually exist in a loosely coupled relationship to CIJE. 

F. GOALS PROJECTWORKPLANFOR 1995 

1. Building capacity 

a. Conceptualizing and planning our own learning-curriculum (Nov.-Dec., 
1994) 

b. Resource persons 

i. Identification of 5 to 20 promising individuals (Dec., '94) 

ii. Recruitment of these individuals (Jan. '95) 

iii. Development of a summer-seminar for these individuals 
(Feb. and March, '95) 

iv. Summer Seminar for CIJE staff and for resource 
persons (July '95) 

v. Pair resource-persons with prototype institutions (July, 
'95) 

vi. Winter-seminar with resource-persons (Dec.95) 

c .. Learning through prototype institutions 

12 



i. Begin with one or more institutions to which we may 
have preexisting commitments. 
(January-June, '95) 

ii. If and only if we have sufficient personnel after meeting 
requirements of# 1, 
identify other institutions. (Summer '95) 

iii. Identify institutional representatives who will work with 
CIJE (Summer, '95) and hold seminar with them (Fall, '95) 

2. Honoring outstanding commitments. 

a. Four Milwaukee Seminars (January - May, 1995) 

b. Participation as planners and possibly as resources in the Cleveland 
seminar (Dec. '94 - June '95) 

c. Help launch the Baltimore seminars (spring, '95) 

d. Meet with Agnon to conceptualize and to help them begin to implement 
a goals-agenda. (Jan. - May 1995) 

e. Consult to Toren in his efforts to enter into Goals-focused relationships 
with local educating institutions. (as needed) 

f. Identifying "prototype-institutions" from among those participating in 
local seminars and/or other institutions -- i.e., institutions we are prepared 
to work with intensively (June, 1995). Begin work with these institutions 
in September 1995. 

3. Establishment of a Project for the Philosophy of Jewish Education. 

a. Initial conversations between Harvard, Mandel Institute, and CIJE. 
(Dec. 1994) 

b. Flesh out conception of the Center, the stages through which it would 
develop, and its initial assignments. (January, 1995) 

c. Develop funding support for the Center. 

13 
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BY THE END OF '95: 

1. We will have identified from 5 to 15 resource-people to work with educating 
institutions and/or communities, and we will have participated with them in a process of 
learning and tooling up. 

2. We will have completed local seminars to which we've committed. 

3. We will have planned and engaged in a curriculum of study designed for CUE staff 
(and, if timing is right, for some of the individuals identified as resource-people.) 

4. We will have identified one or more prototype institutions, either through the local 
seminars or through other means, and we will have assigned some of our new resource
people to work with these institutions. We will also have begun to work with the person 
designated by these institutions to work with us. 

5. We will have established a Project maybe leading to a Center for the Philosophy of 
Jewish Education. 

DAY TWO: 

m. Discussion of the Revised Plan for the Goals Project 

Following the model as proposed by Annette earlier, the participants analyzed the revised 
workplan for the Goals Project in terms of Limitations and opportunities for the short and 
long term and CIJE's role in making this project successful. 

The main Question is: What capacity does CUE have for fulfilling every aspect of the 
workplan iterated above? What are the limitations in terms of human resources, time, 
and funding? 

A. Human Resources 

Building capacity should be the highest priority in the work of the Goals Project. 
While this may be a time consuming process, the recruitment and training of 
Jewish educators to be "coaches" to institutions and communities can only benefit 
the work of CUE in fulfilling both our short term and long term goals. 

Gail suggested that when working to develop our human resources, we should not 
forget to include the newer generations of Jewish educators in order to truly 
ensure that the process of Building the Profession is addressed in every aspect of 



CUE work. CIJE will bring seasoned educators together with the newer 
generations of Jewish education professionals to train them for the developing 
coaching roles. 
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In an analysis of the Goals Project coaches, Danny pointed out that as these 
people begin to take leadership roles in their communities, they will also continue 
to learn. CUE might ultimately create a central training institute for the coaches. 

B. Honoring Commitments 

It was suggested that CIJE could combine projects to fulfill existing commitments 
to specific institutions and communities. Additionally, these commitments could 
be used as opportunities to build the leadership base for future Goals Project 
activities. At the same time, the possibility exists that this service to communities 
will bring stronger ties between the Council and these institutions in the future, 
resulting in more commitments on the part of CUE. 

C. In an analysis of all the workplans of CIJE, the Goals Project represents only 
one facet of the total activity produced by the Council. The above limitations 
sit within the total work and resource limitations of CIJE. 

IV. Community Mobilization (Nessa Rapoport) 

In the work to mobilize community support for Jewish education and create lay 
"champions" in the field, Nessa suggested that CUE must take a proactive approach. We 
should produce substantive documents and take part in setting the agenda for North 
American Jewry. Inherent in this work, however, lies the tension between setting the 
Jewish communal agenda and publicizing the work of CIJE. Both projects are necessary 
to the success of the overall workplan of the Council. 

A. Models of Creating Lay Leadership in Communities 

How can CUE engage key Jewish lay leaders in the efforts to transform Jewish 
education in North America? Concurrently, what can CUE offer lay leaders so 
that they feel fulfilled by their involvement? Several models of creating lay 
leadership were discussed. 

1. Peer Group Model 
Nessa articulated a model to build lay leadership that arose out of a 
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meeting with Art Rotman. CUE could increase leadership by building 
upon existing peer groups within the world of lay leaders. This could be 
accomplished by making the elite groups accessible to more lay people. 

2. Creative Change Model 
Nessa noted another approach to the creation of lay leadership. As 
suggested by Chuck Ratner, CIJE could draw leaders to the Jewish 
education agenda by proposing creative ideas for the field. By drawing 
attention to the advancement in Jewish education and its effects on Jewish 
life, CUE could attract and build more support from lay leadership. 

CIJE could implement this model through our own Board to engage both 
seasoned leaders and newcomers in the work of the Council. 

B. Community Mobjlization as a Building Block of Jewish Education 

Conceived by the Commission, the building block of community mobilization 
plays a significant role in the total CITE Workplan. As we introL ·ce more lay 
leaders into the work of the Council, we must remember to always remember the 
intimate connections between the work of lay leaders to the work of the other 
aspects of CIJE. Because of this link, it may be most productive to concentrate 
our efforts for mobilizing community support and building a group of lay 
"champions" to leaders who are already affiliated with the Jewish education 
agenda. 

C. Messages 

What points of CUE do we want to highlight when working to mobilize 
communities? How do we spread the word? Where do these conversations take 
place? It was agreed that CIJE should highlight our research and activities, offer 
models of excellence in Jewish education as examples of our work and goals, and 
bring to light the integral nature of Jewish education to the sustaining of Jewish 
life. 

D . Community Mobilization: Toward the Future 

Alan began the afternoon session with two questions: Where do we see ourselves 
in terms of Community Mobilization for next year? Are there other parts of 
Community Mobilization that we should discuss? 
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Nessa suggested we need to build the relationship between education 
professionals and lay leaders. We need to develop new models for mobilizing 
communities. She proposed that CUE begin by developing clear visions of what 
we would like to see happening in communities and on a continental level. 

Seymour proposed a multi-pronged strategy for achieving these goals. His plan 
would operate on several levels, addressing short and long term, specific and 
philosophical answers. By generating a variety of approaches, CIJE could offer a 
plan that would cater to many different types of people and communities. 

He noted that some people become involved in Jewish communal life out of a 
sense of pride they feel associated with being Jewish. Others may find using their 
creative skills for the advancement of Jewish culture to be fulfilling. Based on 
these two distinctions, he illustrated the different methods of support CIJE could 
provide to lay people for Jewish education and Jewish life as a whole. 

1. The Perpetuation of Jewish Life in North America 

Lay leaders, through their dedication to their communities, and Jewish 
educators, through their teaching, should be working together to ensure 
Jewish continuity in their communities and Jewish educators. CIJE 
should help create places for these conversations to occur. Additionally, 
we should work to spread the success stories of Jewish education. 
Educating those lay people who are proud to be Jewish on why 
contributing to Jewish education jg among the best ways to ensure Jewish 
continuity is also part of the work of CIJE. Additionally, it Jewish 
educators also need educational resources to provide better and better 
opportunities for learning. 

2. Sociology of Knowledge 

On the more theoretical side of his proposal, Seymour discussed CIJE's 
ability to promote creative projects that would add to the quality of Jewish 
life in the Jong term. If given the opportunity, the people involved in this 
work would become major contributors to Jewish life in a way that no one 
is actively pursuing at this time. Part of this work comes from a need to 
inspire Jewish learning on as many levels as possible. By expanding the 
notion of what Jewish life is all about, CIJE can help channel creative 
resources into our work and create more innovative approaches to 
mobilizing communities. 
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To motivate all these different types of people, CUE must present concise goals. 
Everyone agreed that engaging lay leaders, educators, and other creative thinkers 
is a difficult yet worthwhile task in our work for the future of Jewish living. 

A major task by Nessa is to begin to articulate the Plan for Community 
Mobilization which would incorporate this thinking. 

E. The Policy Brief and Community Mobilization 

The discussion turned toward the immediate with a look at the expected community 
impact of the policy brief on the educational background of Jewish teachers in North 
America. The group advamced strategies for creating the maximum amount of impact 
resulting from the policy brief. A discussion then followed about the long range plans 
for connecting l\1EF to increasing community mobilization. 

1. Planning after the GA 

Annette noted that CUE should xpect phone calls from educati0nal institutions 
and communities as a result of the dissemination of the policy brief and the 
expected publicity surrounding personnel. She pointed out that this creates an 
enormous opportunity for CUE to impact education in an immediate way because 
it invites communities to analyze the strengths of their teaching staffs, opening 
possibilities for deeper analysis of their educational programs. Alan suggested 
that Gail is the best CIJE staff member to field these calls as related to personnel 
in our pursuit to turn data into action. 

2. CUE and our Growing Data Base 

Now that we have begun produce 0lid data, we need to continue to make it 
accessible to communities as indicators of improvement. The communities 
themselves can decide how they can best improve their ," j ucational programs. 

To continue the impact of the data, CUE will have to enhance our data base by 
creating lists of categories of target groups. By isolating rabbis, schools, etc., we 
can personalize the information to make it more valuable to each targeted group. 
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DAY THREE: 

V. Building the Profession (Gail Dorph) 

A. Overview 

Gail opened the discussion, suggesting that a review of plans for the next year should be 
put in the context of a longer term goal for building the profession. She suggested that 
our ultimate goal is to insure that Jewish education is staffed by qualified people, 
knowledgeable in their fields and committed to their work. She suggested that reaching 
this long term goal will require the following: 

1. Recruitment of new people to enter the field. 

2. A change in the structure of the field to support the number and quality of 
full-time professionals required to do this work. 

3. Concerted efforts to energize the people already in the field. 

4. Enlarging the group of people who think of themselves as part of the 
teaching force to include Rabbis, community volunteers, and others. 

5. Broader acceptance of the notion that informal education is an integral part 
of this picture. 

In discussion, it was suggested that it would be useful to put numbers to the 
goals listed above. For example, if there are now 5,000 people working full time 
in the field of Jewish education, what is our goal? It was also suggested that 
informal education be added to the l\1EF short term agenda in order that we might 
begin to impact that segment of the Jewish education field. 

The notion of personnel may keep our thinking too narrow; we should look at 
this in the context of a profession. Teaching must be made more attractive by 
making the profession more so. This includes issues of salary, benefits, image, 
research, licensing and career ladders. 

We should continue to devise effective methods of training, both pre-service 
and in-service, while at the same time working on developing a supportive 
infrastructure. We believe that CUE can have an immediate impact on the critical 
in-service front. The first step is to show the Jewish community that Jewish 
education is a serious field. 

With the help of an advisory committee, CUE should work todevelop a fully 
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fleshed out plan for Building the Profession. We should assess what is currently 
being done and select specific areas for early concentration. This would involve 
the development of a matrix identifying all the actors and the various categories 
we wish to impact. We should be careful, however, not to limit ourselves only to 
what is currently being done, but to think creatively about other approaches. 

It was suggested that another way to look at our ultimate goal for building the 
profession is to seek to have a community of learners and teachers in North 
America. 

B. In-Service Training 

Discussion turned to concrete thoughts about how CIJE could impact current Jewish 
educators. Our staff has particular experience on how to design and implement programs 
for effective in-service training, but there are few people available to do the work. It was 
suggested that we use the laboratory communities as sites to develop programs and 
demonstrate their effectiveness toward energizing the field. CIJE should help to translate 
this work into a generic approach which can be implemented elsewhere. CIJE's role 
should be to help design a demonstration, to create models which can be replicated 
elsewhere, and to make these available to other communities 

The Biggest Problem is training capacity. 
One area in which CIJE can have an impact is in attracting qualified people to work as 
consultants in individual communities in order to move in-service training ahead quickly. 
Another CIJE contribution should be to identify best practices in the area of in-service to 
serve as models for the development of new programs. 

CIJE's role during 1995 should be to work on building capacity. We might approach the 
seminaries, coJleges of Jewish studies, and selected secular colleges and universities 
about developing programs for training people to serve as trainers of current educators. 
Alternatively, CUE might work itself to create a national center of in-service training at 
which ;l-ie training of trainers might be undertaken. 

It was suggested that CIJE should declare its commitment to the principle of quality. We 
should articulate through document.- .vorkshops, and meetings the centrality of quality 
and content to in-service training. 

An immediate issue is how CUE can be helpful to communities in response to the GA 
presentation on the results of the educators survey. How can CUE turn up the heat on the 
need for in-service training, provide guidance on its implementation and not spread our 
own staff too thin in the process? Perhaps we can help each community to develop its 
own plan for action, keeping in mind the necessity for quality and continuity in whatever 
program is offered. 



RESPONDING TO THE POLICY BRIEF 

The group turned to how, specifically, CUE should be prepared to respond to the 
demands communities might make as a result of the policy brief and Adam Gamoran's 
report at the GA. 

It was suggested that desired outcomes of the presentation include the following: 

I. CIJE should be seen as a (or the) leader for change in Jewish education. 

2. People should see that Jewish educators are unprepared for their work to a degree 
which is unacceptable. 

3. They should leave with the feeling that there are constructive responses to this 
problem in the form of systematic, coherent in-service education. 
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Communities can be advised to take a close look at their own situations, and can be 
offered the use of the CIJE assessment tool for this process. They should be encouraged 
to identify local deficits and find local resources which can be applied to in-service 
training, with advice from CUE on how to proceed with both of these steps. CIJE can 
prepare written materials in advance which speak to these issues. 

CIJE might sponsor regional conferences to work with the lay and professional leaders of 
educational institutions, as well as their rabbis, to identify the issues and begin to develop 
interventions. 

Communities can be advised to do the following: 

I. Locate a person locally who can facilitate in-service education. (CIJE might provide 
a job description for this person.) 

2. Send that person to a program for the training of teacher educators. (CUE should 
design such a program or work with one or more training institutions to do so. 

3. Set up local in-service programs. (Regional conferences might use someone such as 
Sarah Lightfoot to talk about moving from vision to in-service.) 

4. Establish new hiring standards and practices to be applied to all new educators into 
the system. 
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Other models which CIJE might foJlow include the following: 

1. Identify one community in which to invest heavily in in-service education. Build a 
macro-attack in that community. CIJE might work directly with the community or the 
community might hire someone to work under CIJE's guidance. 

2. Identify one or several schools (defined as day schools, supplementary schools, 
JCC's, camps) to serve as "lead schools" and develop them into models. 

3. Organize an in-service series to take place over a period of three weeks throughout 
the year,to be run by training institutions or centers. It was suggested that CIJE's role in 
all of this is to serve as archjtect. We should help with the planning, help to identify seed 
money, and provide guidance as communities do the work. 

Trus portion of the meeting concluded with the foJiowing questions: 

I. How much of our total building the profession energy should go into in-service 
training in 1995? 

2. Are we letting the policy brief drive our agenda? If so, jg that what we want? 

3. Does this move our own agenda forward? 

It was agreed that these and other questions remain on the table for future discussion. 
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MINUTES: CIJE STAFF METING 
Milwaukee 

DATE OF MEETING: November 1~, 1993 

November 19, 1993 
I 

DATE MINUTES ISSUED: 

PRESENT: 

COPY TO: 

Gail Dorph, Aldalll Gamoran, Ellen Goldring, Robert:.a 
Goodman, Alan D. Hoffmann, Barry Holtz, Virginia Lavi, 
Daniel Pekar.91cy, Julie Tammivaara 

Seymour Fox, Annette Hochstein, Stephen Hoffman, 
Morton MAndel, Henry Zucker 

Alan Hoff~ introduced the meeting, noting that this would be cha first in a 
regular series of meetings planned to be held ~n Milwaukee on a bi-monchly 
basis. The focus of the morning por~1on of this meecing was co be the 
Monitoring, Evaluation & Feedback project. 

I. Inti'oduction and Overview 

Aciaih Gamoran opened the meetin!§ with a revi~v of the rationale for 
establishing the M!.F project. Re indicated thac there were three basic 
reasons for the project. 

A. Provide generalizable knowl~e which could lead to replication. 

200'391;:jd 

'nle first reason for establishing the MEF project was to extend the 
vision for Jew.1.sh education. It is to have a chronicling f\mction: 
to document what happens in the Lead Communities. It is also to have 
an analytical function: to find out whether what we "1.mdertake has an 
impact. 

One domain of the MEF project is to evaluate specific projects. It 
looks for direct and indirect impact and for specific outcomes. For 
example, it might study whether t:he Hebrew ability of day school 
students at a particular gTaQ level improves over a period of years . 
A second domain b to slice lnto any aspect of the Jewish communi ey 
~n order to study change over ti.me. This reflects an approach 

1owards systemic change which suggests that any element vi.thin Jewish 
education in a community might change over ti.me a.s a. result of the 

I 
vork of CIJE in that community. 

I 
'Jhe sorts of evaluation described above are the mandate of the M.EF 
process. So far, in light of the fact chat specific goals in ehe 
Lead Communities have not been clearly defined, this sort of 
evaluation has not occurred. The MEF team has begun to gather base
~ine dat:a. wich respect to personnel, but has not yet begun to study 
dhange. 

1 
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' It vas noted t:hat so far the MEF team is focusing most heavily on 
recording what: occurs. The interpretive evaJ.ua.t:ion has not taken 
~lace. The KEF team is waiting to be assigned to monitor and 
evaluate specific projects. 

B. Provide ongoing feedback 

The second reason for the eS'tablishm.ent of t:he HEF project was to 
provide both C1JE and the Lead Communities with £eedhack which could 
be used for corrective chan~. Adam noted that this is not: a classic 
experilllent because we are w«king to revise as we proceed. He noted 
that, in practice, it is problematic to have the field researchers 
involved in both providing f\ledback and encouraging change. The 
field researchers can point to problems, but should they also be 
Ceaehing the communities bow to correct t:hem? 

C. Encourage the communities to become evaluation minded, themselves 

lire want the communities to treat evaluation as important. In ~e 
]ong run, we hope that the c9mmunities wil l accept ME.Fas something 
t:hat they want and will fund. 

It was noted t:hat there is s9me degree of contradiction in the 
concept of the communities fending a proc~ss that responds to CIJE's 
~genda. MEF is responding t• issues related to community 
mobilization and Fersonnel. 

}mother challenge for ME.Fis to contribute more directly to CIJE's 
needs. The ME"F team vould like more guidance from CIJE on ~at: to 
i1nclude in the feedback re~otts. 

0. ~iscussion 

800'39tld 

L~ was noted that, in an ideal world, the communities would be more 
d)mmitted to the CIJE issues and the MEF process would respond more 
directly . to boch sets of neri.s. 

~~ was noted that this is not a classic st:udy 0£ cause and effect for 
the following reasons: 

1. There are no clearly arti•ula~ed goals against which to evalua.te. 

2. Cause and effect is diffiiult to study when dealing with systemic 
I 

change. 

3. A classic study vould req,aire a. much larger sample and comparison 
with communities in which ve are not interceding. 

It was noted that: MEF b not evaluating CI.JE -- not judging whether 
CIJE is a success or failure. It is only evaluating the role of CIJE 
ih the Lead Community change process. Nor is MEF evaluating the 
effectiveness of Jewish education in a Lead Community. 
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II. 

III. 

in order to determine wbether ·a community has .il!Iproved through the 
I!.ead Community process, Adam envisions taking a "slice across the 
1!.ead Communities." In other words, MEF would identify some aspect of 
tµie Jewish education process. · take a •slice" for evaluation no~ and 
do so again in three and fiw years. 

Goa~s of~ in 1992 - 1993 

During the past: year MEF has uniertaken the following tasks: 
I 

I 
A. ~t:udying the process of change 

B. 

{ 
i 

3. 

~- Visions for Jewish educatlon 

The extent of mobilizat:ioit 

The status of personnel 

:rln 
i 
f 

f 

order to accomplish this UF hired tllree field researchers to: 

Design and pilot intervie-.s. 

Carry out interviews. 

~- Monitor activities 1n eac• community by attending meetings and 
collecting documents. 

~ - ~rite analyses. 

5!. Provide feedback to the Laad Communities and CIJE on a regular 
' basis . 

C. Played a major role in desipi.ng and analyting the Educators Survey. 
I 

Yhile this was not originally part of the 
ask .of t:he project du.ring tie past year. 

I 
include further work on this projecc . 

KEF mandate, it became a 
Plans for 1 93-'94 will 

I~ vas noted in discussion t:Jiat the use of MEF products is unclear. 
~ question was raised with respect to our role in dissemination. 
~at, for example, is our ro1e in presenting the profession.al lives 
of educators? 

I 
Yorkplan for 1993 • 1994 

I 

A. HEF will continue the procesg of monitoring and feedback. 
Jhly 25 outlines the key isses. 

A memo of 

I 
B. ~alua.tion 

l~ Project-specific 
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IV. 

I 
I 

T.Jhile there are no clear:cy identified CIJE projects currently 
under way in t:he Lead Coniaunities, there are specific related 
projects in Baltimore and Milwaukee 'Which we have been asked to 
evaluate. An issue for discussion is which projects MEF staff 
should get involved in e~uating. 

2. Communiey-wide 

I 

Adam and Ellen incend to identify an aspect of Jewish education to 
begin to study now and re-evaluate periodically i n the future. 
111ey will develop a propogal for submission. 

A question was raised aboiut how we further the evaluation and 
research agenda. in the Lee.d Communities or beyond. Is it part of 
CIJE's mission to develop a repertoire of evaluation instxuments 
or to begin training ot:hers in evaluation? 

3. Communit:y profiles 

The MEF ~eam plans to work with the Lead Commun:ities in developing 
profiles which include a look at their institutions, staff, 
participation rates, revenues, expenditures, etc. 

MetJods of M;EF 
I 

I 

A. 'l!he narrative method - Julie Tammivaara 

~ - Naive skepticism 

"Qbile the process of research is often designed to •make the 
strange familiar in exotic cultures,• our goal is to •make t:he 
familiar strange.• Ye ha•e to consciously look a~ Jewish 
education, no macter how •ell we know i t, through •naive eyes.• 

, The field researchers mu.st approach their work vi.th skepticism, 
recognizing thae all s~orles chey hear come from a particular 
person's point of new. their strategies include getting 
information on a single tipic from multiple sources and looking to 
see if and where they coaterge. 

~- Characteristics 

a. Ongoing involvement with the communities 

Being in the commu:nitles permits the field researchers to 
understand what is happening in context. Over time, this 
should help us under.stand motives, commit:ments, and points of 
view. 

A risk of being so cl•sely tied to a community is the 
potential of •going native,• i.e. going from being an observer 
to becoming a member •f the community. 

4 
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b. Reflective collaboration 

By working together as a team, the field researchers ha~e 
access to broader, ma,re plausible interpretations. For this 
:reason, they try to stay in close, regular contact. 

S. The •Big Picture~ 

The field researchers vidw each community as a •center.~ It is 
the job of the field resaarcher to stay on t:he margin in order 1:0 

identify elements of the community and how they fit into 'Che 
structure. This process allows the field researchers to provide 
each community with its dwn story. It is expected that the 
increased self-knowledge 'Will help a community set policy and 
raise issues that would nbt otherwise be discussed. 

In disctl!lsion, a question was raised about how ve decide where to 
be involved. It was sug~sted tbat perhaps 'Che documentation 
lacks a set of anchor poihts which explain why field researchers 
are looking at one group er organization rather than another . In 
response it was suggested that it: would be exttemely helpful to 
the £ield researchers to receive feedback on their feedback memos. 

B. Surveys as a policy tool - Bl.len Goldring 

It was uoted. that the develdpment: and adlllinist:ra.tion of surveys vas 
not in the original MEF design. Now th.ac it: has become a part of the 
~rocess, it is important to determine how to incorporate chis into 
the total MKF picture. Following are the steps in t:he process: 
' 

] . Backward mapping 

The first step in developlng a survey is to determine what a 
commun.icy needs to know iil order to make deeisions and what kinds 
of policies are being wod:.ed on. :Knowing where a community hopes 
co go .. is important in dedgning how to gee there. 

~- Design instruments and collect data 

This yrocess should be inceractive, involving MEF-identified 
experts and commu.nicy me~ers in a way 'Chat serves to mobilize t:he 
community around the process. 

~. Interpret results for planning and implementation 

In discussion, it was sugcested that we co11Sult with Professor 
Hank Levin of Stanford University on hov to bring about change in 
education. He 1s involve~ in the •Accelerated School Project.• 
He might be helpful in strategic planning and visioning as well as 

1 
in learning about the process of change and t:he implementation of 
a central idea. 

s 
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V. 

It was noted that t:he notton of only three Lead Communities is 
being re-evaluated and that there will be efforts to expand t:he 
circle in some way. Part of this might involve sharing specific 
products as we move forward. For example, we might bring together 
communities that are interested in the educators survey and train 
t:.hem in the admini.strat:ioo and analysis of the survey. 

Ihe. lFeedback Loon - Roberta Goo&lan 
I 

Toe jorigina.l feedback plan was for the field researchers to write 
qua~terly reports and submit them with no related intervention. It 
became clear that t:his was not sufficient. The current: approach is to 
pro'tide regular feedbaclc (appro't:l.mately monthly) and to raise questions. 

I 
In Milwaukee, Roberta has tried several approaches. Toe first is to 
write memos which are shared with the core planning group in advance, 
then discussed wiT:h them. A:not:liar is to submit 'Wl:itten reports With no 
direct discussion. A third is to provide exclusively oral feedback. 

The !following questions were rafsed: 
I 

A. ?o whom should t:he feedback ie given? Only the core group or to each 
group observed? 
I 

B. ~at do we give feedback ab<JU? (Ibere 13 a fine line between being 
const:ructive and looking l:ika spies.) 

! 
I " 

C. How should feedback to Lead Communities be framed ln order to 
maintain a rapport so that w. can remain in tire process? (It was 
sh~gested that ground rules Jitegotiated with the communities in 
a.ki;ance would be useful. ) 

D. cifving feedback can be difficult, but it is clearly objective. 
~oviding evaluation would b• mor~ probleiaatie, 

I • 

The ~uggestion of having a discusion about ground rules with the 
commµnities was discussed. It vas noted that bafore such a conversation 
can fake place, we must agree aJiong CIJE st:.aff on what the field 
reserrchers should be sharing wich \lhom. 'Q'e must set the ground rules 
and fommunicate mem to the apptopriate people. Step one is to discuss 
withj each community what we and they need to know, Step two is to 
nego~iate what we will actually do. 

It ~s noted that a mobilization and vision report will be prepared soon 
and might serve as a "currieulua• in the Lead Communities. 

I 

A qu1stion was raised about whe~er CIJE vants feedback from the field 
I 

rese~rchers. It was suggested ~t chis be negotiated vith CIJE. There 
should be a lisc of specific issues on which ve seek feedback. In 
addieion, field researchers should provide "helpful nugge~s• as 'Chey 
arise. 

' 

6 

ICJ,..lll":J f'T J,,.. IU f l t"'\ t 



VI. 

I 

I 
Open Questions 

The !following is a list of questions raised during the day which remain 
ope~ for further discussion: 

I 

I 
A. How do we (MEF) satisfy our aim of serving the communities, when our 

,gendas are set by CIJE? 
I 

B. "What constitutes a Lead ComIKn.icy project, and what determines 
whether a given project should be monitored and evaluated by the MEF 
t!eaJit? 
I 

C. How do we determine t:he boun<iaries of responsibility between MEF and 
:l;mplementation, with particular respect to the use of lcnowledge 
~rodueed by ME.F? 

I 
D. 1Jhat: are our policies and pncedures for disseminating MEF products 

qt) within CIJE; (2) within •the communities; (3) beyond CIJE and the 
ciommunities? 

I 

E. ttow can M.EF contribute to specific issues with which CIJE is 
llfappling in a timely ma:anerT 
I 

F. Why are we not evaluating Je,rish education as it now exists? 
I 

I 
G. 1iolhat is the conceptual linkage between what we monit or and what we 

rteed to know? 
I 

H. ~o whom do we give feedback, about what, in the communities? 
j 

I. Does CIJE vant f eedback about itself? 

I 
VII. Furdter Discussion 

I 
The ~ emainder of the day focusec on discussion of a variety of issues. 

I 
A. '.Dhird field researcher 

I 
I 

nie candid.a.ey of Yilliam Roblnson for t:he position of field 
x,esearcher in Atlanta was discussed. It vas agreed to recommend his 
rpoint:m.ent . 

.B. 1>ntreal 

~lans for the Lead Community Seminar in Montreal were reviewed. 

i 
C. aiterging re-concepeuali~ati01ll 

800 " 39t:ld 

I 

!here vas brief discussion a90ut the outcomes of staff meetings which 
cook place in Cleveland on N•vember 7 and 8. It was noted that we 
ue looking at a nev way to engage the CIJE board t:hrough the 
~tablishment and active invilvement of committees. Through the 
I 

I 7 
I 
i 
I 

I 
I 
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committees, we will work towatd developing a total vision for CIJE 
with long range outcomes idenltified. Based on chis total vision, a 
workplan will be developed. 

I 
D. Goals 

Discussion focused on what m~e happen ac a seminar in Israel on 
goals. The conclusion was co consider a ten day to two week program 
fQr members of local commissi~ns as well as school principals and 
their lay leaders. Portions of the seminar would be addressed to the 
e~cire group while separate 'Wiorkshops would be developed for sub
groups. This might be one of the pilot projects which ean be offered 
tQ Lead Communities as part« the action plan to be developed at the 
Montreal seminar. 

8 
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Date: 26 Jan 94 23 :17:51 EST 
, From: Gail Dorph 

To: "intemet:mandel 
Subject: Israel goals seminar 

Danny, 
I talked with Danny Pekarsky about his time in Israel. He said 

it was very good. Just finished talking with Alan as well. I'm about to 
confirm with the lead communities that the goals seminar will take place 
in Israel during the second week of July. We're delighted and looking 
forward to the sessions, We're relying on Danny Pekarsky to hold on to 
this from our side and on you to hold on to this from the Mandel 
Insntute--Israel side. gail 
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D R I. P T 

TB B C I J B 1 ., 9 4 W O R lit P L A N 

The CIJE was created by the ?brth American Commission on 
Jewish Education with a highly focussed mission which 
incorporated three major taslds. These are: Building the 
profession of Jewish education; Mobilizing comm.unity 
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 mandated the creation of Lead 
Co?Dlllunities. These are devel0pment 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 possibla relatively quickly while the 
national infrastructure was undergoing major reform. 

The CIJE is presently in the process of developing a multi
year strategic 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 
implementation. 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 process. It is anchored in the immediate 
realities of CIJE's present oom:mitments but it also looks 
towards a much more focussed multi-year perspective. 

The second half of 1993 has seen the major investment of the 
resources of the CIJE in thrie 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 ind of moving towards a 
Personnel Action Plan in eaci of the communities. 
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CIJE draft workplan 12/93 

A working hypothesis of this 1994 workplan is 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 mucn wider circle of 
communities in benefitting from our experience in 
the Lead ComJnunities. Similarly, our involvement 
in Lead Communities has already raised and will 
continue to raise issues where response is most 
useful at a national leftl. 

2 

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 CiiE has not yet completed one 
full annual cycle of implemewtation so that the following 
workplan must be regarded as somewhat tentative and 
ungrounded in prior experienee. It is an outline for 1994 
priorities but doubtless will need modulation and revision 
as the year unfolds. In ( ) wi ll appear the date by 
which action should take place and those responsible for 
that action. 

A. CIJI POLICY-HAJ:ING: Sl'BERING COHMI'l'TEB, COMMITTEE 
SYSTBX, BOARD, EXECUTivi COMHITTB!. 

1. A steering co-ittee will be constituted composed of the 
Chair of the Board of the CIJE, co1I1Inittee 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, det'ived from this strategic 
vision, will be presented fot discussion to the September 
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meeting of the Steering Co111J11ittee and thereupon to the 
October 1994 meeting of the ctJE Board. ADH will staff 
the steering Committee. 

Action needed: 
a. Confirm calendar for Steering Committee for 1994 

including meetings at April and October board 
meetings. 
[l/4/94: VFLJ 

2. Four CXJE Board Comaittetll will be created and all 
members of the CIJE Board wil~ he allocated to at least one 
committee. The proposed colliinittees are: Building the 
Profession, Community Mobilisation, Content and Research. 
These committees will be statfed by the core full-time staff 
and some consultants of CIJE and will neet at each Soard 
meeting and at least once be~een each board meeting for a 
total of four col!lllU.ttee meetings during the year. A 
workplan which is a sub-set elf this workplan will be 
developed for each committee and will be approved for 1995 
at the October board meeting. The 1994 interim workplan 
will be presented at the firsft meeting of each committee on 
April 20th. 

Action needed: 
a. Division of Board me.hers into committees 

(1/21/94: MLM] 
b. Letter from Board CHair inf orming members about 

committee process. 
[1/24/94: MLMJ 

c . Allocation of staff to committees 
[l/4/94: SuggestioR: Personnel - GZD 

Community Mobilization - ADH 
content - BH 
Research - Adam.GJ 

e. Letter from committee chairs to members about 
specific committee igenda. 
[3/8/94: committee chairs and committee staff) 

d. Calendar for indiviiual committee meetings 
[Chairs and staff, -ansynchronized] 

3. The CXJI Boar4 will meet twice in New York, April 21st 
and October 20th. Board m~tings will be preceded by a 
meeting of the steering ColDl!llttee in the afternoon (April 
20th and October 21st). Fol· board mem~ers, their first 
attendance at committees wil be on April 21st. The 
ateeri99 comJDittee will serve as a nominating committee for 
new board members. staff will be assigned to all board 

3 

mel!l..bers so that each board member will be individually 
briefed both before each boa~d meeting and once between each 
board meeting. 
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Action needed: 
a. Prepare Board meetin~ 

[3/8/94: MLM/AOH/VFLJ 
b . New board members discussed 

(every Steering Committee meeting) 
c. Assignment of staff ~o board members 

[1/20/94:ADH) 

4. The EXecutive committee of the Board will meet prior to 
each Board meeting and will lie composed of committee chairs, 

approve the budge of CIJE. 
officers and~- The Executive will review and 

Action needed: ~~ 
a . Develop new 1994 bu.get based on 1994 workplan. 

[2/6/94:ADH) 

s. Board communication will be through a CIJE 'Letter from 
the Chair' to appear in Marci, June, August and December. 
In addition, board members will receive more specialized 
written briefing materials f~om the chair and staff of the 
committee on which they serve. 'Phesae sb,puJd apf:1ear in--

B. DEVELOPING LAY LEADERSHIP POR JJnnSK COHTIWITY -u~r 
~ This is the systelUatic procei;s of br inging key North 

--A!nerican community leadership into our work. The 
I_,~ Go"a:i.ssiens. on Jewish contin•ity which are emerging 

(IV'_J¥{ nationwide are the first tartets for this undertaking. 
emerging work of the Goals Pl"oject with lay leadership 
the lead communities could fbrm part of the content of 
project. 

The 
in 
thi s 

A plan will be developed using the best of available 
resources (e.g. Clal) to build a replicable process for 
leadership development in a tommunity. The Board and 
Committee structure of CIJE should be used to bring new 
leadership into national involvement both as leaders and as 
funders . 

Action needed: 

£00 . 391:id 

a . First draft by June Steering Committee 
(6/2/94:AOH] 
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C. LEAD COMMUlfl'l'IBS PROJECT 

A large part of CIJE's work will continue to focus on the 
lead communities . In 1994 the lead communities will, from 
CIJE's perspective, be seen as test sites where success and 
problems will be shared with an ever-widening circle of 
'essential' communities. 

The work of CIJE as an intermediary catalyst for systemic . 
change in Milwaukee, Baltimon and Atlanta will focus on: 

1. Four planning seminars wlth 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. Each of these seminars will 
focus on a specific area of ct>mmon implementation. 

(Coordinator : GZO] 

2 . Strengthening the local lead community wall-to-wall 
coalitions by meeting with lat leaders, rabbis and 
educators in the community. The community mobilization 
process will continue to require assistanee and trouble 
shooting. A clear goal for CIJE is to have a fully 
committed top level inner coalition of Federation exec.
Community champion - LC profeesional in eac h community. 

3. Developing a process which 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 c~unities and the CIJE. 

Aetion needed: 
a. Negotiated timeline towards written agreement with 

each community. 
(3/94 :AOH] 

4 . Moving each community toiwards a Personnel Action Plan 
based on the November 1993 tl1lining session in Montreal . 
Final dates for the completion of the action plan are to be 
set together with the community, including the funding 
implications. 

Action needed: 
a. Individually negotiated written timetable for 

personnel action plan in each community 
[2/15/94:GZDJ 

%1"fto 
· for funding bf personnel action plan 

y leadership l 

5 
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5. Providing expert support and consultation for the 
implementation of the Personnel Action Plan. Examples are: 
in-service training programs for early childhood teachers, 
an Institute for day school •nd congregational school 
principals. 

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

Action 
a. 

needed: 
Develop plan for goals project after January 
consultation with Mandel Institute team 
(3/94: Dan Pekarskf) 

7. Provide guidance to the Monitoring, Evaluation and 
Feedback support project. ay February 1994 all communities 

6 

will have reports on the Prolessional Lives of Educators and 
Educators survey data-gathering will have been co~pleted. 
The report on co1DJDunity mobi1ization for 1992-93 will also Q 
have been completed. · ' :.J 

In January 1994 the firjt composite community personnel IP"' 
profile will be completed by Adam Gamoran and Ellen Goldring r Jrt' 
to be followed by Atlanta (d~te?) and then by Baltimore ·,Jf 
(date?). 

In the light of the new intensive involvement in the 
communities by the CIJE core staff, the feedback function 
requires reevaluation. Th• MEF Advisory Committee will 
meet in Chicago in February 1994 (Profs. Coleman, Inbar, ~~8, 
Fox, Gamoran, Alan Hoffmann and Annette Hochstei n) to 
discuss this and other issues 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. Thne 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; ongoing 
Leadership Institute for Principals; Basic Jewish literacy 
for early child.hood professionali a sem.inar on goals in 
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Israel . The communities ha~ undertaken to inform CIJE by 
January 15th which of these pilot projects they wish to 
undertake. At that stage, C'.trJE will provide expert support 
both from its own staff and outside experts to build these 
projects. 

D. COALITION OP BSSEN'l'IAL Cit»oroNITIBS 

The mission the CIJE is to b9 a agent for systemic change 
for North American Jewish ed'llcation. The working 
assumptions are that personn~l development and community 
mobilization are key to systalmic change. Lead communities 
are designed as test sites wttere both the notion of systemic 
change and the individual coBrponents of systemic re~orm 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 col!llliunities who have made a major 
commitment to improving and investing i n Jewi sh education at 
the local level will: 

1. Be a vehi cle for CIJE to share its experience 
and then assist a contirrually expanding universe 
of communities to i mplement those components which 
meet their needs . Just one example of thi s is 
the sequence which leads from 
Quantitative/Qualitati vd research on the entire 
personnel situation in a community through a 
policy report to a persannel action plan. 
2. Mobilize increasing numbers of key lay 
leadership for Jewish eciucation ~ 
3. Become a powerful lA~y ~ting the 
training institutions aJ'td denominations to provide 
solutions to the educational needs of communities. 
4. Mobilize for changittg the funding priorities 
of the North American Jdwish community. 
5. Share in developmen1s 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 
co111Inunities. Many have made remarkable achievements over 
this period without CIJE and the coalition will become a 
place for sharing amongst liXe-minded 'essential' 

7 
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communities. Lead communities will automatically be 
members in the coalition. 

A first meeting should take place in February or March with 
a small group of individuals responsible for commissions of 
Jewish Continuity in key coltlllltnities to explore the notion 
of the coalition. Staff: A.Iii with SHH's guidance. 

E. BEST PRACTISBS PROJECT 

A plan for the development of Best Practises anthologies was 
presented by Dr. Barry Holtz to the Board in August 1993 
(appendix l). 

A plan will be developed whicfl relates to the use of the 
Best Practises materials for personnel and lay leadership 
development in 1994 and brought to the March steering 
Committee. 

Action needed: 
a. Plan for use of Best Practises in diff erent 

contexts. 
(3/94:BH] 

P. COHTBtilT 

l. Goala: The Commission deliberately evaded the issue of 
the goals of Jewish education. over the past year in all 
the lead communities we have had requests for assistance in 
developing 'mission statements', 'visions', and 
'visioning'(!). 

In parallel the Mandel Instit-te in Jerusalem has, over the 
past 3 years, been engaged in a pathbreaking project which 
examines different conceptionis of the Educated Jew and their 
implications for a conception of Jewish education. The 
project is now at the stage wlaere these deliberations can 
have significant impact on thi setting of institutional 
goals and community goals for Jewish education in North 
America. Community lay leadirship on one hand and the 

8 
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training institutions on.the other need to begin to grapple 
with this issue in a planful way. 

The Mandel Institute has agreled to provide help to CIJE in 
building this domain and Prot. Daniel Pekarsky will lead the 
project. After a January cortsultation in Israel, this will 
be the key topic of the Febrt.Sary staff seminar in Cleveland 
and should lead to a seminar t'or selected lay leaders and 
professionals (lead communitiAes/coalition?) in July. 

Action needed: 
a. Develop a plan for the goals project 

[3/94: OP] 

2. Best Practises: See section E above. 

G. RESEARCH 

The formulation of a comprehensive agenda for research for 
North American Jewish education is one of the three major 
recommendations of the North ~erican commission. At the 
moment CIJE is not involved ih any planful process leading 
to building the agenda for rdsearch, yet the MEF project is 
currently the largest research undertaking in Jewish 
education in North America . 

As in several other spheres C1f. the work of CIJE, our work in 
MEF in the lead communities ie raising many generalizable 
questions which ultimately. will become part of the 
continental agenda for resea~h. 

In order to develop a plan fat- building research and 
research capacity in this fieid, CIJE will have to consult 
with some of the best minds in educational research, 
sociology and sociology of khowledge. such a consultation 
should take place in June and lead to a first eut plan in 
September. Adam Gamoran anlil ADH will plan that 
consultation. 

9 
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B. CIJB PRO~BSSIOIJAI, LEADDSJltP 

ADH's successor will be iden~ified during 1994, trained (if 
necessary) in 1995 with a period of overlap in the CIJE in 
1996. 

10 

The national search will begin in April 1994 will a clearly 
articulated job description. Candidates should be 
identified between October-NdVetnber 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:MLMJ 
b. Job description developed [3/94: ADH) 

I. COMMUH:ICATIOHS AND DISSBKR'l'IOlf 

A brochure describing CIJE artd 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 dweloped for telling the story 
of the CIJE in a wide variety of contexts ranging from key 
lay leadership through profeslsional educators, rabbis, 
community professionals, the Jewish press, the non-Jewish 
press, Jewish journals etc. (Sandee]. This is in addition 
to the need to develop an intternal communication program for 
the CIJP! board referred to in A above. 

CIJE will also have to decide at which regional and national 
Jewish forums - lay and profEtssional - it wishes to appear 
and how much of our human resiources to appropriate to this 
important but all-consuming aJrea . An outline for 1994 will 
be proposed to the Steering dommittee in March [BH] 

The Lilly Foundation has prop10sed a high-level consultation 
between CIJE and leaders in Jlnerican religious education 
during 1994 which Lilly will convene. We are currently 
awaiting a response from Lilly about the date. 
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CijE draft workp1an i2/93 

For action: 
a. Plan for written colinmunications 

(3/1/94:SB) 
b. Plan for Jewish professional and lay forums 

during 1994 
[2/15/94: BH) 

J. 1995 WORDLA!l AJfD BUDGET 

The 1995 workplan will flow :6:-om the work of the Steering 
Committee and its articulati~ of a multi-year strategic 
vision for the CIJE. 

For action: 

a. Draft workplan (7/911:ADH] 
b. Second draft for Sd!ering committee [9/94:ADHJ 
c. Final draft for Oc'tt>ber Board Meeting [ADH] 

11 
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Mandel 
Associated 
Foundations 1750 Euclid Avenue • Oc:-vdand, Ohio 44115 • (216) ~66-9200 

February 23, 1994 

Jade N. and Lilyan Mandel Fund 
Joseph C. and Florence Mandel Fund 
Monon L. and Barbara Mandc.-1 Fund 

R.abb1 Joshua Fishman 
Execuciva V1ca Pra1ideut 
Torah UmHotah 
160 Broadway 
New Ycrk. NY 10038 

Dear labbi Fi1bman: 

P . 2/4 

I am pleased co send yo~ thi■ official uotio• of •ip.oval by the a-u.eeea of 
ehe Mandel A.11ooiated 1oundatioru. of a grant of $200,000 ~ Torah tJmesorah co 
1upport the establishment o! a teacher tra.ini.ng prosram to reorutt and train a 
minimum of tvency Yeshiva graduate• amN&lly to become Jewi1h atu.diaa u.achera 
for che day aohool 11ov111ent. 

This grant is approved vith the following condiciona: 

· l. That: .1eered1t,t1.on "oy Loni bland tmiver,1ty or a comparable institution 
be approv•d. 

2 . Th.at th• Seth Mtd:ash Oovoha agree to work wich Torah Umeaorah on this 
projeot. 

3. That a npreaantat1ve of the KancS.l Associated Found.aciona be permitted to 
review t.he re1umea of potential faculty membe~s and that tbe selection of 
faculty be appl:'ov•d by the .Ka*l Aaeooiated Foundations. 

4. That qu.arterly progrc•• report• be •ubmitted to the Mandel Aaaooi&t•d 
Foundationa in th• oont•~t of a joint •ffort to build a monitoring and 
evaluation p:oceaa for th• program. 

5. That any changea in the propoHd ouuiculum b• appl:'oved 'by the Mandel 
Aa•ociated Found.tions in advance. 

6. 'nlat the Mandel Auocated Found&tiona 'be pemitt:ed ~ conduei: site vialee 
co cha pto1ram ~pon req'Ueat. 

7 . That following a period of two yea~•• Torah Ume•or&h will hav• 14ent1t1ed 
ocher •ourcu of funding for f'-lture aupport of the program. 

Z1210 '3gl:ld 131:H:15l3fl:l OJ. 
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As Ginny Levi d1scuaaed w1ch you. che payment echedule for the grant will be 
de~ermined following receipt of you:r proJe~ted rate of expenditure,. Please 
forward that to Ma, Levi at 4500 Euclid Avem.i.a. Cleveland, Ohio 4410! when 1t 
is completed. 

Rabbi Shmuel Yygoda plana to ~ema!n in olo■e contact vith you &I you move 
forward Vith Chia p~oject. H• vill want to talk with yo\l f~rcher about che 
development of a monitoring and evaluation procaas . 

Please acknowledge agreement to thH• condition• by s ignin& and return1rlg a 
co~y of th1a lettar, 

Sut wishee for euccessf~l 1.mplemen~at1on of t:hil program and vaxm personal 
re;arda. 

MORTON L. MANDEL 

E: 00 · :rnt::1d 7 31:H:IS J'3rT""I ("11 

By: 

Title: 

l)ate: 

Acknowledgemant 
Torah Umesorah 



l~Q_ 
---- MEMORANDUM 

RE: CIJE 

MEETING WITH GAIL DORPH 
AUGUST 12, 1994 

NEW YORK CITY 

The complexities of the personnel project were discussed, 
in particular : 

* 
* 

* 

in-service training issues 
leadership and vision, as well as making school 
faculty work together 
organization , such as that of Hebrew High in Los 
Angeles . 

What Gail is talking about is what makes a difference to 
the question of learning in a give~ school . 

She said that the problems of the field include its being 
disheartened at the present time ; a demoralized field, 
with little beliet that things can change . 

We discussed the 3-5 things that she would like to see 
happen in a lead community to improve the personnel 
situation : 

1 . Licensing, tied to learning and tled to rewards such 
as benefits . 

2 . Multiple opportunities for teachers to learn : in
service courses designed with the teacher in mind . 

3 . Seek the good or outstanding people in the current 
system and help them to become articulate so that 
they can coach each other . 

4 . Prepare a cadre of people from the community for peer 
coaching . ( Gail pointed to the system ' s fear of 
losing those talented people . ) 



5 . Do the same for principals -- develop their learning 
and peer coaching . 
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Chair 
Monon Mandel 

~ceChdlrs 
BITlleGold 
M.anhew Maryles 
!.ester PoUacll 
Maynard Wlshner 

Monorery Chair 
Max Flshet' 

13oard 
David Arnow 
Daniel Bader 
M.andelle>erman 
Charles 5ronf:men 
Gerald Cohen 
John Colman 
Maurice Corson 
Susan Crown 
lay Davis 
Irwin Field 
Charles GOOdman 
Alfred Gonschalti 
Nell Greenbaum 
Thomas Hausdorff 
David Hirschhorn 
Gershon Kelz.st 
Henry l<oschlt$1zy 
Mar.Ii! Lalner 

man Lamm 
!n.<IJ"O'\n Lender 
Norman Upoff 
Seymour Martin Lipset 
Florence Melton 
M.elvln Mer1ans 
Cllaries Ramer 
esther Leah Ritz 
Richard Scheuer 
IsmarSchor,ch 
David TeutSch 
lsedore 'l\verslzy 
Bennect Yanowftz 

Exec11tlve Dtrecror 
Alan HoffmaM 

-·· 
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September 9, 1994 

,_ 
2?-
3-
4-

Dear 5-: 

.LIJ'-E:~ 
L Educ:at1on 

I am delighted to let you know that on the evening preceding our October 6 board 
meeting, we have arranged a private seminar for CIJE board members and invited 
guests with Dr. Terrence Deal, Professor of Education and Human Development at 
Vanderbilt University and Co-director of the National Center for Educational 
Leadership (NCEL}. Or. Deal, who was previously on the faculties of Harvard 
University Graduate School of Education and Stanford University, is internationally 
acclaimed for his expertise in organizational leadership and change in both business 
and educational settings. Among his influential writings are "Corporate Cultures" 
and "The Leadership Paradox: Balancing Logic and Artistry in Schools," co
authored with Kent Peterson. 

Dr. Deal's work has important implications for CIJE as a catalyst for systemic 
change in Jewish education. We will have a unique opportunity to explore those 
implications after Or. Desi's presentation. We have scheduled a dinner meeting of 
the executive committee to precede the seminar with Dr. Deal. The dinner will 
take place at 6:00 p.m., followed by the seminar at 8:00 p.m. on Wednesday. 
October 5 1 at UJA/Federation of Jewish Philanthrooies of New York. 130 East 
59th St .• New York. I look forward to seeing you that evening. 

You will recall that we also have a steering committee meeting scheduled for 
Wednesday, October 5. 10:00 a.m. to 4:00 o.m. at JCCA/CIJE, 15 East 28th 
Street, New York. 

Our board meeting promises to be both important and provocative. It will take 
place on Thursday, Oc10ber 6 1 9;30 a.m. • ·3:00 p.m., also at UJA/Federation. 

l want to give you a preV1ew of some of CIJE's exciting current work: 

The CIJE Personnel Report: In advance of their formal presentation at the CJF 
General Assembly in November, Dr. Adam Gamoran, Professor of Sociology at the 
University of W isconsin, and Dr. Ellen Goldring, Associate Dean of Peabody College 
of Education at Vanderbilt University, will provide the centerpiece presentation of 
this board meeting. Ors. ·Gamoran and Goldring are Directors of the CIJE 
Monitoring,' Evaluation, and Feedback Project. Their findings, the result of two 
years of field research in our laboratory communities, will be central for other 
communi1:ies in creating their own personnel action plans. The data is equally 
important for national organizat ions with a Jewish educational mission. 

lSNI73QNt;W 01 
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In undertaking this research, as recommended by the Commission on Jewish Education in 
North America, CIJE's goal is to provide the hard data that will altow thoughtful planning for 
building the profession of Jewish educators - a central thrust of the CIJE mission. The first 
data we will release has profound implications for the areas of pre- and in-service training. 
Although some of these statistics about the teachers' degree of formal training and Jewish 
background correspond to what we may have suspected anecdotally, there are also several 
surprises that question widely-held assumptions on which past policy has been based. We 
believe that with the completion of the final report in 1995, other communities should be able 
to replicate this research method, extrapolate from their conclusions, and begin to address the 
personnel needs of Jewish education in a meaningful way. 

As this research is released, we expect to keep you informed through a series of CIJE Policy 
Briefs, the first of which will be issued at the GA and previewed for you at October's meeting. 

The Goals Project: This ground-breaking initiative resulted last July in the CIJE-sponsored 
Goals Seminar, held in Jerusalem for fay and professional representatives f rom seven North 
American communities. Guided by Dr. Daniel Pekarsky, Professor of Philosophy of Education 
at the University of Wisconsin, the seminar was a pioneering effort in "creating vision-driven 
institutions and communities" for Jewish settings across the United States. This project is 
based on the results of extensive studies of reform in general education, which have shown 
that those institutions with a compelling and pervasive vision are most successful in 
transforming the qualtty of education in their settings. The Goals Seminar and its follow-up 
continentally will, we expect, contribute a new dimension to our understanding of how change 
takes place. 

The CIJE-Harvard Leadership Institute: To be held at the end of October, this intensive 
seminar will be attended by close to 40 principals from our laboratory communities. The 
institute is the first in North America to bring t ogether the expertise of Harvard University's 
Principals' Center with outstanding Jewish scholars and educators to focus on issues of senior 
educational leadership across denominations, institutions, and communities. Its purpose is 
to develop and implement effective leadership in schools by empowering principals, and, 
through them, teachers and parents in the transformation of Jewish education. Like the Goals 
Project, the CIJE-Harvard leadership Institute represents our commitment to systemic change 
wi1hin communities across the country. 

We will soon be sending you advance materials as background for the meeting. In the 
meanwhile, please cqmplete and return the enclosed reply form indicating your attendance 
plans. 

With best wishes for a Shana Tova, 

Morton L. Mandel 

800 '3::ll:ld .LSNI730Nl:IW O.L 



COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 

Steering Committee Meeting, Executive Committee Meeting, 
Board Meeting and Seminar with Professor Terrence Deal 

D Yes, I plan to attend the Steering Committee meeting at 10:00 am. 
to 4:00 p.m. on Wednesday, October 5 at JCC Association/CIJE, 
15 East 26th Street, New York. 

D Yes, I plan to attend the Executive Committee dinner meeting at 
6:00 p.m. on Wednesday, October 5, 1994 at UJNFederation of 
Jewish Philanthropies of New York, 130 East 59th Street 

D Yes, I plan to attend the seminar with Professor Terrence Deal at 
7:45 p.m. on Wednesday, October 51 1994 at UJNFederation. 

I plan to bring a guest to the seminar. 
Name 

D Yes, I plan to attend the CIJE Board meeting at 9:30 am. - 3:00 p.m. 
on Thursday, October 6 at UJNFederation. 

D Sorry, I am unable to attend any of these meetings. 

Name (Please print) 

Address 

City State/Province Zip 

Phone Fax 

Please return this form by fax to 216-391 -5430 or by mail to: 

!;>00. 391:;jd 1SN!l30Nt1W 01 

Morton L Mandel 
CIJE 
P.O. Box94553 
Cleveland, Ohio 44101 

' .·, .. . . . . 
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TOWARD A COMPREHENSIVE PERSONNEL ACTION PLAN ✓ 
(This document only deals with personnel In formal educational settings) ~ 

RUBRICS FOR UPGRADING PERSONNEL J}ulJ,, f.'.,.;~ __, 5,o r" 
A PLAN IN PLACE WOULD HAVE THESE ELEMENTS: ,~,- .., 
i-,S>t-~ 

I~ ~ I. e.ROFESSIONAL DEVELOPMENT 
VV'1~ t5 / Lvuv--' ~ 

A Qlfferentlated In-Service Programs for Teachers (according to 
knowledge. training. setting, and need} 

Courses 

a. Subject Matter Courses 

b. Educational foundations/pedagogy Courses 

c. Courses that blend subject matter and pedagogy according to 
age and setting 

Examples: 

"Early childhood teachers sem,nar (emphas121ng Judaica 
component of the program as well as implications for 
pedagogy) 

• Seminar on the teaching of Hebrew language 
*. day schools - spoken Hebrew 
"'. day schools - text Hebrew 
• supplementary schools - reading and Siddur 
Hebrew 

• U-STEP {United Synagogue In-service courses) 

d. Courses that have ''lab or practice" component 

2. Programs 

a. Sequenced programs not necessarily developed for "training of 
educators" (e.g, Melton Mini-School) 



From GA IL DORPH CIJE NY PHONE No. : 212 769 0746 

b Sequenced programs deslg~d for oducators (E~rly Childhood 
Institute) 

c. Sequenced programs designed for educators with cl3ssroom 
based component • 

d. Induction (Site based or Communal) 

3. Retreat Experiences 
which will focus most particularly on personal/ experiential needs of 
participants (tefillah, Shabbat) 

Cr,.~ no way to frame items 1-3 could be the creet,on of e T eechers tns/1/ufe with e variety 
\J ,.Y~ejp,gs for teachers of different subjects, settings, denominations, and ages.} 

~ o'W,: ~ , 

C. 

D. 

Leadership Institute - Across Communrt,es 
(as sub-groups and across settingsl 

1. Principals of Day Schools 
2. Directors of Early Childhood units 
3. Principals of Supplementary Schools 

Leadership Seminar - Within Communitie~ (Using Best Practices and Other 
Resources) 

1. Directors of Early Childhood units 
2. Principals of Supplementary Schools 
3. Principals of Day Schools 

Courses, Programs, Retreats appropriate to leadership personnel also need to 
be developed 

Mentorjng Programs for Novices 

1. Preparation of mentors 

2. Mentoring programs in action 
a. for novice principals 
b. for novice teachers 

Peer and "Expert" Coaching Program for Experienced Personnel 

2 
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II. 

A 

1. Preparation of peer coaches 

2 Coaching programs in action 
a. for experienced principals 
b. for experienced teachers 

RECRUITMENT 

Deyelopjng teens and vouno adults 

1. Leadership programs for teenagers that involve them as counselors, youth 
group advisors, and teaching assistants 

2 Programs to support college age youngsters who are teaching and 
working as personnel in youth groups, camps, and in schools 

B. Developing alternative pools of teachers 

1. Recruiting and preparing "volunteer'' teachers for supplementary 
schools (bringing in new populations to teaching force, e.g., public school/private 
school teachers, retirees) 

2. Retooling pubhc/pr1vate school teachers for careers In Jewish education, 
particularly supplementary schools 

Ill. 

A 

RETENTION 

Salary and Benefits 

1. Benefits packages available for full time people 

2. Parti~I (proportional) bonnfill ~l~UA~~~ ava;lable for part-lime people 

3, Synagogue, JCC Memberships 

4. Reduced day school and camp tuition ( even for those teaching in 
supplementary schools in proportional way) 

5. Free invitations to communal events 

6. Conference lines, membership in professional organizations 

7. Appropriate sabbatical and study opportunities in Israel and u s. 

3 



(what Is this? it sef!med to us hcl1>ful but we're not sm·<.') 

l. EXIS1'ING COURSES that address knowledge deficiencies (such as, courses in 
cducntion, Judaica, subject matter) 

What is currently taught (at local universities, at synagogues, through central agency, natiom,lly) 
thA.t addresses this need? 
Advantages: easy 

uses academic resources available 
Disadvantages: some subject mattor not easily accessible 

not necessarily any relationship to pedagogy in course as currently structured 
llow can you solve the disadvnntngcs in your community? 
How can we make it posssible to take courses (tuition waivers, salary increases based on 
successful completion) 

II. CJO:ATING COURSES TO MEET TEACHF.RS1 NEEDS 
( create new courses in current settings to meet teachers' content needs) 

Create courses that address issues/topicshubjects that teac'ners need to teach 
Examples: life cycle, p11rash11t hashavua, teaching Hebrew 

:Models of teaching that have implications tor Jewish settings 
: Jewish holid11ys for the pre-school child 

Advantages: can tailor causes to Jewish content and context need!\ nr specitic grous of teacher 
can use resources of community 

Disadvantages: requires that something new be build; no classroom accountability is built in 

Ill. CREATfNG COURSES TIED TO l,RACTTCE 

IV. ADAPT OR ADOPT F.XTSTTNG PROGRAMS 
Examples: Melton Mini-School 

Derekh Torah 
Early Childhood Teachers' Institute 

Advantages: already formulated and tested curriculum 
Disadvantges: how closely does it meet needs of community 

not specifically designed for teachers 

V. CREATEPROGRAMS 
Examples: Induction program for new teachers 

Machon l'Morim 



I .. ) .' 

DEV.ELOPING PERSONNEL ACTION PLANS IN COJ\1MUN1TIES 

1. Create a mPt'ting of school dh·e<'to1·9 (,md theil' rttl.Jbis) to disfuss: 

a. their re~pective curriculR 
h to decide if there are nreas of overlap anu µotential cooperntton for courses that need 
to be developed 
c. discuss appropriate auspices for such co\lrses: community vs denominational 
d di11cuss nppropriate venue!! for such courst:s: community vs. school based 

2. Other iHues fot• discussion by this s,une group mi~hl inrlude: 

a. incentives for participating in the program 
b. salary increment$ that would accrue for panicipation 
c. accreditation procedure that would accompany successful completion of "x" number 
of courses 

3. Set up a three part program for teachers that would include: 

n. Judaica coursrs that den) Spl'cifically with the content of the curriculum 
(examples: holidays, life cycle, Siddur, Parashat Hashavua. etc) 
These courses should also include where apprnpriate real life e,cperienccs and 
assignments as well as retreat type experiences focused on patticipams' "personal 

meaning making"). 

b. PedRgogic input and support for teaching the Jndaica contc11t (either integrated 
with the course or as a lRb component of the Judaica course ) 

c. Classroom coad1iug 11s support (to be provided either by teacher of whole course, 
teacher of the Jab course, principal of the school) 

4. Addition11I Questions: 

a. How would the above program be planned? 
b. How l:ould it be coordinated/managed!) 
l;. How would it be orchestrated/taught? 
d. How would success be evaluation? 
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ACTJON PLAN: 
HOW? 

1. MAPPING RESOURCES A VAlLABLE; 
BIB 
Hebrew C:olleges (local or regional) 
nenominations 
Lor.111 Secular Univcr~ities 
Out of town universities 
Rabbis in the co1rmllmity 
Judaica Profe~c::ors 
Israel Programs 
CAJE 
JESNA 
Professional Groups (e.g. NATE, .TEA) 
Melton Mini-School, nnrckh Torah 

Dec. 26 1994 1:56PM P06 

2. DEVISING APPROPRIATE APPROACHES TO ADDRESS JSS\JES 
lndividunJ Learning Plans 
Courses 
School-based Curriculum improvement project 
Training Sessions with Supervision and Feedback 
Programs (Sequenced Courses) 
Observation/assessment 

Peer Coaching 
Mentoring 
Supervision 

Structured Reflective Practice 

3. PRIORITIZATION: 
Economic Feasability 
Human Resources Available 
Scope, Content, Quality 

4. DEVELOPING INCENTIVES 
Extra Money 
Increased Salary 
Degrees/Certification 
Released Time 



ACTION PLAN: 
FORWH.OM? 

TO ANSWER WHAT NEEDS? 

J>OPULATIONS 

TEACHERS Ai'ID PRINCTJ> ALS 

Settings: 
Day School 
Pre•School 
Supplementary 

Experience: 
Novices 
3 to 7 years 
Over 7 years 

Background and Training 

NEEDS: 

TEACHER 

Trained in Educl".tion vs. Untrained in Education 
Trained in Judaica vs. Untrained in Judaica 
Trained in Both 

Judaic Subject Matter Knowledge 
Pedagogic Skilfs 
Pedagogic Content Knowledge 
Child Development 
Personal Growth Experiences 

PRlNClPALS 

Judaic Subject Matter Knowledge 
Leadership Knowledge and Skills 
Management Knowledge and Skills 
Supervision of Instruction and Teachers 



--.... --... _..,..__ -- -· - -- _,.,. __ 
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Pedagogic Skills 
Pedagogic Content Knowledge 
Child Development 
Personal Growth Experiences 

PRINCIPALS 

Judaic Subject Matter Knowledge 
Leadership Knowledge and Skills 
Management Knowledge and Skills 
Supervision of Instruclion and Teachers 

4 
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B. 

8. Tuition stipends/pay incentives for teachers taking lnservice courses 

Career Path 

1. Creation of full time positions for teachers that include teaching, 
mentoring new teachers, and peer coaching. 

2. "Community" Teacher (teacher who teaches in more than one institutions 
thereby creating full~time positions) 

3. Creating positions in day schools and supplementary schools for 
curriculum supervisor, master teacher, Judaic studies coordinator, resource room 
teacher 

IV. PRE-SERVICE PROGRAMS 

4 
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Memo 

July 13, 1993 
To: CIJE Board 
From: Dr. Barry W. Holtz 
Re: Update- The Best Practices Project 

P.2/4 

The Best Practices Project is an operation that has many long-range implications. Document
ing "the success stories of Jewish education" is something that has never been done in a 
systematic way and it is a project that cannot be completed within a short range of time. This 
memo outlines the way that the Best Practices Project should unfold over the next 1 to 2 years. 

Documentation and Work in the Field 

The easiest way to think about the Best Practices Project~- and probably the most useful,- is to 
see it as one large project which seeks to examine eight or nine areas (what we have called 
"divisions"). The project involves two phases of work. First, is the documentation stage. 
Here examples of best practice are located and reports are written. The second phase consists 
of "work in the field," the attempt to use these examples of best practice as models of change 
in the three Lead Communities. 

The two phases of the Best Practices Project are only par.ially sequential. Although it is 
necessary to have the work of documentation available in order to move toward imple
mentation in the communities, we have also pointed out previously that our long-range goal 
has always been to see continuing expansion of the docunentation in successive "iterations.'' 
Thus, the fact that we have published our first best practice publication (on Supplementary 
Schools) does not mean that we are done with work in that area. We hope in the future to 
C}.-pand upon and enrich that work with more analysis and greater detail. 

In the short run, however, we are looking at the plan below as means of putting out a best 
practices publication, similar to what we've done for the Supplementary School division, in 
each of the other areas. What we have leamed so far in the project is the process involved in 
getting to that point. Thus it appears to be necessary to go through the following stages in 
each of the divisions: 

The Ste_ps in Documentation: First Iteration 

Preliminary explorations: to determine with whom I should be meeting 
Stage one: Meeting (or multiple meetings) with experts 
Stage two: Refining of that meeting, leading to a guide 

for writing up the reports. 
Stage three: Visiting the possible best practices sites by expert 

report writers 
Stage four: Writing up reports by expert report writers 
Stage five: Editing those reports 
Stage six: Printing the edited version 
Stage seven:" Advertising" and Distributing the edited version 

Next Steps 

For this memo, I've taken each "division" and each stage and tried to analyze where we cur
rently are headed: 

1 
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l) Supplementary schools: Mostly done in "iteration #1 ". There may be two more reports 
coming in which were originally promised. 

2) Early childhood programs 
Here we are at stage five. The volume should come out at the end of the summer. 

3) JCCs 
Here we are at stage three. This will require visits, report writing, etc. The JCCA is our 
partner in implementing the documentation. 

4) Day schools 
Here we are at stage one, two or three, depending on the denomination. Because this involves 
all the denominations, plus the unaffiliated schools, this will be the most complicated of the 
projects for the year. 

5) College campus programming 
Here we are at stage three, with the national Hillel organization as a partner. One question to 
deal with is non-Hillel campus activities and how to move forward with that. As to Hillel 
programs, we need to choose report writers, visit sites, etc. 

6) Camping/youth programs 
Here we are at the preliminary stage. We should be able to have a stage one meeting this 
year. It's probably fairly easy to identify the right panicipants via the denominations and the 
JCCA. 

7) Adult education. 
Here we are at the preliminary stage. We should be able to have a stage one meeting this 
year. Here gathering the right participants is probably more complex. 

8) The Israel experience 
We hope to move this project forward with consultation from the staff of the CRB Foundation. 
As they are moving forward with their own initiative, we hope to be able to work on the "best 
practice issues" involved with the successful trip to Israel. 

9)Community-Wide initiatives 
Finally, I have recommended that we add a ninth area-- Community-Wide initiatives using 
JESNA's help. This refers to Jewish education improvement projects at the Federation or BJE 
level, particularly in the personnel or lay development area. Examples: the Providence BJE 
program for teacher accreditation; the Cleveland Fellows; projects with lay boards of 
synagogue schools rlln by a BJE; salary/benefits enhancement projects. This project would use 
JESNA's assistance could probably be launched rather quickly. 

Lead Communities: Imolementation° and How to do it 

In previous reports I have quoted Seymour Fox's statement that the Best Practices Project is 
creating the "curriculum" for change in the Lead Communities. This applies in particular to 
the "enabling options" of building community support for Jewish education an<' improving the 
quantity and quality of professional educators. It is obvious from the best praccice reports that 
these two elements will appear and reappear in each of the divisions under study. 

The challenge is to develop the method by which the Lead Community planners and educators 
can learn from the best practices that we have documented and begjn to introduce adaptations 
of those ideas into their own communities, This can occur through a wide range of activities 
including: presentations to the local Lead Communities commissions about the results of the 
Best Practices Project, site visits by Lead Community lay leaders and planners to observe best 



practices in action; visits by best practices practitioners to the Lead Communities; workshops 
with educators in the Lead Communities, etc. The Best Practices Project will be involved in 
developing this process of implementation in consultation with the Lead Communities and with 
other members of the CIJE staff. We have already discussed possible modes of dissemination 
of information in our conversations with the three communities. 

How can we spread the word? 

The first report on supplementary schools has engendered a good deal of interest in the larger 
Jewish educational community. One issue that the CIJE needs to address is the best way to 
make the results of the Best Practices Project available. How should the dissemination of 
materials take place? How should the findings of this project have an impact on communities 
outside of tile Lead Communities? Certainly we should find ways to advertise and distribute 
the materials as they are produced. Perhaps we should also begin to consider a series of meet
ings or conferences open to other communities or interested parties, as the project moves for
ward. 

3 
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2 73321.1217@CompuServe.COM => annette@vms . huji.ac.il; 26/12/93, 00:40:58 ; * SMT 
P.MAIL 

ASCII (Gail Dor~h <73321.1217@CompuSer ve . COM>) 
MIME type: text/plain 

Received: by HUJIVMS via SMTP(198.4.7 . 2) (HUyMail- V61); 
Sun, 26 Dec 93 00:40:57 +0200 

R~-eived: from localhost by arl-img- 2 . compuserve . com (8.6.4/5 . 930129sam) 
id RAA07137 ; Sat, 25 Dec 1993 17 : 40:56 - 0500 

Date: 25 Dec 9..3_i7:38 : 03 EST 
From: ~Gail Dorpn, <73321 . 1217@CompuServe.COM> 
To: "INTERNET:ANNETTE@vms.huji.ac . il" <ANNETTE~vms . huji . ac.il> 
Subject : Re: +Postage Due+Re: +Postage Due+Re: +Postage Due+Message from Interne 
t 
Message-ID: <931225223803_73321.1217_FHM59-2@Compuserve.COM> 

Shavua tov, Annette. Thanks for the encouragement. meantime, i'm holding 

the fort. From these memos I'm gathering that from your perspective, 
it's OK to tell Ruth that she will be receiving a draft by the end of 
next week. Is this accurate? Gail 

Hi <CR> for next page, 
BMAIL> 

Unregistered VT102 

to skip to next part .. . 

4800•E71 FOX I 

I would be a little more cautious than sayin9 "the 
end of next week" I would add " or sometime in 
thge following week". This is because there are 
sevceral unknowns: when we will get the draft and 
how much time will be required to go from there 
to an agreed upond document. Maybe this will be 
very short - .but there may be difficulties. So go 
easy on promises. 

Love, 

Annette 
Exit 

BMAIL-XMIT Option(? for Help): h 
Edit Option(? for help): c 
N~w :::1nn,....oce ,..,,,,.,-.T;>_ ~- ..c- - .. ~ ~ 
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Council for Initiatives in Jewish Education 
Israel office: POB 4556, Jerusalem, ISRAEL tel: 972-2-617-418 fax: 972•2-619•961 

~ July 17, 1994 

Ifli. Annette 

Orpnimion: Mandel 

Fax Nµmher; 66 2s 3 7 

Dear Annette, 

FACSIMILE TRANSMISSION 

No. ofpaaes incl, cover: 1 

Fax number: 972-2-619-951 

I just want to confirm with you u per our convmaiion on Friday, that Abby Pitkowaky will be employed 
by the CUE through September, 1994. This inciudes her accumulated vacation for the period of her 
-mployment with CDE. 

A3 you know, Abby will be going to the U.S. on or around August 14, and up until that date will deal with 
all the tail ends of my CIJE transfer to NY. 

If' then are any problem• receivinc 
this trammia,ion, pleue call 

972-2-617-418 
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D ASSIGNMENTS 
D ACTIVE PROJECTS 
D RAW MATERIAL 

FUNCTION C!JE STEERING COMMITTEE 

□ FUNCTIONAL SCHEDUlE SUBJECT /OBJECTIVE . ASSIGNMENTS 
nB>OllV, 1,.,,-m If< UM 

ORIGINATOR/PROJECT LEADER VFL DATE 3/15/94 

NO. 

1. 

2 . 

3. 

4 . 

S. 

6. 

7. 

8. 

9 . 

DESCRIPTION 

York with committee staff to draft vis ion, 
work plan, agenda, and cover letter for 
each committee. 

Develop descriptive brochure for CIJE. 

Redraft total vision for review by Steering 
Commit:tee. 

Draft CIJE mission statement. 

Draft letter inviting Ann Kaufman to join 
Board as vice-chair; ask Lescer Poll~ck 
to remain on Board. 

Review literature on complex community 
change and identify macerial that would 
be useful to Steering CoUIIllittee. 

Consider asking Gershon Kekst to chair a 
committee on communications. 

Draft plan for developing new Board 
members . 

Develop a communications program: internal; 
with our Soard and advisors; with che broade1 
community. 

800. 3:)t;d 1SNl730Nl::lW 01 

ASSIGNID 
TO 

(lNITl.lLS) 

ADH 

ADH 

BH 

DATE 
ASSIGNED 
STA~ED 

OUEDATE 

3/15/94 14/5/94 

9/21/93 ~/15/94 

3/1S/94 ~/15/94 

ADR 1/4/94 . '4/20/94 

VFL 3/15/94 5/15/94 

RAS 3/15/94 5/9/94 

MLM 3/15/94 5/15/94 

ADH 3/15/94 6/30/94 

ADH 9/21/93 TBD 
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D ASSIGNMENTS 
□ ACTIVE PROJECTS 
D RAW MATERIAL 

FUNCTION 
- CIJE STEERING COMMITTEE 

□ FUNCTIONAL SCHEDULE SUBJECT/Oil;ECTIVE DORPH ASSIGNMENTS 
~ (Rl:Y, 1_,.,, NlflTll)"II/.U. 

ORIGINATORA'ROJECT LEADER VFL DATE 1/17 /94 

NO. 0€:sCR!j>TION 

. . 
1. Develop pilot project on early -childhliod 

education project on Best P~actices. 

2. Work with Milwaukee to plan a summer 
teachers' institute at lfolitz (Meltooi. 

l10'39t:fd l 3ti~S I 3f I::) 01 

ASSIGN£0 
PRIORITY • TO 

(tNlTIALS) 

.. 

GD 

GD 

DAT£ 
ASSIGNED 
STARTED 

1/4/94 

12/1/93 

oue DAT£ 

2/15/94_ 

6/15/94 

COMPLETED 
ORREMOVEO 

OATE. 
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FUNCTION 
CIJE STEERING COMMITTEE 

D ASSIGNMENTS . 

D ACTIVE.PROJECTS 
D RAW MATERIAL 
D FUNCTIONAL SCHEDULE SUBJECT/OBA:cTlVE FOX ASSIGNMENTS 

?~ ,,.t., 11$91 no,.,m IN U.S. ... 

ORIGINATOR,t;RQJECT LEADER VfL 

NO. DESCRIP'TtON 

1. Finalize arrangements for Blaustein grant 
with D. Hirschhorn. 

2 .. ~ith SHH, develop a plan for involving 
deno~inations in each Lead Community 
process. 

3. Contact the follo~ing board members ..• 

a. Alfred Gottschalk 
b. David Hirschhorn 
c. S. Martin Lipse~ 
d. Florence Melton 
e. Isadore Twersky 

2 l 0 '391:ld 731:lc!S I 3f I J 01 

f'RIORtTY 
ASSIGNED 

TO 
{INITIAi.$) 

SF 

SF 

SF 

OATE 
ASSIGNffi 
STARTED 

7/22/93 

3/31/93 

11/8/93 
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Of Tl1IS fOUl fOII A l'OlltT)()IIAI. SO!!Jl(Jtr 

DATE 1/17 /94 

DUE DATE 

TBD 

TBD 

T.BD 

COMPLETED 
ORREJ,!OVEO 

0.1.TE 
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738?0 {l(N. llM} P!\llmo IN U.SA 

FUNCTIO!t CIJE STEER.ING COMMITTEE 

SUBJECT~BJECTIVE GOLDRING ASSlCNM.E.NTS 

ORIGINATi RJPROJECT LEADER vn 

Sl£ IUIIAGOIDT IWoU.\t l'OUC'f 1111. U 
10, ~ts OH nu: COMIU'llOII 

af Tl!l$ - fOQ A fllllC'llOII"'- SOl£!lolli 

DATE . 1/17 /94 
,----r----------- ------'---~M"--•• -• .... -----.-----i-----.------,------l 

' .,) 

) 

NO. 

l. 

OESCRu>'UON 

Develop program on educat i onal leade.-shi p 
for lead colll!Ilunities. 

810"3!:)l;;d 73l;;~S13f!J 01 

ASSIGN!O 
TO 

(INITIALS) 

EG 

DATE 
ASSIGNED 
START[O 

1/4/94 

DUEOATE 

3/15/94 

COMPt.fTEO 
ORREMovro 

OATE 
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', D ACTIVE PROJECTS FUNCTI~ CIJE STEERING COMMITTEE 

D RAW MATERIAL -

t:;J FUNCTIONAL SCHEDULE SU BJECWOBJ ECTIVE HOLTZ ASSIGNMENTS 
73800 (M't. lM) '"'"T(O"' U $.A. 

ORIGINATOR/PROJECT LEADER VFL DATE 1/.17 /94. 
~ 

NO. ()£SCRIP'TION PRIORITY 
ASSIGNED 

TO 
OAiE COMPlETID 

ASSIGNED DUE DATE ORR£MOV£D 
(INITIALS) STARTED DATE 

-

1. Prepare a memo suaimariz~ng proposal ' on . BH 5/28/93 1/31/91 
distribution of CIJE materials (Wo4i:.her -
possibility). 

2. Contact the following board membe;i:-s • • . BH 11/8/93 TBD 

a. Gerald Cohen 
b. Susan Crown 
C • Billie Gold 
d. Neil Greenbaum 
e. Thomas Hausdorff 
f. Mark Laine;i:-
g. Matthew Maryles 
h. David Teutsch 
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,.I 

.. 

• 

) 
. 
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.. 
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D ASSIGNMENTS 

FUNCTIQ;\ CIJE STEERING COMMITTEE 0 ACTIVE PROJECTS 
D RAW MATERIAL 
0 FUNCTIONAL SCHEDULE SU8JECTiBJECTIVE LEVI ASSIGNMENTS 

' 7»90 (R(V, 1.199) PM,-,TCO W tJ.U 

ORlGINAl'tR/PROJECT LEADER •. 
NO. OESCRIPTJON PRIORITY 

1. Collate cownittee recomniendacions, 
add Lead Community search commictee 
members, and submit to MU{ and A.DH. 

2. Revise and reprint letterhead. 

3. Review files on financial commit:nienl$ of 
CIJE supporters and be s1,1re Barry Riis ' 
records are complete. 

4. Design and order business cards for 
staff. 

5. Plan t:o discuss letters of agreemenl for 
the Lead Communities. Consider inci'Uding 
our expectations regarding the sort of lay 
and professional involvemene we ex~ct. 

6 . Work with ADH on budget . Start wid. work 
plan and structure. 

£l0 ' 39tld 73tl~SI3rIJ 01 

VFL 

ASStG.N[O 
TO 

(INITIALS) 

VFL 

VFL 

VFL 

VFL 

VFL 

VFL 

DATE 1/17/94 

DATE 
ASSICNEO 
STARTEO 

1/4/94 

9/21/93 

9/21/93 

9/21/93 

4/7/93 

9/21/93 

DUE DATE 

1/14/94 

2/15/94 

2/15/94 

2/15/94 

TBD 

TBD 

. -

COMPlEl'ED 
OR REMOVED 

OATE 

. . 
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D ASSIGNMENTS · 
D ACTIVE PROJECTS 
□ RAW MATERIAL 
D FUNCTIONAL SCHEDULE 

FUNCTION 

SUBJECT /Osl!iECTlVE 

SU IWLICfWOIT 11..U1W4 roua lid. a.s 
Fot QUD!Ult£$ OM atE COIU'UlJ0jl 

or nus'°"" roa J ru..cTIOIIAI. ~L1 

CIJE STEERING COMMITTEE 

A. HOFFMANN ASSIGNMENTS . 
,"890(ft(l,. ltl'))P1111<'1[0U,U,U 

ORIGINATORfrf>ROJE:CT LEADER .vn DATE 1/17/94 

) 

NO. 

l. 

2. 

3. 

4. 

5. 

6. 

7 . 

8. 

9. 

DESCRIPTION 

Redraft 1994 work plan and send t o 
Steering Colil?llittee members. 

York with lead communities on 
recruiting senior educators. 

Develop descriptive brochure for 
CIJE. 

Prepare draft of CIJE desired ten 
year outco~es for review by Steer i ng 
Committee. 

Draft CIJ£ mission statement. 

Work with CR.B Foundat ion to clar ify 
relationship of Isr ael experience 
programs to Lead CoilllllUn.11:ies. 

~ork with VFL on budget--start with wfork 
plan with structure . 

Develop a communi cations program: 
internal; with our board and advisor~j 
with the broader community. 

Work with }1LM about approach ing Jessel.son 
family. 

910 '3:ll:::ld l 3tlc1S I 3f D 01 

PR!ORl'lY 
ASSIGNED 

TO 
(INITIALS) 

ADH 

ADH 

A.DH 

ADH 

ADH 

ADH 

ADH 

ADH 

ADH 

DATE 
~SIGNED 
STARTTD 

1/4/94 

1/4/94 

DUEOATE 

2/20/94 

3/1/94 

9/21/93 3/15/94 

1/4/94 3/15/94 

1/4/94 

7/22/93 

9/21/93 

9/21/93 

6/8/93 

3/15/94 

TBD 

TBD 

T'BD 

TBD 

COMPLETED 
OR REMOVED 

OATE 
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0 ASSIGNMENTS 

) 0 ACTIVE PROJECTS 
□ RAW MATERIAL 
D FUNCTIONAL SCHEDULE 
' n,l90 (lltV, 11"1 P!!llfflD \It '1.U 

NO. O(SCRIPYION 

1. Contacc the following board 

a. David A-mow 
b. Norman Lamm 
C, Es t:her Leah Ri cz 
d. Ismar Schorsch 

\ 

,I 

) 
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FUNCTloilt 
CIJE STEERING COMMlTIEE 

SUBJECT~ 8JECTIVE HOCHSTEIN ASSIGNMENTS 

ORIGINA~R/PROJECT LEADER VFL 

ASSlGNl;O OAT[ 
PRIORITY TO ASSIGNED 

(INJTIALS) STARTEO 
-

SU~OITW.U.W.ICIUCJ .0.0 
fot QJlOOJats OIi TH( ~.'llOII 

QI !1'1$ 101111 roa 1 f\lllCIJ0ll.ll SQIIJ)I/U 

DATE 1/17/94 

DUE OATE 
COMPt.t:Tro 

OR REMOVED 
OAT£ 

member9-. . . ARH 11/8/93 TBD 

.. 
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. . 

-
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D ASSIGNMENTS 
D ACTIVE PROJECTS 
D RAW MATERIAL 
D FUNCTIONAL SCHEDULE 

FUNCTIO"' CIJE STEERING COMMITTEE 
" , 

SUBJECT/~JECTIVE MANDEL ASSIGNMENTS 

ORIGINATOO/PROJ£CT LEADER VFL DATE 1/17 /94 

NO, 

1. 

2. 

3. 

DESCRIPTION 

Contact the followi ng board ~ember s . .. 

a. Charles Bron£man 
b. Max Fisher 
c. Lester Poll ack 
d. Richard Scheuer 

Consider establishing a finance co-.ttee. 

Visit with Er ica Jesselson to get h.- on 
board to support CIJE. 

.. 
8l0 " 39tid 73tic/SI3f!J 01 

PRIOR!lY 
ASSICNEO 

ro 
(INITIALS} 

MLM 

MLM 

DATE 
ASSIGNED 
STAATED 

ll/8/93 

4/7/93 

6/17/93 

OUEOATE 

TBD 

TBD 

TBD 

COMPLETED 
OR RfM0\1£0 

DATE 
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D ACTIVE PROJECTS 
D RAW MATERIAL 
0 FUNCTIONAL SCHEDULE SUBJE:CT Ai>BJ£CT1VE PEXARSKY ASSIGNMENTS 

mw Ole-.. llll'l) -•no•• o."" 
_,. 

ORIGINA11JR/PROJECT LEADER 

NO. 

1. 

O[SCRIPTION 

Develop goals projec~ for lead 
communities. 

610°39tld 73tl~SI3f!'.) 01 

•. 
PRIORITY 

• 

VFL 

ASSIGNED 
TO 

(INITIALS) 

DP 

DATE 1/17/94 

DATE 
ASSIGNEO 
STARTED 

DUE DATE 

1/4/94 4/15/94 

COMP\.ETEO 
OR REMOVED 

DATE 
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D ASSIGNMENTS 
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- , 
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-
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ORIGINAfoRIPROJECT LEADER VFL 

NO. 
ASSIGNED OATE 

0£$CRIPTfON PRIORITY TO ASSIGNED 
(lNlTIAtS) STARTED 

-

1. Contact: the following board membersQ., HLZ 11/8/93 

a, Mandell Berm.an 
b. John Colman 
c . Maurice Corson 
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OUEDATE OR RfMOY£D 
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TBD 
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MINUTES: 

I 
CI.JE STEERING COMMITTEE 

(In formation) 

DATE OF MEETING: November 7-8, 1993 

November 12, 1;93 DATE MINtrr~S ISSU£D: 

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

These minutes reflect the deliberaci~ which took place at a series of 
meetings ~n Cleveland on November 7-j, 1993. Participants varied from one 
segment to the next. Those parcicipating in some or all of t:he deliberations 
include: j Gail Z. Dorph, Stephen H. 'Roffman, Alan D. Hoffmann, Barry Q. Holtz, 
Virginia F. Levi, Mon:on L. Kandel, ~enry L. Zucker. 

I. Concerns and Issues Stemming fJom York in Lead Communitias 

Gail Dorph, Barry Holtz and Alan Hoffmann were asked to reflect on their 
work with the Lead Communities during che past ten Yeeks and to list 
issues or concerns which they believe CIJE should con.sider. These 
issues became the backdrop for t11Uch of the discussion. 

A. 
I 
I 

Uhat can we do to ~ove the Lead 

1 
if we do not mova more quiakly? 
communit:y? Educators? Ot:l1ers? 

I 

Communities faster? Axe ve at risk 
How does this impact the lay 

Discussion on this set of questions suggested that CIJE has a 
certain set of expectatiorui which may not be clear to the 
communities and which may 1-ve changed over time . The same is true 

' of the communities' axpectation.s of CIJE. It vas suggested that 
many peo~le believe in the importance of quick success, but noted 
that if there is clarity of goals and process, it is more important 
to do our best than to move hastily. As the CIJE process becomes 

,more clear, it vill gene~at:J& local support. 

B. How does the CIJE staff generate enough time for planning? 

C. How do we move beyond the Lead Communities to our broader agenda: 
'building the profession, coiamunity mobilization, setting a research 
lagenda? 

It was noted that many people perceive CIJE's agenda as limited to 
;work in the three Lead Co!IIDIU.nities. 

I 
D. How does CIJE staff make tiae for thinking and follow-through? 

1 ctr..1 r-, ..,,.,,,w,, - , 
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E. There are concerns about tl\e atmosphere/climate in which CIJE is 
working. This refers co tile decision co work through Federations 
which, in many communities, have either no relationship or a poor 
relationship with educators, synagogues , national movements, etc. 

F. 
1 

How do we get the CIJE stoyY out within the Lead Comm.unity and co 
, other selected targets? w'no are the various targets? 

It was noted that the CIJE sta£f finds itsel£ asked to explain CIJE 
many times over in each co:1111unity. The level of understanding of 
our work remains low. 

G. I How do we appropriately in..-olve future Jewish educators and rabbis 
I who are now 1n training? 

H. \Jhat are the ways in vhich intermediaries can function optimally? 

I. How do we operate effectively wich a ClJE staff which is not deeply 
I experienced in community organization? 

J. ~at are the things which we_ clearly do and don't do? 

In an initial discussion of ehe issues, it was noced that CIJE's 
ultimate goal is to bring about systemic change . As we proceed with 

1 
work in t:he Lead Communities, ve should consider redefining the 
process and how it meshes with desired outcomes. 

I 
K. 

1
rc was noted tbac in order for CIJE to be able co work effectively 

!
with a communicy, the folldlring conditions must ba present or 
cultivated: 

I 

2. 

3. 
I 

I 

A committed Federation executive 

A high profile, powerful lay champion 

A quality full-time educator to sta£f the process 

II. CIJ~ Method of Operation 

I 
Discussion then turned co how CIJE should function to clarify and 
achieve our goals . 

I 

A. !Total Vision 

800 ' 39t:Jd 

I l~e should begin vork now t o develop a vision of measurable outcomes 
we hope to achieve over the next ten years. This will be constantly 
reviewed and revised. It wil l guide w, as we sec priorities. 

1SNl73aNt:JW 01 
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B. Annual \lork Plan 

, What do we want to have acoomplished by the end of 1994? The work 
plan must: fit within the total vision as well as be based on our 
capacity. It should indicate who is to do what, by when. 

! Because the total vision is in the early stages of formation, the 
1994 work plan will be somat.hing of a compromise. 

G. Steering Committee 

In addition to a Board and E.~ecutive Committee, we should establish 
a Steering Collllllittee w'hich vill meet regularly as the core 
management unit of CIJE. It.s composition will include the chair of 
CIJE and well as the chair3 of board committees. It was suggested 
that the four core staff mllllbers serve on the steering committee 
along with the following cClnSultants: Adam Gamora.n, Steve Hoffman, 

I Daniel Pekarsky and Henry :!hcker. 

CIJE. It 
Actual 1

-nie steering committee will be the core planning entity of 
will be responsible £or strategic planning and management. 
I tactics will be 111anaged at the staff level. 

D. Committees of tha Board 

1700 . 3:lt::ld 

It was suggested that the way to engage board members more deeply in 
our work is to activace bo«d committees. Every member of the board 
would be assigned to a comnd..ttee which vould be staffed by CIJE 

;staff or consultants. Each committee should develop & total vision 
and work plan which contrib\lte to t he overall vision and work plan 

lof ClJE. 

JBoard meetings would be cwo~day affairs scheduled as follows: 

Day One 10 a.m. ~o 4 ~.m. - Steering Commiccee 

4 p.m. co 6 ~.m. • Executive Committee 

Day Two 8:30 a.m. to loon• Commit:tee Meetings 

Noon to 4 p.il. . Luncheon and Board Meeting 

1SNI73GNl::iW 01 8 t : 8 86 , S I nON 
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E. 

F. 

In order to reflect the cu.trent nfull vision• of C!JE, it Yas 
I suggested that the committ•es be configured in the following way: 

Committee 
I (and Responsibilities) Chair 

1. Building roe Profession (MI.M) 

• Recruiting 
• Career Development 
• Senf.ors; Senior Seniors 

Developed 
• Pre-service training 
• Lead Communities 

I 2. Community Development C. Raener 

• 3-23 
• Community support 
• Foundation netw'orking 
• Managing relationship 

with CJF Commission 
• Lead Communities 

GZD 

(D. Pekarsky) 

ADH 
(SHH) 

Related 
Organj.zacions 

Training 
inscicucions 
CA.IE 

CJF 
JAFI 7 

13, Content and Program J. Colman B~ JESNA, JCCA 

I 

• Program development 
t Best Practices 
• Goals 
• Diffusion 
• Communication 
• Lead Communities 

4. Research. Monitoring 

• Lead Communities 

Campers 

E. L. Ritz 

(D. Pekar.sky) 

A. Gamoran 
(E. Goldring) 

1rt was suggested that the ptocess used vich the Commission of 
staying in touch with membets between meetings helped to ensure 

;involvement and buy-in. It may be that committee staff members 
,should serve as counselors to the members of their committees. 

!Two Lay M1nyanim 

It was suggested that we establish a goal of creating ewo core 
!groups of approximacely ten people each (not mutually exclusive) to 

I r \. l T -, -,i"'T I. ILII f - ♦ 
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III. 

I 
include board members who are part:icularly committed and willing to 
be active, as well as wealthy individuals willing to fund CIJE. It 

l was not:ed t:hat this will require a careful process of cult:ivacion 
and may involve additions ~o t:he board. 

The discussion chat: followed reflected an excitemenc over this new 
approach eo the vork of CIJE. It was noted that the time of seaff 
members will have to be carefully allocaeed in order to accomplish the 
work necessary eo move the comntittees forward Yh.ile maincaining contact, 
probably on a less intense levol, with the Lead Communities. 

I 
~ith respect to our work in Atlanta, Baltimore and Milwaukee, it was 
suggested chat if the necessary condicions of a committed Federation 
executive, appropriate lay champion, and quality full-time educator are 
not present to our satisfaction, we should work wieh ehe communities to 
dev,lop them. lt was noted chat the Lead Community concept is going to 
be CIJE's •signaturew over the short eerm. and chat: i£ we can succeed in 
one l of the three, we could consider oursel•,es successful. In the long 
run, our abilicy to show what dbes not work will be as critical as 
showing what does. 

It was concluded that our relationship with the three Lead Communities, 
as well as other communities. should remain on our agenda in the months 
ahead. 

Opftationalizing the Proposed ~thod of Operation 

Disl ussion during the next sepnt of the ueetings focused on 
brain.scanning how to move forv811:'d with this new concept. 

A. 'IYhat is the role of the comrl.ttees in ceveloping CIJE's total 
Vision? 

10ne approach to this is that the Steering Committee mighc prepare a 
first draft of a total vision, subdivided into the responsibilitie~ 
of the individual committee•, and that the cot11mit:tees could react to 

:this. A second approach wD'llld be to ask the committees to develop a 
first draft: for review and tiscussion by the Steering Committee. In 
either case, a draft of a o,tal vision would eveneually be presented 

1
to the board for its consiclaration and approval. 

It was suggested that the mlssion statement drafted by Steve Hoffman 
;ac the inception of CIJE might serve as a starting point for a 
vision. A firs1: meeting of the Steering Committee wa.s tencacively 
' scheduled for January 4 in tleveland, ac which point we should have 
I 

1a first draft of a vision fer review. 
I 

900 ' 39t::id 1.SNl 7 3C1NHW nt 0 I • 0 C"C r t l'\f'll,I 
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Discussion then turned to tbe question of whether the vision should 

I 
reflect outcomes we desire for the North American Jewish community 
or the outcomes to be soug}'ie for CIJE. It was suggested that the 

1
CIJE vision might be 11mit61d to institutional interventions or mi ght 
reflect personal outcomes. If the latter, ve ~ould have t o ~apple 

'

with the vide range of per90nal outcomes represented by our board. 

!
The ultimate question seems to be "a total vision according to 
whom?" 

i When Mli{ joined the group later in the day, he suggested that we 
focus on the mission or ouue.oues for CIJE as an intermediary 
organi~ation. The following chart illustrates thi s concept: 

Foundations 
Universities If--- Intermediary CUE 
Israel 

I 
Service Delivering Ins~itutions 

~ forces at vork 

(Synag•gur l 
"'!--------------~ ~ North American Jewish Community 

e . g., CJF 
JCCA 
J ESNA 
Training Institutions 
CA.]£ 

Professional 
Organizations 

Rabbinic groups 

,The job of CIJE as an interitediary is to facilitate che success of 
lthe service delivering instltutions . qe cause outcomes to occur 

l
through advocacy, research, forcing initiatives, energizing, and 
synergizing. Our outcomes relate to how the service delivering 
institutions behave. Our mlssion is relatad to the North American 
Jewish community to the extent that ve impact a service delivering 
institution which, in turn, brings about change in the community . 

It was suggested that we de♦elop a definitive group of service 
delivering institutions with vhich we envision working snd that this 
list be prioritized. 

I 

l
lt was suggested that ve ara focusing our efforts on existing 
organizations ~hich, in many cases, have not been e ffective. When 

l('""t.jf-,...,"'\ l fJtl _, 
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rv. 

fnterventions do not £it ne•ely into the existing organizations, we 
r.,aY wish to consider causin1 other organizations to be formed. 
Another role may be to help change existing organizations. 
I 
'.!his approach leads to the «onclu.sion that our sta.ff should play the 
fole of advisor rather than that of service deliverer. If we or an 
organization identify a.n un:iilet need, our role should be to identify 
people who can meet t:hat ne~d. 

19941 Oates 

A series of dates was proposed for meetings in 1994. Alan will call 
John! Colman, Chuck Ratner, and isther Leah Rit:z co invite them t:o serve 
on the Steering Committee and t• give them che dates. Alan will also 
think further about staffing of the committees. 

I 
It ~as suggested that we establish a planning team for each committee 
comprised of the chair, two vice-chairs, and the staff person. This 
group would work together to plan the agenda. for the committee. 

The kollowing time-table was pr.-posed: 

ssignmenr: 
I 

A. By November 21, ADH will prepare a proposed list of board member 

ssignment 

tssignments t o co111111iccees. 

B. tecember, Alan will work to get the committee chairs on board. 

C. ~anuary 4, first Steering CftlDlittee meeting in Cleveland - Discuss 
jthe mission and stnicture of committees. 

D. ~anuary - April, each committee planning group -will meet to prepare 
1for a first committee meetiKg in April. Their goal is to be ready 

E. 

F. 

I
to work wich t:he committee •n a mission statement, first steps 
coward a total vision, and in annual plan. 

' 
trch 16, secon~ meeting of Steering Co.,,.ittee - Clevelarad. 

jpril 20-21, Board meeting. 

April 20: 10 a.m. • 4 ;.m. - Steering Committee 
4 p.m. - 6 ,.m. • Executive Committee 

April 21: 8:30 a.m.- loon - Committee Meetings 
Noon - 4 p.a. Lunch and Board Meeting 

G. June 2, Steering Committee• New York 

H. September 23, Steering Commlt~ee - New York 

800 ' 39tid I SN T 7 -=1 (l NH IJ () I 
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.ssignment 

.ssignment 

--~ 

·--~· 

I. 

J. !

October 19 - 20, Board Meeti ng 

November 21, Steering Committee - Cleveland 

It was ag4eed that Alan would mfanage che camper system with Steering 
Committee members. VFL will check board meeting dates with the list of 
critical participants. 

In preparation for the January t Steering Committee meeting, Alan will 
preijare a 1994 work plan. A tentative agenda of the January 4 meeting 
follows: 

Presentation on need to have total vision: discuss concept and 
process. 

Present first draft of l994 work plan. 

Discuss definition of ctJE: relationship of Steering Committee 
to committees. 

Review and discuss the ~ommittee process. 

I C: 1-J T 7 ~ f'T t,,11 .. 41. I n I 
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Decelmber 3, 1993 

Council for Initiatives in Jewish Education 
P.O. Box 94553 
Cleveland, Ohio 441 O 1 

De.ar Alan: 

Thank you for your contributions to the Vilparaiso coruwtation. I know it was a little 
difficult dropping in on the middle of someone else's conversation like that. but your 
presentation and the example of your proj<trt stimulated a lot of good self-reflection in ow: 
group about the structure and aims of the Valparaiso project. I am all the more convinced 
that these two projects, while in many ways very different, have much to learn from each 
other. and I look forward to further convetlsations along the way. 

Thank you for sending me Mike Rosenak's book. I have only had a chance to take a cursory 
look at it, but I am intrigued by what I see and look forward to some time over the holidays to 
read it. 

My best wishes to you, your colleagues., am f.amily t.his holiday season. Blessed Hanukkah. 

CD/ljl 

Very sincerely, 

~ 
Craig Dykstra 
Vice President, Religion 

280 I North Meridian SrreP.r 
Post Oft\::e Box 88068 

looianapoli . Indiana 46208 
(3171924-5471 rax- (317) 92b-443l 
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To: I Seymour Fox, Annette Hochitein 
Organization: Shmuel Wygoda 

I 
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I 
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No. of Pages (incl. cover): C/ 
From: Mary Esther Block 

Phone Number: 216-391- 1852 
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MBB 
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MINUTES: 

I 

CIJE STA.FF KKETING 
Milwaukee 

DATE OF ~TING: November 14, 1993 

November 19, 1993 DATE MimA-Es ISSUED: 

PRESENT: 

COPY TO: 

Gail Dorph, Adam Camoran, Ellen Cold.ring, Roberc.a 
Goodman, Alan D. Hof£mann, Barry Holtz, Virginia Levi, 
Daniel Pekarslcy, Julie Tammivaara 

Seymour Fox, Annette Hochstein, Stephen Hoffman, 
Morton Ma.ndel, Henry Zucker 

Alan Hof~ introduced the meedng, noting that this would be the first in a 
regular s1ries of meetings planned to be held in Milwaukee on a bi-monchly 
basis. ?lie focus of the morning port!1on of this meeting was to be dte 
Monitoring, Evaluation & Feedback project. 

I 

I. Inttoduction and overview 

A~ Gam.oran opened the meetin1 with a review of the rationale for 
esc,bli~Mng the MEF project. Re indicated that theTe were three basic 
reasons for the project. 

A. Provide generalizable knowledge which could lead to replication. 

200"3~1:ld 

The first reason for estahli•hing the MEf project va.s to extend the 
vision for Jewish education. It is to have a chronicling :function: 
to document what happens in the Lead Commmities . It is a1so to have 
,n an.al.yt:ical function: to find out whether what we undertake haG an 
tmpact. 

One domain of the MEF project is to evaluate speci.fic projects. It 
looks for direct and indirect impact and for specific outcomes. For 
example, it might study whether the Hebrew ability of day school 
seu.dents at a particular grde level improves over a period of years. 
A second domain is to slice lnto any aspect of the Jewish communi,:y 
~n order to study change over time. This reflects an Al)proach 
,awards systemic change whie~ suggests that any element within Jewish 
,du.cation in a community mipt change over ti.me as a result of the 
work of CIJE in that community. 

I 
the sorts of evaluation desctlbed above are the mandate of the MEF 
process. So far, in light ot the fact that specific goals in the 
Lead Communities have not been clearly defined, this sore of 
evaluation has not: occurred. The MEF team has begun to gather base
l;ine data with respect to petsonnel, but has not yet begun to study 
<hiange. 

1 
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lt va.s noted that: so far the KEF team is focusing most: heavily on 
recording what occurs. The interpretive evalua.tion has noe taken 
~lace. The MEF team is wait:i ng to be assigned to monitor and 
~valuate specific p~ojects. 

B. ~rovide ongoing feedback 

':fhe second reason for the establishment: of the MEF project was to 
jrovide bot:h CIJE and the Leed Communities with feedback which could 
~e used for corrective chan •. Adam noted that this is not: a classic 
~xperi:ment because we are w«king to revise as we proceed. He noted 
e}lat, in practice, it is prol,lematic to have the field researchers 
~nvolved in both providing feedback and encouraging change. The 
~ield researchers can point to problems, but should they also be 
teaching the co111munities how to correct them? 

C. ~ncourage the communities to become evaluation minded, themselves 

~e want the communities to tteat evaluation as important. In the 
~ong run, we hope that the c.-mmunities will accept MEF as something 
chat they ti7ant and will fund. 

!twas noted chat there is &•me degree of contradiction in the 
~oncept of the co111111unities ftmding a process that responds to CIJE's 
~genda. MEF is responding t• issues related to communicy 
mobilization and personnel. 

Jt!nother challenge for MEF is to contribute more directly to CIJE's 
tjeeds . The HEF team would llke more guidance from CUE on what co 
ilnclude in the feedback repotts. 

D. d1seuss1on 

800'391::ld 

:tlt was noted that, in an ideal world. the communities would be more 
ciommitted to the ClJE issues and the KEF process would respond more 
~rectly to both sets of nee-is. 

It was noted tbat this is not a classic study 0£ cause and effece for 
tlle following reasons : 

1. There are no clearly artiaulated goals against which to evaluate , 

2. Cause and effect is diffi~ult to study when dealing wit:h systemic 
change. 

3. A classic study would reqwi-re a much larger sample and comparison 
with communities in which we are not interceding. 

It was noted thac MEF is not evaluating CIJ'E - - not judging whed\er 
CtJE is a success or failure. le is only evaluating the role of CIJE 
1-p the Lead Community change process. Nor is MEF evaluating the 
e£fectiveness of Jewish education in a Lead Community. 

2 
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II. 

In order to determine wbethe~ a community has improved through the 
Jl,ead Community process, Adam envisions taking a "slice across the 
~ad Communities." In other words, MEF would identify some aspect of 
~e Jewish education process. take a •slice• for evaluation nov and 
do so again in three and fiw years. 

Goa~s of~ ip 1992 - 1993 

Durfng the past: year MEF has un8ertak.en t:be following tasks: 

A. ~t:udying the process of charce 

1. Visions for Jewish educatlou 

~- The extent of mobilizatioa 

l. The status of personnel 

B. Jln order to acC01Bplish this IE.F hired three field researchers t:o: 

J. Design and pilot intervieh. 

~- Can:y out interviews. 

Jl. Monitor activities in e.a~ community by attending meetings and 
collecting documents. 

~- Yrite analyses. 

51. Provide feedback to the i:..ad Co11111.tmities and CIJ! on a regular 
basis. 

C. JIO.ayed a major role in desigiiing and analyzing the Educators Survey. 

l 
\w1hile this was not: or1g1nall1 part of the 
~sk of the project during t:lae past year. 
include further work on this project. 

KEF mandate, it became a 
Plans for '93-' 94 vill 

It was noted in discussion tliat the use of KEF products is unclear. 
At question was raised with respect to ow: role in dissemination. 
~at, for example, is our role in presenting the professional lives 
of educators? 

III . Yor\c:klan for 1993 • 1994 
I 

A. ~F will continue the procese of monitoring and feedback. 
July 25 outlines the key issiles. 

A memo of 

B. Evaluation 

l L Project-specific 

3 
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Yhile there are no clear~ identified CIJE projects currently 
under way in the Lead Conlilunities, there are specific related 
projects 1n Baltimore and Milwaukee which ve have been &sked to 
evaluate. An issue for discussion is which projeccs MEF staff 
should get involved in eftlu.ating. 

2 . Communiey-vide 

Adam and Ellen intend to identify an aspect of Jevish education to 
begin to study now and re-evaluate periodically in the future. 
They will develop a propotsal for submission. 

A question was raised ab~t how we further the evaluation and 
research agenda in the Leed Communities or beyond. Is it part of 
CIJE's mission to develop a repertoire of evalW1.tion instruments 
or to begin training others in evaluation? 

j _ Community profiles 

The KEF team plans to won vit:h the Le-ad Communities in developing 
profiles which include a look at their institutions, staff, 
participation rates, revenues, expendieures, etc . 

1V. Metljods of ME£ 
' I 

A. 'Jlhe narrative method - Julie Tammiva.ara 

£00'39tfd 

l. Naive skepticism 

TJhile the process of research is often designed to •make the 
strange :familiar 1n exotic cultures,• our goal is t:o •make t:he 
f8I111l1ar strange. • Ye ha•e to consciously look at .Jewish 
education, no matter how well we lcnow it, through •naive eyes.• 

, The field researchers 11rUSt approach t:hei.r work with skepticism, 
recognizing that all storles c.bey hear come from a particular 
person's point 0£ view . their strategies include geecing 
information on a single tepic from multiple sources and looking to 
see if and where they couferg• . 

2. Characteristics 

a. Ongoing involvement with the communities 

Being in the communities permits the field researchers to 
understand what is happening in context. Over time, this 
should help us understand motives, commit::ments, and points of 
view. 

A risk of being so cl•sely tied to a comun.miey is the 
potential of •going native,• i.e. going from being an observer 
to becoming a member •f the community. 

4 
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b. Reflective collaboration 

By working together as a team, the field researchers have 
access to broader, mere plausible interpretations. For this 
reason, they try to stay in close , regular contact. 

S. The •Big Picture• 

The field researchers vidw each community as a •center.w It is 
the job of the field researcher to stay on the margin in order co 
identify elements of the community and how they fit into the 
structure. This process allows the field researchers to provi.de 
each COIIIIJIUIUty with its dun story. It is expected that the 
increased self•lmowledge will help a community set policy and 
raise issues that would mt otherwise be discussed. 

In discussion, a question was raised about how ve decide where to 
be involved. It was su~ted that perhaps t:.he documentation 
lacks a set of anchor points which explain why field researchers 
are looking at one group er organization rather t:.han anothe1:. In 
response it vas suggested that it would be extremely helpful to 
the field researchers to receive feedback on their feedback memos. 

B. Surveys as a policy tool· Bl.len Gold.ring 

900'39t:ld 

It was noted that the develdpllent and adllinistration of surveys vas 
not in the orig1n&l MEF design. Now ehat it has becolll6 a part of che 
yrocess, it is important to determine bov to incorporate this into 
~e total MEF picture. Following are the steps in the process: 
I 

~. Backward mapping 

The first step in developlng a survey is to determine what a 
community needs to know ill order to make decisions and what kinds 
of policies are being wod=ed on. Knowing where a communi.t:y hopes 
to go is important i n designing bow to get there. 

2. Design instruments and collect data 

This process should be interactive, involving KEF-identified 
experts and community me~ers in a way chat serves to mobilize the 
community around the process. 

3. Interpret results for plaaning and implementation 

In discussion, it was SUgfested that we consult with Professor 
Hank Levin of Stanford Untveraity on how to bring about change in 
education. He is involvei 1n the •Accelerated School Project.• 
He might be helpful in strategic planning and visioning as well as 
in learning about the process of change and the implementation of 
a central idea. 

5 
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V. 

It was noted that the notlon of only three Lead Communities is 
being re-evaluated and chat: there will be efforts to expand t:he 
circle in some way. Part of this might involve sharing specific 
products as we move forward. For example. we might bring together 
communities that are interested in t:he educators survey and train 
them in the administratioi\ and analysis of the survey. 

Ihe lFeedback lDop - Roberta Goo8man 

Toe joriginal feedback plan was for the field researchers to write 
qua~terly reports and submit t:bim with no related intervention. It: 
bec4:me clear chat: this was not sufficient:. The current approach is to 
pro~de regular feedback (approi::lmacely monthly) and to raise questions. 

I 
In }1:ilwaukee. R.oberta has tried several approaches. The first is eo 
writje memos which are shared with the core planning group in advance, 
the1 discussed wirll them. Anotlier is to submit: written reports with no 
dir~ct discussion. A third is to provide exclusively oral feedback. 

The !following questions were ralsed: 
i 

A. ~o whom should t:he feedback k given? Chuy the core group or to each 
group observed? 

I 
B. ~at do we give feedback abowt? (There is a fine ll.ne between being 

~onstructive and looking lilc. spies.) 
I 

I • 

C. E should feedback to Lead Communit:ies be framed in order to 
ntain a rapport so that we can remain in rlle process? (It was 
gesr::ed that ground rules iiiegot:iated with the col!llllltnities in 
ance would be useful.) 

D. diving feedback can be difficulc, but it is clearly objective. 
P.roviding evaluation would b• more problemat:ic. 

I 

The !suggestion cf having a di&curiion about: ground rules with the 
commµnities was discussed. It was noted that before such a conversation 
can fake place, we must agree aiiong CIJE staff on what the field 
reser,rchers should be sharing vit:h vhom. Ye must set the ground rules 
and fOmm.unicate rllem t:o the appropriate people. Step one is to discuss 
with! each community what we and they need to know. Step two is to 
nego~iate what we will actually do. 

It ~s noted chat: a mobilization and vision report will be prepared soon 
and ~ight serve as a •curriculw111• in t:he Lead Co111111Unities. 

I 

A q~stion was raised about wheeter CIJE vanes feedback from the field 
I • 

rese~rchers. It was suggested 1lhat chis be negotiated with CIJE. There 
shou~d be a list of specific issues on which we seek feedback . In 
addiFion, field researchers should provide •helpful nuggecs• as chey 
s.ris~. 

6 
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VI . ns 

The following is a list of questions raised during the day which remain 
ope~ for further discussion: 

I 

I 
A. ~ow do we (KEF) satisfy our aim of serving the communities, when our 

1genda.s are set by CIJE? 
I 

B. \ihat constitutes a Lead Commlmit:y project, and what determines 
~'hether a given project should be monitored and evaluated by the MEF 
t!eam? 

I 
C. ~ow do we determine the bounl1laries of responsibility between MEF and 

:ijD'Plementation, with particular respect to the use of knowledge 
~roduced by KEF? 
I 

D. lat are our policies and pncedures for disseminating MEF products 
) within CIJE; (2) within •the communities ; (3) beyond CIJE and t:he 
mmunities? 

I 

E. ~ow can MEF contribute to specific issues with which CIJE is 
lf'appling in a timely mannert 
I 

F. Why are we not evaluating JeWish education as it now exists? 
I 

I 
C. ""1at is the conceptual linkage between what we moni tor and what we 

-deed to know? 
I 

H. lo whom do we give feedback, about what, in the communities? 

I 
I. ies CIJE want feedback about itself? 

VII. Furtfler Discussion 
I 

The ~emainder of the day focuse j on discussi on of a variety of issues . 

I 
A. 'IJtird field r esearcher 

I 
I 

l
e candidacy of William Robinson for th& position of field 
searcher in Atlanta was discusse d. It was agreed to recommend his 
point:ment. 

B. 11ontreal 

Jlans for the Lead Community Seminar in Montreal were reviewed. 

i c . ~erging re.coneeptuali~atioa 

800'39t:;jd 

I 

I 

1'1ere was brief discussion alout the outcomes of staff meetings which 
tiOok place in Cleveland on ~vember 7 and 8. It was noted that we 
a1re looking at a new way co engage the CIJE board through the 
i stablishment and active invilvement of committees . Through the 

I , 
I 

i 
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CQmmittees, we will work towal"d developing a total vision for CIJE 
wtth long range outcomes identified. Based on this t otal vision, a 
wqrkplan will be developed. 

I 
D. Cqals 

600. 3:H:ld 

Dlscussion focused on what m~t happen at a seminar in Israel on 
g~als . The conclusion was to consider a ten day to two week program 
f~r members of local comadssiens as well as school principals and 
t~eir lay leaders . Portions ef the seminar would be addressed to the 
e~tire group while separate lllDrkshops would be developed for sub
groups . Thi s might be one of the pilot projects which can be offered c, Lead Comnunities as part GIL the action plan to be developed at the 
Montreal seminar. 
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o ODGMrc .. tN:::>U<:"l"RIAL COCC'O .. AT•O'-' 

D ASSIGNMENTS 

sn ~ •oo IW'1lAl l'QIJC'I l!Cl. u 
FOi CU!DllJND 04I lME CCIIPIDION 

Of T~t$ ~Ii ~ A FUHCTIOIUL sat~ 

D ACTIVE PROJECTS 
D RAW MATERIAL 

FUNCTION CIJE STEERING COMMITTEE 

D FUNCTIONAL SCHEDULE. SUBJECT/OBJECTIVE HOCHSTEIN ASSIGNMENTS 

NO, 

1. 

2. 

3 . 

4. 

5. 

6. 

7. 

8. 

9. 

10. 

ORIGINATOR/PROJECT LEAOER 

OESCRIPTION 

Mske samples available to Milwaukee 
of educator surveys used in other 
communities. 

Ask SE to provide the communities with a 
s1.1mmary of opportunities for working with 
the training institutions, including 
Melton in Israel. 

Call Ruth Cohen to discuss progress of 
monitoring in Milwaukee. 

Arrange for field researchers to move 
ahead. We promised a first report in a 
couple of months. 

Call Baltimore and Milwaukee for approval 
for the field researchers to resume their 
monitoring activicies. 

Provide Milwaukee with informacion on ~he 
educated Jew project to help them in 
setting goals. 

Contact the following boar<i members 
in follow up to t:hG: February 25 meeting 
and send brief report to VFL; 

a David Arnow 
b. Norman Lamm 
c. Esther Leah Ritz 
d. Ismar Schorsch 

Establish a communication plan for board 
members and the broader community . 

Stay in close touch with field researchers 
to be sure they are serving CIJE needs 
effectively. 

Work with CRB foundation to clarify 
relationship of Israel experience 
pro8rams to Lead Communities. 

PRIOR!T'I' 

VFL 

ASSIGNED 
TO 

(1Nll1A~$) 

AH 

Ali 

AH 

AH 

• AH 

AH 

AH 

TEAM. 

AH 

AH 

DATE 3/10/93 

CATE 
ASSIGNEO 
STARTED 

DUE DATE 

2/22/93 3/15/93 

2/22/93 3/15/93 

2/22/93 3/15/93 

2/22/93 3/15/93 

3/5/93 3/15/93 

2/22/93 3/31/93 

2/25/93 3/31/93 

2/25/93 4/15/93 

1/28/93 ongoing 

1/28/93 ongoing 

COMPLETEO 
OR REMOVEO 

DATE 
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0 .... C::MII.A 1Ncu:::,co1<>l. r.:r;,R .. MAATlt;>N 

D ASSIGNMENTS 

Sll 11~100 IWIIIAl !'000' IIO, U 
FOi CIIIOWIHl OIi lll'E COllfUllOII 

or THG ~ - /IOI A fll~li SCIIEOUU 

D ACTIVE PROJECTS FUNCTION CIJE STEERING COMMITTEE 
□ RAW MATERIAL 
D FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE HOFFMAN ASSIGNMENTS 

73890('11.'V, 1187)""11(:'(0INI/,$.~ 

ORIGINATOR/PROJECT LEADER VFL DATE 3/10/93 
ASSIGNED DATE COMP!.tTEO NO. OESCRIPTION PRIORITY TO ASSIGNED DUE DATE OR REMOVED 
{INITIALS) STARTED OAT£ 

1. Contact the following board members SHH 2/25/93 3/31/93 
in follow up to the February 25 meetinp, 
and send brief report to VFL: 

a. Charles Goodman 
b. No'l:"man Lipoff 
C. Charles Ratner 
d. Bennett Yanowi t:z 

2. Establish a communication plan for bo.ird TEAM 2/25/93 4/15/93 
memb€:rs and the broader community. 

' I 

' 

r 
I 
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' ' 

0 PRO:MII; .. 1Nn1 ,r.r,::uAL co~ ... nR.<>-r10N 

D ASSIGNMENTS 

SEE IIA.WEIIOI! ~ U.\l K\ICT IIO. 1.5 
FOR WI0WllD ON llll: CCltlP!IllOII 

or TIMS Rllll rot l FVNC'lllllM. 1ClllOIIU 

□ ACTIVE PROJECTS 
D RAW MATERIAL 

FUNCTION CIJE STEERING COMMITTEE 

□ FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE HOLTZ ASSIGNMENTS 
l":ia90 (~[Y. !IM) ..,NftQ IN 1,1,$,A. 

ORIGINATOR/PROJECT LEADER VFL DATE 3/10/93 

NO. 

1. 

2. 

3 . 

4. 

5 . 

6. 

OESCl'lIPt10N 

Review list: of candidat:Bs for two new 
senior staff positions in Atlanta, 

With SE, mBBt with Atlanta about a 
pilot project:. 

Establish a communication plan for board 
members and the broader community . 

With SE, begin work with Baltimore on a 
pilot project. 

With Ellen Gol<lring and Claire Rottenberg, 
present pilot projects to Atlanta's Council 
on Jewish Continuity. I 
With SE and SF, 
to proceed with 

· f h l prepare suggestions or owi 
pi lot p rojeccs in Atlanta. l 

PRIORITY 
ASSIGNED 

TO 
(INITIAtS) 

BH 

BH 

TEAM. 

Bli 

BH 

.BH 

OA1£ 
~SIGNED 
STARTED 

DUI: DATE 

3/5/93 3/15/93 

3/5/93 1../2/93 

2/25/93 4/15/9~ 

3/5/93 4/15/ 93 

3/5/93 4/20/93 

3/5/93 TBD 

COMPt.ETEO 
ORREMOY£0 

0-'TE 
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0 r>C!EM<E .. •NOV9""'""'- cc, ....... u ... l"\TICN 

D ASSIGNMENTS 

$££ IWIIGt ttOO IIMI~ l'OUCI' MO. U 
,0~ GIIIOW!ID OIi T!I[ wtll'WlOII 

OF TIICS R>tll rot A flllll:llOMI. ICIIEDUU 

D ACTIVE PROJECTS FUNCTION GIJE STEERING COMMITTEE 
D RAW MATERIAL 
D FUNCTIONAL SCHEDULE SU BJ ECT /OBJECTIVE KRAAR ASSIGNMENTS 

73890 (lfEY. !IHI "'"Illa> IN v.S.A. 

ORIGINATOR/PROJECT LEADER VFL DATE 3/10/93 
ASSJGNEO DATE COMPLETED NO. OtSCRtPTION PRIORITY TO ASSIGNED OUEOATE OR REMOV£0 
(INITIALS) STAIIUD DATE . 

1. Arran8a meeting for MLM with presidents MLK 1/28/93 TBD 
and e~ecutives of CJF, JCCA and JESNA. 

2. Arrange second meeting t:o includ2 CRB, MU< 1/28/93 1'BD 
Cro"w-n, Avi Chai, Wexner and. other fund<2rs 

I ! 

I 

: 

I 

. 

I 
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0 '°'"CM1C:<.1 INCU!::.,-"<IA I..COAoOr>A'tlON 

D ASSIGNMENTS 
SU IIARllll:ElllOO MANUAi. ~ RO. l5 

FllR Gll!DWNES OIi THE 001jP1£11Q11 
OF T!IIS IOIIW ~ A IVIICTIONIIC. ~twll 

□ ACTJVE PROJECTS 
D RAW MATERIAL 

FUNCTION CIJE STEERING COMMITTEE 

D FUNCTIONAL SCHEDULE SUBJECT /OBJECTIVE 
1----- --- -------------------------J 

LEVI ASSIGNMENTS 

NO. 

1. 

2. 

3. 

4. 

5. 

6. 

ORIGINATOR/PROJECT LEADER 

DESCRIPTION 

Revise CIJE letterhead. Consider 
Commission approach. 

Design meeting planning process and pull 
raw materials out of minutes to use for 
planning. 

Set dates for board and executive commitcee 
meetings thro'-lgh February 1994. 

Prepare a memo briefly outlining the 
roles of the 3 board committees and 
inviting board members to sta~e ~heir 
preference. 

Establish a conunun~cation plan for board 
members and the br-oader community. 

Schedule a telecon with executive committee 
members following a meeting of presidencs 
and executives of partner organiza~ions. 

PRIORITY 

VFL 

ASSIGNED 
TO 

(INITIALS) 

VFL 

VFL 

VFL 

VFL 

TEAM 

VFL 

DATE 3/10/93 

DATE 
ASSIGNED 
START£0 

DUE DATE 

2/5/93 3/15/93 

3/8/93 3/15/93 

2/25/93 3/31/93 
! 

2/25/93 4/1/93 

2/25/93 4/15/93 

2/25/93 TBD 

COMPlEH.O 
OF!REMOVEO 

DATE 

··--· ·-··········--------- . . ·-·· ···-----
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0 ..-neM•En •NOUEIT"'IAL. C01'1<>0"'4TION 

D ASSIGNMENTS 
0 ACTIVE PROJECTS 
D RAW MATERIAL 

FUNCTION CIJE STEERING COMMITTEE 

U:E IIAIIM:tllOO llo\!11/Al ~ fl(), U 
101 CUIOWNa OIi TK! COIIMllO" 

(If nus fOtll IOI ~ RlffllO!f.ll ~ 

D FUNCTIONAL SCHEDULE SUBJECT /OBJECTIVE MANDEL ASSIGNMeNTS 

NO. 

1. 

2. 

73890 (l!EV, 1/aJI) PiOHTtQ IN \I.U t-------·------------------------1 
ORIGINATOR/PROJECT LEADER 

DESCRIPTION PRIORITY 

Contact the following board members 
in follow up to the Feb~uary 25 meeting 
and send brief report to VFL: 

a. Charles Bronfman 
b. Max Fisher 
b. Ludwig Jesselson (wit:h AJN) 
c. Ri.chard Scheuer 

Establish a communication plan for board 
members and the broader community. 

VF'L 

ASSIGNEO 
TO 

(INITIALS) 

Ml.M 

TEAt1 

DATE 3/10/93 

DATE 
ASSIGNED 
STARTEO 

2/25/93 

2/25/93 

OUEOATE 

3/31/93 

4/15/93 

COMPLETED 
OR REMOV£0 

OATE 

- . __ ...,__ ______ _ . ____________ ,,,, ____ ..__ ___ ..__ __ __., ____ .....,L. ___ --1. ___ ___J 
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0 .,,.CMIEi> 1NOUSTRIAL "ncuo>n .. ATION 

D ASSIGNMENTS 

$[£ IIAI\ACilllUlf IWIU'L PGIJCT IIO. U 
rot &1111lflJfllJ Ol'l l!IE ~I\ETIOI! 

01 Tl!IS fOtll RI« A fU~CllOIW stll!llUU: 

D ACTIVE PROJECTS FUNCTION CIJE STF.E!UNG COMMITTEE 
D RAW MATERIAL 
D FUNCTIONAL SCHEDULE SUBJECT /OBJECTIVE NAPARSTEK ASSIGNMENTS 

13$90(111:\', 1/89) P1llffl'CD IN 11.~A 

ORIGINATOR/PROJECT LEADER VFL DATE 3/10/93 
ASSIGNED DATE COMP\.ETEO NO. DESCRIPTION PRIORITY TO ASSIGNED DUE DATE OR REMOVED 
(INITIALS) STARTED OATt 

1. Contact the following board members AJN ?,/?.5/93 3/31/93 
in follow up to the February 25 meeting 
and send brief report to VFL: I 

a. Mandell Berman 
b, Maurice Corson 
c. David Hirschhorn (with SF) 
d. Ludwig Jesselson (with MI.l-1) 
e. llenry Koschitzl-.7 

i 

I 
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0 .,.-,,:M,en , ... ovetTQII\'- C:0'->000 ... ToON 

□ ASSIGNMENTS 
□ ACTIVE PROJECTS 
D RAW MATERIAL 
□ FUNCTIONAL SCHEDULE 

NO. DESCRIPTION 

FUNCTION CIJE STEERING COMMITTEE 

SUBJf.CT /08JECTIVE ROTMAN ASSIGNMENTS 

ORIGINATOR/PROJECT LEADER 

PRIORITY 

VFL 
ASSION£0 

TO 
{INITIALS) 

DATE 
ASSl(lN£D 
STARTED 

IEE IIWIM;!.1100 •MUIIL f'llUC'f flQ. U 
RII Ctl!DlllK!J Oii llf. C0lolflllm 

OF fl«! r«• mt A RlffllO«li. SCl!tl)Cjl! 

DATE 3/10/93 

OUEOATE 
COMPtETEO 
OR REMOVED 

DATE 

1. Contact cha following board mambcrs AR 2/25/93 3/31/93 
in follow up to the February 25 meeting 
and send brief report to VFL: 

a. Lester Pollack 



( 

( 

0 P .. C:M•c.r"'t ,NOWBT .. 11\1 .. COA<>OAATtON 

0 ASSIGNMENTS 
D ACTIVE PROJECTS 
0 RAW MATERIAL 

FUNCTION CIJE STEERING COMMITTEE 

!I(( IIAll"'lltElff IWIUoll. POUC'1' 110. lS 
fOR GUOOJl!D 111' 11![ COIIP\£TIO~ 

OF THIS FOlll FOIi A JIUICTIOIUL SC!lfllV\r 

0 FUNCTIONAL SCHEDULE SUBJECT/OBJECTIVE ZUCKER ASSIGNMENTS 
7JS90 t•tv. 118'1) Pl!IWTm IN U.$A 

ORIGINATOR/PROJECT LEADER 

NO. 0ESCRIPTI0N PRIORITY 

1. Cont~ct the following board member i.n 
follow up to che February 25 meeting 
~nd send brief report to VFL: 

a. John Colman 

2. (;;stablish a communication plan for hoard 
members and the broader community. 

VFL 
ASSIGNED 

TO 
(INITIA~$) 

HLZ 

TEAM 

DATE 3/10/93 

OATE 
ASSIGNED 
STARTED 

2/25/93 

2/25/93 

OUEOATE 

3/31/93 

4/15/93 

COMPLETED 
OR REMOVED 

OAT( 
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AUG 02 '93 as: 1s PM ClJE SARRV HOLTZ 2128646622 

To: Shmuel Wygoda: 

From: Rilrry Holtz 

A. l looke<l al your agenda briefly, faxed it to Gail and 
djscusBed il with her, although she still hasn't seen it yet. 
b' i n,t reacl ion: on the surface it covers all the issues BUT we 
arc both concerned that it nowhere deals directly at anyrate 
with what we arc both concerned with in addition to all this 
conlent: Namely , how is the CIJE supposed to work next year; what 
is the role of alan , barry, gail? what is the day to day role of 
Israel and the Mandel inst.? who is responsible for what? This 
needs lime for discussion, somewhere, somehow. 

B. llav~ you spoken with Milwaukee yet as we talked about at the 
laGL telecon? 

c. Tomorrow at around 9:15 NY time, I am going to call the Mandel 
lnstjtute lo speak to Seymour about where and how I should send 
the next volume of Best Practices, as per our conversation at the 
telecon. You will be getting this fax when you get in in the 
morning . Jf Seymour will not be there at 9: 15 my time can you 
le~ me know when I can reach him? 

This fax is heing sent from my home machine and I will be at home 
all day on ~ucsday: 212- 864-3529 (phone); 212-864-6622 (fax). 

'l:hanki:; . 



Mandel Institute 

Tel: 972-2-662 296; 618 728 

Fax: 972-2-61 9 951 

, ;\) ~ Y9 fl1i!Vl Of,'9 

aj t~?.l.3._ .... l'i~n 

Facsimile Transmission 

To: Ba.,c,, 
I 

From: 5bYY),)e\ WygpJa. 
Date: 

No. Pages: __ _,,.S---~-----
Fax Number: ()y\ - d)d '1-l-\S - C\ars< 
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BYFAX: 

To: Dr Barry Holtz 
Melton Center for Jewish Education 
Fax#: 001 212 749-9085 

From: Shmuel Wygoda 
Mandel Institute, Jerusalem 
Fax#: 0119722 619-951 

Date: August 2nd 1993 

Re: CIJE Staff meeting. August 19-20th 1993 

DearBany, 

Attached please find our suggestion for the agenda of the CUE staff meeting we 
will have on August l9-20th in New-York. 
This agenda was suggested during the simulation we have had last week in 
Jerusalem. 

Should you have any comments or additional suggestions please feel free to let us 
know as soon as possible so that we will be able to incorportate them in this 
agenda. 

Alan ( who left yesterday for two weeks vacation ) asked me if you could call Gail 
after her daughter wedding and fax or give her a copy of this agenda with the same 
request regarding her input. 

I will be leaving for vacation as of Wednesday August 4th, yet I will be in touch 
with the office from time to time. 

I look forward to seeing you soon in New-York. 



Session 7: Friday August 20th : 10:45 a.m. - 12:15 p.m 

Support Projects: Best Practices, Monitoring Evaluation & Feedback 

Background material: 

- Best Practices project's director's report to the CIJE Board 
-MEF project's director's report to the CIJE Board 

Session 8: Friday August 20th : 1:00 - 2:30 p.m. 

Work plan: 
- 1993-94 Outcomes 
- 1993-94 Process 

Session 9: Friday August 20th : 2:30 - 4:00 p.m. 

Wrap Up: 
- October 
- Future agenda for staff 
- Seminar in Israel 

. ~ 
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AGENDA FOR THE CIJE S TAFF MEETING. 
AUGUST 19-20th 1993. NEW-YORK 

Session 1. Thurday August 19th: 10a.m.-12p.m. 

The Vision reconsidered. 

Background marerial: 
- Commission background reports ( meetings of June 14th 1989; 

October 23rd I 989; Febnwry 1.Jth1990) . 
- Time to Act; 
-Minwes of the May 1993 CIJE I LC Cleveland seminar 

Session 2. Thursday August 19th: 12:45 - 2: 15 p.rn. 

Discussion 

Session 3: Thursday August 19th: 2:30 - 4:00 p.m. 

11 Systemic reform'' : " Content, Scope, Quality" 

Background matenal 

- "Lead Communities at Work " 
-

11 Lead Communities Pre/;minary Work plan 1992-93 " 

t 
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Session 4: Thursday August 19th : 4:15 - 6:00 

Working with the Communities: 

1) Planning 
2) Local Commissions 
3)Problems in implementing the idea of the Lead Community 

Background material: 
CIJE Planning Guide: Febroary 1993 

Session 5: Thursday August 19th: 7:00 - 8:30 p.m. 

Continuation: e.g. 

4)Commun.ity mobilization; Wall to wall coalition; Partnership, Funding 
5) Programmatic vs Enabling 
6) Educational profile of the Communities 

Session 6: F riday August 20th: 9:00 - 10:30 a.m. · 

Content and Goals for Lead Communities: 

Ideas, Vision, Visioning, Goals 

Background material: 

- Goals for Jewish Education in Lead Communities 
-David Cohen: "The Shopping Mall High-School", pp.304-309 
- Sara Lightfoot: "The Good High-School", pp.316-323 
- Smith & O' Day: "Systemic School Reform "pp.235-6, 246-7 

., , 
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Jewish Education: A 
Student's Certain Vision 
'Tamara. Lustgarten 

Rlita Hirsch School ,if &luruti,m, L<H Angeles 

l ,., ,umme,, whilt I~" di«cw oi ,d,c,uon ,r, 
Reform Movement camp in Southern C.alifornia, a 
camper pulled me aside after serncc~ une Shabbat morn· 
mg. Jaimie had been a student ot mmc rwo years ago 
when she wa~ m 7th grade. Iler$ wa, the firsr reltg1ou~ 
school class I had ever taught <;he rook ll deep breath 
and told me, -Tamara, I don't know what's happened to 
you in thr past rwo years, bur you have come a long 
way. l mean rou have reallr blossomed. I :im ,o proud 
of \'Ou." And then she hugged mt" as I ~tood there, speech
less. 

Today, I reali1.e chat she- wa~ right. I have come quite,\ 
long w,w. The year before I taughc Ja1m1c\ "'th grade cla,s I 
had been 11\ Israel with Pro1ect Ou.ma. \iakmg th<' rranm1on 
from li,mg 1n Israel co living ,H home had been 1mrnscly d1H1 
cult, and teachmg chis eta .. ~ wcm i\ long way row;ird preserv 
mg ffi)' samcy that year. I couldn 'c be in ls.-.1el. hut I could 
teach about ir. 

During the first few weeks of teaching, I real12ed that 
although I had acquired a con~1llerable knowledge ,rnd under 
srandms of l~raeI during. my re.ir there, my knowlcd))e ot 
Juda1ca remained ruduncntary. I hegan tO e-:<plore opporturu
ries ro >mdr Judaica i,1 a formal academic setting. 

$e\'eral wctks later, I arrived ar chc General A~sembl} of 
1he Council ot Jewish Feder.u1ons. In browsing through the 
vast arrar of seminars and ltctures bcmg offered, one prn
gram caught my e,·e, and thr next mormng I s.1r capuvarcd a~ 
the Mandel Commission on Jewish Educar1011 m North 
America gave us report 

We are ,n a state of cr1s1s, the Cornnuss1on reported. We 
must make extensive: cffott\ to raise- the qandard of Jew,~h 
education 10 th1, country. Jewish cdu1.,1wr, ~hould be: dr.1wn 
lrom the ranl..s of rhe bnghrrst and mmt commirced, msmed 
1he report. They should be accNded rhc rc.,rcct :ind rhr mon 
.-1::10· compensation of the most valued Jewish profe,s1onals. 
fhc C<>ncmu1t> of our people requtrcs no less. 

Bell~ and whistles began tn ,ound in mv hean. "The 
Jewish people need you, n the,· cried, "You can do th1~. You 
must d1.1 rhi~." B\ the following June. m,· .:iddress read HUC-

~. --- IUC.• 

Being a Jewish 

educator 

JIR , 13 King Dand Srreet, Jerusalem, Israel. f spent the year 
immersed m Hebrew. Each da)·, I gained increa~mg ac-ct"SS co 
ancient ce\.,s of the Jewish tradmon and m modern texts of 
the peiJplt of Israel I r~arched efforts to break down barn 
e~ Ix-tween religious and c.ecular Israeli scudenc<; and explored 
the )<;raeli cducat1onal systt"m. 1 led strvices and chanted 
1 orah for rhe hrsc ume 111 my life. 

And 1hen I moved to Los Angelc.o.. The year in Israel 
had been l!llensc. The fm,c year in Los Angeles was some
thing else. My brain ached from rhe directions in wl11ch m) 
professors pushed 1c. What 1s your vmon? they a~ked me 
Educauonal leader~h,p dC"mand<; chat you have a vision for 
th<' fucure. You are rhe future of Jewish education, the> cold 
me. Your role expands lar beyond the cunfiues ot yout 
place of employment, so )Ou ,mm be involved m tht' Jtw1\h 
commun1cr a<; a whole. Remember t o rcflco upon your 
experiences, and mosr important. learn to be .an agent tor 
change. And by the way, don't forget to !>tudy every ~l"COnd 

vou can: from ancient h1stOr)' to Bible co m,drash. From 
orga1112at1onal issues co curriculum to philosophy of Jewish 
educauon and on and on. The- academic work demam!ed 
rhen as it doe~ now continuous ant"nrton and effort, as doc> 
the d1n1Cal work. 

Studenrs ar the Rhea Hirsch School carry fifteen hours a 
wet>k m 1nt.:rnslups m addLt101\ to rhc: 3c.adenuc courte load 
In thb clin1c11l sertmg, we put ro the test each theorr we scmh . 
The morning\ d1,;cuss1on abouc the h1)tOr1.:1ry of the 
Pamarchs and M;\triarchs becomes the ahrrnoo11·s response 
\0 tht" fifth grade student who wanrs to know tf the B,ble 1~ 

(nntmucd on page 44 

[ill 



TAMARA lUSTGABTEN CONTINUm FROM 
PAGE 17 

true. The paper juSt written comparing 
various methods of class(oo.m manage
ment comes to life a~ the seventh grade 
class decides, once again, that their 
words arc far more important than the 
teacher's. 

There was a time when I was 
unconvinced that being a Jewish educa
tor was something to aspire co. Now, I 
know differently. Being a Jewish educa• 
tor requires a profound belief in the 
sanctity of Judaism and an unflagging 
desire to ensure its continuity. It 
requires creativity and intelligence, per
severance and intensity, leadership and 
vision. 

'fo be a Jewish educator is to pour 
knowledge and understanding into the 
hearts and minds of Jewish children an'd 
adults. To be a Jewish educator is to 
bdng Jewish families together as they 
leam to observe and celebrate the 
rhythm of Jewish life, tQ hold our tradi
tion high for all to look upon and learn 
from. 

Last summer, I stood speechless in 
che wake of Jaimie's words. Today, I 
am anything but speechless. I have 
found my voice and it is passionate. If 
Jaimie were here, ( would respond to 
her in this way: may you find a profes· 
sion, a tradition, a system of beliefs 
which fulfills you as the study of 
Judaism and of education, of Jewish 
education, has fulfilled me. And having 
found that profession, may you experi
ence the intellectual challenge, the 
visionary leadership, and the myriad 
opportunities for personal growth and 
development that I have cxpci:ienced as 
a Student of che Rhea Hirsch School of 
Education. ■ 

Thi: Ch1'()rtiGk 
6082316844 PAGE.002 



F 

A 

X 

C 

0 

V 

E 

R 

s 
H 

E 

E 

T 

Council for Initiatives 

in 

Jewish Education 

TO MANDELINST 

Date sent , / t( / 9( Tune sent &f : 1 tf 
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Organization: 
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Annette .. 

I received in the mail toct.y a check for $3,000. 
Please let me know the beat way to transter this money to 
you. It you are sending any confidential information (bank 
account numbra, etc.), please aend it to Stuart'e office 
fax: (212) 310-800?. 

Thanks. 

Jordana 
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Oate sent 4 / 7 / 94 llrne sGnt: 

To; SEE DlSTRI!UTION 

Organ!'zatlon: 

No. of Pag~ (incl. cover}: 

From: GINNY L2VI 

2 

PhCM Number: 

FaxNum~r: 

Phone Number. 218-391-1852 

Fax Number. 216-$1-~ 

Com~nts: . 

t>I.CT?\I!IU~ IOH 

Gai! Dorph _ Fax: 
S•ym01.1r 7ox 
Adam Gamoran 
Ellen Goldring 
Roberta Goodman 
An~ette Hochs t ein 
Alan Moffoann 
B&:-:-y Holtz 
De.n1el hkarsky 
W1llia.m. Robinson 
Julie Tammivaara 

212-532-2646 
0119722 618 728 
608-263-6448 
61.5- 343- 7094 
608-231-6844 
0119722 619 951 
0119722 619 951 
212-769-0746 
608-262-9074 
404-998-0860 
410-653-3727 



TO: 

rao."f.: 

DATE: 

STJ!J!CT~ 

COUNCIL fOB, PJITIA'rIV!S IN JJJISjt x.nuwrou 

CIJE Staff and Con.ultant~ 

GiMy Levi 

March 7, 1994 

CIJE EQUIPMENT 

The chare below should look familia. to mo~~ of you, I am so:r:y to say Iha.veto ask you to 
compbt:e 1t again, li.sting all equipmene in your pose~sion which was pw:-chaud 'oy CIJX, This 
i ncludes computers, fax maehi~•. modams, typevritars, etc. 

1 ~uld appraoiata receiving your coll11)1etad fonii by M.arch 15, if poaiibla. 

!·.:.~~:;; .j;~;;.J. ,,...._,. 

~~1~= &quipment Dear1btion Mruca & Modal Serial NWllbG:r .... ,...,,. ............ • ~ .... - .. r.·:.7, 
(a.g. fax machine) :,..~~ - ~-:.... ___ .,.... ~ ,,,.. .. 

1 . 

z. 

3 , 

4. 

5, 

6. 

Signed: Date: 
?l••n Prine 

Eqmt:4,7 




