THE JACOB RADER MARCUS CENTER OF THE

AMERICAN JEWISH ARCHIVES

MS-831: Jack, Joseph, and Morton Mandel Foundation Records, 1980 — 2008.
Series E: Mandel Foundation Israel, 1984 — 1999.

Box Folder
D-1 1926-1

CIJE correspondence, meetings, and reports. Lead Communities
seminars and reports, 1993-1995.

Pages from this file are restricted and are not available online. Please
contact the American Jewish Archives for more information.

3101 Clifton Ave, Cincinnati, Ohio 45220
513.487.3000
AmericanJewishArchives.org


http://americanjewisharchives.org/collections/ask/

¢

COUNCIL FOR INITIATIVES

IN JEWISH EDUCATION

Chalr
Marlan Mande!

Vica Chalrs
Charles Goodman
Neail Greanbaum
Matihaw Mary:e§
Laster Pollack

Honorary Chair
Max Flghgr

Boarg

Daviu Araow
Dunia) Baaar
Mandall Barman
Charlas Broa'man
Gerald Cohan
John Colman
faurice Corson
Susan Crewn
Irwin Field

Alfrod Gotischalk
Artnur Grasn
Thomae HausdorH
David Hivsehnorn
Honry Kogehitzky
Mark Lainer
Narman Lamm
Norman Lipolf
Suymoyr Martin Lipaat
Flocrance Mellon
Maivin Merians
Charles Ratnar
Esther Leah Rifz
Richard Bnhauer
iemar Bchorgen
leadoro Tworghy
Rennett Yarowliz

|

)

]

Lu

1
I
11

‘T Just finished talking with Ellen.
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P.C. Box 94553, Cloveland, Ohlo a1

Phone: (216) 391-1852 » Fax; (216) A01-5430

To: Ruth Cohen

From: Gail Dorph

Qateber 15, 19583

. She 1s assuming
that you will reeceive preliminary report of the
Teachera' Survey at the beginning of next week, &and
that you and she will talk at the beyinning of the
following week akout what it begins to say. She thinks
that based on that convorsation, you and she will be
able to decide on a faw charts to give participants in
the atrategic planning proeess that will begin to tell
the story of what wa Rnow about the teauchars in
Milwankea. There is ne way that a final report based
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,
Additicnally, if there iz time and you want her to co
{t, she can say something about the survey at the
orientation session in the afternoon since zhe will be
in Milwaukee for our staff msetinga,

Talk to you on October 27 as we planned.

Shappat Shalom!

cc. Ellen Coldring
Alan Hoffman

Ginni Levi
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MINUTES : CIJE STEERING COMMITTEE
{In formaction)

DATE OF MEETING: November 7-8, 1993

DATE MINUTES ISSUED: HNovember 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 Wark 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 gquickly? How does this impact the lay
community? Educaturs? 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?

Tt 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?
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II.

There are concerns about the armosphere/climate in which CIJE is

working. This refers to the decision to work through Federacions
which, in many communities, have either no relationship or a poor
relactionship with educators, synagogues, national movements, etce.

How do we get che CIJE story out within the Lead Community and to
other selected targets? ¥ho are the various tarpecs?

It was noted that the CIJE staff finds itself asked to explain CIJE
many times over in each community. Thez level of understanding of

our work remains low.

How do we appropriately involve fucture Jewish educators and rabbis
wha are now in training?

What are the ways in which intermediaries can function optimally?

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

Whact are the things which we clearly de and don't do?

In an initial discussion of the issues, it was noted chac CIJE's
ulcimate goal is to bring about systemic change. As we proceed with
work in the lLead Communicies, we should consider redefining cthe
process and how it meshes with desired outcomes,

It was noted that in order for CIJE tn be able to work effeccively
wicth a community, the folleowing conditions must be present or
cultivated:

1. A committed Federation executive

2. A high profile, powerful lay champion

3. A quality full-time educactor te staff cthe process

CIJE Method of Operation

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

A,

Total Vision

We should hegin work now to develop a vision of measurable outcomes
we hope to achieve over the next ten years., This will be constancly
reviewed and revised., It will puide us as we set priorities,
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B. Annual Work Plan

What do we want to have accomplished bv the end of 19947 The work
plan musc fit within the toral visien as well as be based on our
capacity. It should indicate who is to do what, by when.

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

C. Sreering Committee

In addition to a Board and Executive Commitree, we should establish
a Steecring Committee which will meet regularly as che core
management unit of CIJE. Its composition will include che 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 plaming and management. Actual
tactics will be managed at the statf 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 commitiees. Every member of the board
would be assigned to a committee which would be staffed by CIJE
staff or consultants. Each commlttee 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 10 a.m. to 4 p.m. - Steering Committee

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

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

Noonn te 4 p.m. » Luncheon and Board Meeting
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In order to reflect the current "full vision" of CIJE, it was
sugpested that the commictees be configured in the following way:

Committee Related
(and Responsibilicies) Chair Staff Organizatcions
1. Building the Professicon {(MLM) GZD Training
(D. Pekarsky) institucions
® Recruiting CAJE
® Career Development

# Seniors; Senier Seniors
Developed

Pre-service training

lead GCommunities

2. Communjity Development C. Ratner ADH CJF
(SHH) JAFT 7

3-23

Community support

Foundation networking

Managing relationship
with CJF Commission

® lead Communities

3. Caontent and Prorram J. Colman BWH JESNA, JCCA
{D. Pekarsky)

Program development
Best Practices
Goals

Diffusicn
Communication

lead Communities

4, Research, Monitoring E. L. Ritz A. Gamoran
(E. Goldring}

® Lead Communities
E. Campers
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 mcmbers
should serve as counselors to the members of their commictees.

F. Two Lay Minyanim

It vas sugpested that we establish a poal of creating two core
groups of approximately ten people cach (not mutually exclusive) to
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III.

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, Baltimore 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 te 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 te 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,

Operationalizing the Proposed Methed of Operation

Discussion during the next segment of the meetings focused on
brainstorming how to wuve 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 drafr 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.

1t was suggested that the mission statement drafted by Steve Hoffman
at the inception of CIJE might sexve as a starting point for a
vision. A first meeting of the Steering Commitree was tentatively
scheduled for January 4 in Cleveland, at which peint we should have
a firsc drafc 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 quesction seems to be "a total vision according to
whom? "

When MIM 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 ¢ | Intermediary CIJE‘
Israel
4y
Service Delivering Institutions ]e.g., CJF
JCCA
JESHNA
Training Institutions
forces at work CAJE
(Synagogues) Professional
Organizations
Rabbiniec groups
v W h 4

North American Jewish Community

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

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

IV. 1894 Daces
A series of dates was proposed for meetings in 1994. Alan will ecall
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 alse
think further about staffing of the committees.
Ic was suggested that we establish a planning team for each committee

comprised of the chair, two vice-chairs, and the staft persen. This
group would work together to plan the agenda for the committee.

The following time-table was proposed:

ssignment &. By November 21, aDH will preparv a propesed list of board member
assignments to committees.

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

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

D. January - aApril, 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, firsc steps
toward a total vision, and an annual plan,

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

F. April 20-21, Board meerting.

april 20: 10 a.m. - 4 p.m. - Steering CommitlLee

4 p.m. - 6 p.m. - Execurive Committee
April 21: 8:30 a.m.- Noon - Committee Meetings

Neon - 4 p.m. - Lunch and Board Meeting,

G. June 2, Steering Committee - New York

H. September 23, Steering Committee - Kew York
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November 9, 1993

Dr. Barry W. Holtz
Melwon Research Center
3080 Broadway

New York, NY 10027

Dear Barry:

Thank you for following up op gur réquest in such a omely manner.
I am pleased that the leadership of the CLJE is prepared to disseminate
knowledge of its activiries and accomplishments to cammunities seeking
to benefit from knowledge of the Coumedl's important work.

There are several possible opportunitiss for you 1o meet and interact
with our communzl lay leadership and professional staff. There is a
possibility that we will condnct a BJE Board Reweat sometime in early
March. Last year's retreat brought 50 leaders together at the nearby
Brandeis-Bardin Institute for a spirited day of deliberation, discussion
and fellowship. Should we schedule a 1994 retreat, 1 faresee the
possibility of a 90 minute presentation and discussion segment for you.

Should there be no remeat, we would be pleased w reserve 2 full hour
of dme at our March bnard meening {attended by over 50 communal
leaders), as well as to arrange addidond meetings with key lay leaders,
BJE staff, principals, and Federatios leadership. Some of these
additional meetings could, of course, be organized in addition to your
participation in & retreat program.

Please let me know whether these possibilities strike a receptive chord
Within a short period of time we should then be able to finalize

arrangements.
Best wishes for connnued success! AGENCY
OFFICERS
Sinccrcly, Preraciant
( E Lraeky Geoschmritgryy bbOyTRon
W\ Or_m
Dr. Ron Reynolds . vioe Prescens
Director of School Services Sandra forlrs Soeaan
D¢, Jprry MlarToirh
Paaien . Samieem
g mhma e
cc: Dr. Gil Graff con .
O, BAAH
Peconding S#ctenony
Subon Jocaby Sem
505 WILSHIRE BLVD., LOS ANCELES, CA 00048 « (213) BS2-7702 « (818) ©J0-85640 Decures
Agoner of Jowbn Eagengtan Counal + Beric- oy of Unfled benw ih Fund AR it g Eoh i ion S o of ksl h Londacs Almpc) Aghdery
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P.O. Box 54553, Cleveland, Ohio 44101
Phone: (216) 391--1852 o Fax (216} 3515430

TO: John Colman, Gail Dorph, Seymour Fox, Adam Gamoran,
Ellen Goldring, Annette Hochstein, Stephen Hoffman,
Alan Hoffmann, Barry Holtz, Morren Mandel, Chuck
Ratner, Barry Hels, Esther Lesh Ritz, Richard Shatten,
Shmuel Wygoda, Henry Zucker

FRON: Cinny Levi .
DATE: December 9, 1993

SUBJECT: CIJE Update

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

Enclosed are materials meant to bring you up to dare on the work
of CIJE. As in the past, come of the marerials, particularly the
notes on lead Community visits, are semsitive and we would
appreciate your keeping @hem confidential.

Enclogures include the féllowing:

1. Notes prepared by Gail Dorph on Lead Communities.

2. letter of November 9 from Rom Reynolds to Barry Heltz.

3. Letter of December 3 from Crailg Dykstra, Lilly Foundation,
to Alan Hoffmann.

LISNTT30NBN C1 Pr:GS1 2. 6 2130
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NOTES FOR STAFF
THIRD CIJE SEMINAR
G.A. Montred|, 16-17 November 1993

Nov, 16th:

2:00pm: SessionI: Imroduction
Theme of seminar: "How do we move farward in personnel,
community mobilization and goals. " ADH

2:15pm: Sesston II. Community epdateg
(ADH/GD to prepare omitline
So that there js consistesicy between each report)

Discussion BH

3:00-4:30pm: Session I
*Projected first year cicomes in personnel”

2) 3:00-3:30: *Critical path for Individual LC developing personnel plen* BH
(Based on Annette's presentstion. To be adzpted by BH

* Educator survey completed
* Educator survey discultsed
* Planning Committec prepare action plan
* Personnel situation difcussed in comnmumnity
* In-service pilot project
* Israel seminar
ETC..]

b) 3:30-4:00: *Analyticel potentia! of Educators Survey” - Ellen Goldring
C) 4:00-4:30: Discussion

d) 4:30-4:45; Break



4:45-10:00pm: Session IV
“Engaging community in discussing educalors survey and implications”

4:45pm: a) Introduction: ADH
4:55pm: b) The Milwaukee experignce: Roberta Goodman

3:15pm: c) Discussion

6:00pm: Dinner
7:00pm: d) Bregk out groups: Eack community translates "engaging” Into its own

terms:
i. Timing
it. Implicatién for action -

They will be asked to rdiate to;
* Content
* Audience
* Projected cutcomes
* Who is reiponsible

8:30-9:00pm: ) Break-out groups report back

9:00-9:30pm: f) Discussion

}Iednudgx, Noy, 17th;
7:30-8:30am: Breakfast with three execubive directors

8:30am:; Session ¥V
Preparing a LC persormel action plan
8:30-9:00am; Presentation GD

1. Mapping Current end Farture Situations:
a. Educators Survely shortcomings, needs, (e.g. training,
recruitment) .

b. Predict future ndeds (“forecast") with input from loceal aducators
* Retiremghts
* Demogrdphic trends
* Do you leve demographic data?
* Other

ailg-3ogd LSNTTITNGW 0L BPiSl EBE:. B  D3q



9:00am:

9:30-9:45am:

$:45am:

= — -

112" 30ud LSNITT3ANEW 01

2. Stages of implementation {should reach pilot projects)

3. CIIE Pilot Projects
8. Educationiil leaders retreat
b. Ley professional seminar in Israel on goals
¢. Best practice seminar

Discussion

Break

Exercise: A first cut Persovinel Action Plan in our comnmurity
[What will be steps.
Chart your own process)

Exercise they recetve:

a. Where will Action Plan Be discussed?
b. When?

c. Participants

d. Projected outcomes, ¢.g. Pilot Projects
¢. Who is responsible?

Br:igsl €6 B 234



ISSUES THAT WILL EMERGE IN EXERCISE:
* Problems e.g. early childhood, teacher i service

* Prionitize based on:
a. need
b. cost
¢. feasibility

* Possibilities or option:

2 local suggestions
b. CIE suggestions

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

EXAMPLES OF CUE PILOT PROTECTS (ecross commuity)

1. "Educationzl Leaders Retreat" - Vandgrhilt

- For whom? Princlpaistheads of institutions - supplementary + day school
cross denominatichal

-When?  Aprdl
- Why? “Klick off” of professional development for educationsl leaders
2. Lay-Professiops! seminar in [srael on foal
For whom?  Chalrs + professidinals of CIR, local projects + CIUE board
members :
When? July
Why? *Up level of discaarse” o that this becomes comtent driven

3. "Best Practices Seminar"

* Lay leaders
* Educators

. o — P . —_ . Tt ey o YT (ol ool i s T
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PRESENT: Morton L. Mandel {(Chair), Sandee Brawarsky, John

Colman, Gail 4. Dorph, Adam Camoran, Stephen H.
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Introductorv Remarks

Mort Mandel opened the meeting by intiroducing parvticipants. He thanked
those present for agreeing to participate in the work of the Steering
Committes and noted that the primary purpose of the committee is to help
evaluate ideas, and set priorities. Wormally decisions will be made by
the hoard of CIJE.

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

Update

Alan Hoffmann noted that the Steering Committee will be helpful in
clarifying goals and methods of reaching them.

He moted that the Commission on Jewish Education in North America
completed 1ts work a litrle mere than three years ago. It concluded
with a plan to work in the following Five areas:

1. Build a profession of Jewish edecation.

2. Mobilize community support.

3. Develop a research capability.

4. Establish Lead Communities in which to work toward local systemic
change.

5. Create the Council for Initiatdves in Jewish Education,

During the first year and s half of its existence, CIJE worked to
develop and move ahead with the concept of best practices for Jewish
education while also building a team for monitoring, evaluation and
feedback of the work In Lead Communities. At the same time, a process
was developed and followed for selecting the Lead Communities.

Following an initial expression of itterest by 45 communities, 23
submitted applications and 3 were selected. A joint meecring of the lead
Communities and CIJE staff in Cleveland in April 1993 elarified the
importance of partnership among the dommunities and CIJE. The next
joint meeting, held in August 1993 im Baltimore, focused on the content
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of work in the Lead Comavnities. The most recent meering, held in
November 1993 in Montresl, provided the Lead Communiries with a
curriculum for taking the results of research om local Jewish education
personnel and moving toward a perfonnel acrion plan.

In the area of monitoring, evaluakion and Feedback, we have broken
imporcant ground by putting in plice a team which can monitor what is
happening, evaluate outcomes, and pravide feedback to local communities
and CIJE. This model shows how résearch can be used in working for
change,

Clearly, CIJE has focused most heavily on the estzblishment of leagd
Communities while the other three recommendations of the Commission have
received less attention. In fact, CIJE is5 about chamnging Jewish
education for al}l of North America.

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

CIJE has chosen the local federaticn a: the home for systemic
reform in Jewish educatien. There is an inherent temsion betwaen
the federation approach of working threugh consensus and CIJE
goals of reform and radical change. Gicting wall-to-wall
coalitions to taks revolutivnary steps presents a significant
challenge.

CIJE is an inrermediary orgenization. This means that wa de not
have the same direct control over the change process thar a lecal
comnission has., TFor example, CIJE ¢an prepara materials for use
by local communities and cam recommend thelr use, suggest bench
marks, and set deadlines. However, as an incermediary
crganization we do not have (nor want} the local c¢lout to
implement and follow through. Yet loczl implementatlion is a must,

The work with the lead Communicies has suggested that the
following three variables mmust be presant {in order for systemic
change In Jewish education te occur in any community;

a. A federarion executive director wheo will make bstterment of
Jewish education a perscnal prioricy.

b, One or more lay champions on the key leadership team.
c. A high caliber local professional driving the educational
process,

The Commission itself chosd to sidestep the issue of goals for
Jewish education in order # reach consensus on its
recommendations. However, any local community inevitably gets to
questions of goals, missich, and vision. Daniel Pekarsky has
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agreed to consult with CIJE on goals in conjunction with the
Handel Institute staff's wérk on the goals project and che
Educacted Jew proiect.
CIJE currencly faces the f#llowing challzngpes:
1. How can we reenergize the procoss of deliberation, wtratein

thinking and planning by lay leaders which worked so
effectively during the work of the Commission? Leadership
of CIJE needs to be more fully engaged.

2. How should we werk fdr effective dissemination of our
progress? Because we have not yst clearly articulated what
CIJE is about, we vifk becoming pigeon-holed as ?~he Lead
Communities project.*

Lub

How do wa move beyond where we wra now? How do we extend
our involvement with more communities? Thought has been
given to using Ted Sizer's conceps to establish a "coalition
of essential communi¥ies,”

In che discussion that followed, the following poincs were made:

By working in the Lead Communiries we have begun to impact change on .
local lewel. However, building the professicn and developing conmunity
suppert requires work on a gontipental level  We may wiszh to chink
about establishing an equivalent to the Jerusalzm Fellows and Senior
Pducatots programs In MNorth Amerkeca, drawiug upen the resources of the
denominatfonal training instirutlons and others with apprapriate
expertise,

Since few communities seem to poésess all three of the elements which
have been tdentified as critical, we should determine whar incentives
could be used to gain the commioment of the local federation epxecubtive
and appropriate lay champions amd to draw the caliber of professional we
seek. We should be careful to remember that the three elements we have
identified as central to this precess appear te be neccssary condltienc,
but are probably nort sufficient ko accowpiish our goal.

At present, research is belng dikected locally. Should we consider a
parallel track with respect rto méational factors? For example, can we
identify factors that could moti¥ate leaders to work for Jewish
educacion?

The relacionship of local communiries to an intermediary organizacion
might be c¢larified through wrict#n agreements. CIJE does hava leverage
in the form of expertise which it can provide or not. We will develop
the expertise to go Into a commmity, evaluate whar is Iin place, and
recommend changes.
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Commirtee Relatead
(and Responsibilities) Chair Staff Organizations
1. Building the Profession (M1M) G. Dorph Training
inscitutieons
® Recruiring CAJE

& Career Development

® Seniors; Senior Seniocrs
Daveloped

® Pre-service training

# Lead Communities

2. Community Development €. Ratner A. Hoffmann CIF
5. Hoffman JAFI

s 3-23 JCCA

¢ Ceompunity suppert

# Foundatlon networking

& Manaping relationship

with CJF Commission

® Tead Communities

3. Content and Program J. Colman B, Boltz JESH4, JCCA

(D. Pekarsky)
Program development
Best Practlces
Goalsz
Diffusion
Communicacion
Lead Cozmunities

4. Regearch, Monlcoring E. L. Rigz A. Gamoran
(E. Goldring)

¢ Lead Communities

Steering Comnittee members were akled to recommend board members for
assipnment to the various cowmittees. VFL will check the list of people
who were originally assigned te a committwe on Lead Communities for
possible inclusion on the Comnuniiy Development Committees and will

signment collate suggestions for board membership. HIH and ADH will then
reconmend assignments to committels.

Each committes will meet in conjuhetion with the two board meetings to
be held each year. Addicional In#ependent meerings will be scheduled.

It was suggested that beard mestiihgs would be two-day affairs scheduled
as follows:

Day One 10 a.m. to 4 p.m. -~ Steering Committee
Jay una a2
{or 10 &.2. to 2 p.m.}

4 p.m, to 6 p.m. - Executive Commictee
{or 2 p.m. to 6§ p.m.)
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VII.
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Day Two 8:30 a.m. to Neon - Commitree Meatings
Noon To & p.m. - Luncheon and Board Meeting

Ir was suggested that the two days mighc include 2 plenary session
during which all four committees, each of which has Lead Communicy
responsibilities, would be provided with an update on the happenings in
the Lead Communities.

it was aisc suggested that the béard should grapple with issues rarher
than simply hear reports. We pight bring the issues of one or two of
the committees to each bhoard meeting for conslderation.

It was suggested rhat we considef holding two committee meetings at one
time, similar to sessions at a cénference, so that there could be
broader participation of board mémbers.

it was recommended that each two-day beard meeting include a Jewish
study compenent. It was also retommended that we contimie to invite
mewbers of the Commission on Jewish Education in North America and other
guests to a segment of the board meeting once every year or two years,

Role of Board

&

A Board of Direccors

As nored above, we should Work o cmsure that the board is engaged
in discussion of issues. Reports should be sent in wrxiting rather
than presented orally at meetings. Staff will be assigned to all
Board members to keep thew briefed.

One approach might be to begin the board meeting on the evening of
day one, following the Exeeutive Committee meeting, with a
presentation of general inkerest which would generare discussion.
Commission members would b Invited to these presentations. The
following morning the commiittees would meet, followed by a
business meeting of the board.

B. Executive Committee

The Executive Committee will include committee chairs, officers,
and other carefully selected individuals. Tt will be responsibla
for such managerial issues as budget and professional staffing.

Role of Copsultantcs

We have several conmsultants worldng with CIJE on a regular basis. These
Include Adam Gamoran and Ellen Geldring on monitoring, evaluation and
feedback and Daniel Pekarsky on the goals project. Seymour Fox, Ammette
Hochstein, and thelr co-workers at the Handel Institute are taking on
specific content assignments. In addition, Annette Hochstein is working
with Adam and Ellen on monitorimg, evaluation and feadback.
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There was once a recommendation fer the creation of a group of CIJE
fellows. It was suggested that this would be a good item for
consideration by the committee on building the professiom.

Review of the Goals and Educared dew Proiects

It was reported that as the work of the Commission unfolded, it became
clear that there was very little literature on the desired outcomes of
Jewish education. As a result, the Mandel Instituce invited three
Judaic scholars to write papers on their own concepts of the outcome of
a Jewish education or what is an educated Jew. The participants were
Isadore Twersly, Moshe Greemberg, and Menachem Brinker. Each was asked
to write from his own point of viéw. Israel Scheffler, a leading
philosopher of general education, was asked to write a similar paper
reviewing different conceptions of the educated person. Michael Rosenak
was asked to look at this question from the point of view of Jewish
education, Seymour Fox was resporksible for the entire concept znd for
conducting the deliberation. These papers wece then shared with leading
Jewish educstors who reflected om what an educational system might look
like in order to implement the ideas proposed by each of the original
philosophers. The scholars then redrafted their papers on the basis of
the work of the educarors. Following this process, the papers have
undergone at least three iteratisns. The collected papers will be
published with the goal of providing a model for how te deal with the
outcomes of Jewish education,

The CIJE geals project will involve itself in trying te help individual
institutions and communities to develop goals. This involves
differentiating berween irstrumewtral and schstantive goals and defining
the iderl that drives the enterprise. t is a basis for translating
vision to practice. Daniel Pekarsky is working with the Mandel
Instirute on develeping & way to present this to North American
communities,

After hearing this summary ef thé two projects, it was suggested that a
presencation on the Educated Jew project might be an interesting topic
for a board meeting.

CIJFE Mission Statement

A mission statement developed fo# 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 migssion statementi! "Tha CIJE was created by the
Commission on Jewlsh Education ik North smerica with a highly focussed
misslon that incorporates three major tasks: Building the profession of
Jewish education; Mobilizing Comliunity lLeadership for Jewish education
and Jewish continuity; developirg a Research Agenda while at the zame
time securing funding for Jewlsh educational research.”

A second section of the mission Bratement might indicate that the
mission is to be Implemented thréugh the following wmeans, than l1ist the
names of the four commirtees and include a brief parsgraph indicating
what each hopes to accomplish. 1t would be the role of each committee
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to develop the lanpuage to describe 1ts role in accomplishing CIJE's
rission, This would be refined o the commivree mectings.

The niscior statement should alse refer to CIJE's desive Lo engage in a
partnership with select communities to demonstrate that innovation can
have a lasting impacr and to help local communities shape their agendas
for Jewish education.

It was suggestad that we refer to CIJE as an agent to assist Jewish
communities snd inscitutions to provide effective Jewish aducation. Tt
vas also suggested that the mlss¥on statement refer to the role of CILJE
as intermediary, perhaps using the following language: "One job of CIJE
as an intermediary is to facilitate the success of the service
delivering institutions. We cause outcemes to occur through advocacy,
research, foreilng initciatives, enkrgizing, and synergizing. Our
outcomes relate to how the service delivering instirutions behave.”

Alan will develop a drafr missionm statement for consideration by the
Steering Committee.

Lav Leadership Develapment for Jawish Continiitv and CGIJE

CIJE needs a hoard of leaders whe are wise, axperienced, and willing to
work, It is hoped that the committee structure will help to encouraps
this invoivement. In addition te working wi-h our current beard
members, we should ldentify new people for beard parcicipation. We
might identify people to 2dd to avmmitcess w.th the thought of
eventually naming sore of them te the board. AL the same time, we
should develop o means of rotatimpg non-parcicipants off the beard. We
should have a set of by-laws to Relp facilirvare this rotation.

With respeer to lay leadership beyond the CIJE board, it was neted thac
there are many people involved im local commissions on Jewish educazion.
Ve may wish to consider holdirg a matioral «~eonference for these people
or for a select sub-group.

CJF Commission

Reference was made to Cthe CIF No¥th Arerican Commission on Jewish

Identity and Centinuiry., Steve Boffman and alan Hoffmann will continue
to monitor the relationship of the CJF Commission to CIJE.

Communications with a1l Publjcs

The following publics were 1dentified as groups with whom CIJE should be
communicating:

A, Lay lLeadership
* members of the GIJE boafd
* people on local continukty commissions
¢ other naticnal lay leaddrs
¢ others .
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B. Jewish Educators

* leaders of institutions {local and natiomal)
* central agency personnel

cC. Opinionmakers/Centers of Isfluence

D, Existing Publications

* JCC Cirele
*» JESNA's Agenda

(We might submirt an

occasiénal article)}

Page 9

E. Academices/Intellectuals/Préfessars of Jewish Studies
F. Congregations and Rabbis
G. Training Institutions

We may wish to develop different kinds of
different publics, One suggestien was to

invites feedback from the

CTJE.

1994 Incerim Yorknlan

ptblications foxr these
produce a newslerter which

readers. Initially, we have engaged Sandee
Brawarsky to work with us on the development of a brochure ro describe

Alan Hoffmann circulated a first drafc of a 1994 jinterim workplan for
review. He noted that as che wokk of CIJE tas grown from a2 primary

focu= on the Lead Communities

o more exrensive work with other

compunities and the establishmend of CLJE a: a national identity, the
redeployment of staff to accompMsh these geals has not yet been

determined.

Alan will rework the draft workpllan nd will send it to
Committee menbers In February.

vture Meating Dates

The following dates were set [o# future wmeerings of the

Commictee:
Tuesday, ¥arch 15 {in

Vednesday, April 20 {in
on

Friday, Seprember 23 (in

Yednesday, Qectober 19 (in
on

Cleve¥and)

New Yérk--in conjunction with
April 21

New Ydrk)

New Yérk--in conjunction with
Qctobdr 20)

Steering

Steering

a board meeting

board meeting
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Chair
Moron Mande!

Vice Chairs

Biile Gold
Matthew Maryfes
Lester Pollack
Mayrard Wshner

Honorary Chak
Max Feher

Denid Hirschhom
Gershon Kekst
Henry Koschitzky
Mark Lalnes
Noman Lamm
arvin Lender
Notman Lipof!
Boyrnour Martin Lipset
Frorance Melton
Metvin Merians
Charles Ratner
Esther Leah Ritz
Richard Scheuer
Ismar Schorsch
David Teutsch
tsadore Twersky
Bennett Yanowitz

Executive Director
Alan Hotfmann

P.O. Box 94553, Clevelnd, Ohio 44101
Phone: (216} 8391~ 1852 o Fax: (216) 391 —5430

TO: . John Colman, Gall Dorph, Seymour Fox, Adam Gamoran,
Ellen Goldring, Annettee Hochstein, Stephen Hoffman,
Alan Hoffmann, Barry Holtz, Morton Mandel, Chuck
Ratner, Barry Rels, Esther Leah Ritz, Richard Shatten,
Shmuel Wygoda, Henry Zucker

FROM: Gimny Levi
DATE: February 21, 1994
SUBJECT: C1JE UPDATE

Enclosed 1s Gail Dorph's current report on Lead Community visits. Please
note thar some of this information 1z sensitive and we would appreciate
your keeplng it confidential.
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Chalr
Morren Mande!

Pice Chalrs AGENDA
Billie Goid

Marthew Maryles
Lester Pollack
Maymard Wishner

COUNGIL FOR INITIATIVES IN JEWLISH EDUCATION
STEERING COMMITTEE

Honarary Chatr TUESDAY, MARCH 15, 1994 - 9:30 A M. - 4:30 P M.
Max Fisher

Jevish Community Federation of Cleveland

1750 Euclid Avenue

Bosrd
David Arnow
Danlel Bader
Mandell berman Tab
Charles Bronfman —=
iﬂh:{go?::':n 1. Master Schedule Contral 1 MIM
Maurice Corson
Susan Crovomn
Jay Davis
[rwin Feld I1. Review Minutes of January &, 1994 2 VFL
Charles Goodman
Alfred Gorschalk
Nell Greenbaumn
Thomas Hausdorif 111
David Hirschhorn i
Gershon Kehst
Henry Kaschitshy
Marg Lainer
Norman Lamm Iv. CIJE Total Vislen 6 BWH
Marvin Lender
Norman Lipof!
Seymour Marun Lipset
Florence Meiton V. Discussion of Lead Communities 6 GZD
Melvin Mertlans
Charles Rawer
Esther Leah Rlz
Richard Scheuer vI. 1994 Work Plan 6 ADH
David Teursch
Isadore Twersky
Bennen Yanowitz

Assignment

Review Assipgnments of January 4, 1994 3 VFL

ViI. April 21 Board Meeting 5 MIN

Erxecumve Direcror
Alan Hoffmann
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To: The CUE Steering Committee
From: Barry Hoitz
February 23, 1994

Total Vision
Draft One

In the last meeting of the Steering Comminee, we discussed developing a long-range plan for
the work of the CIJE using the phrase "Total Vision™ to describe that plan.

I was asked to try to write a draft of that plan using the rubric suggested by Mort that one
could think of total vision as the 10 year report of the CUUE oulining what it had
accomplished, written today instead of in the year 2004. The paper below uses that idea of
the 10 year report as 2 kind of rhetorical device 1o develop the plan.

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 aliernative possibilities to be
explored. For example, in talking about research there may be a umber of possible routes
to take and at this point without a deep anaiysis of the options, I don’t really know if, say,
placing research in an existing university or in a free-standing institation would be better.
There are other examples that may strike the reader as well. Despite this disadvantage, 1
have used the 10-year plan as my approach here.

This paper 1s hased on a number of sources: A Time to Act, Annerre’s "Lead Communities
at Work, " internal documents written by members of the staff, and discussions with other
members of the staff.

The CLJE 2004: A 10-Year Report

The CLJE was created by the Commission on Jewish Education in North America in order to
implement "on both the local and continental levels™ the plan of the Commission "to
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The CIE began with the three original Lead Communities and then moved toward creating
an “outer” circle of like-minded communities interested both in hearing about the work of
CUJE and using meetings with the CUE as a way of talking about mutual concerns across
communities. These mmeetings included discussion of the issues of research and evaluation,
fund-raising and communiry leadership mobilization as well as analysis of specific -
educational initiatives in the areas of personnel improvement.

Boston, New York, Cleveland, erc. joined as parmers in this work. Communities rhat
decided that they wanted to share in the CIJE agenda and receive the CUE expertise in a
more intensive fashion -- as long as they met the CIJE criteria — could chose to become Lead
Communities themselves. To be chosen the communirty, had to exhibit 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 o
the CUJE to be Lead Communities.

II. Personnel: Building the Profession

One of the two key building blocks of the Commission repont was “building the profession,”
improving the quality and quantity of Jewish educators in both the formal and informal
domains. The CLJE launched two main thrusts in this effort— local efforts at improving
personnel through its work (as mentioned above) in particulas comumurities and a continental
effort that mied to attack the problem in a more global fashion.

A. Local Efforts

The CIJE began its work m each commumty with the quantitative and qualitative research
work of the Educators Survey. This report which begzan by looking only at the educators in
forma! settings was expanded to include informal educational sentings 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 CUE to phase in segments of the plan in an
orderly fashion.



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 thronghout the Lead Communities, and in any
community interested in improving its Jewish education, has been in the area of inservice
education. The CIJE began with a set of Leadership Instinites 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 institition. Some have taken place at Vanderbilt
University, some at Columbia University Teachers College.

The program was designed for principals of Day Schonls and Supplementary Schools and it
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 Supplememary School Principals met together for
some sessions and in other sessions they worked on cases which were individualized for their
own particular settings. A second Leadership Institute 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 the 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 CIJE 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
ard there were separate seminars organized for principals of Early Childhood units, of
Supplementary Schools and of Day Schools.

In addition, inservice education 1ook piace 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 CLJE -staff,
personnel from the local BJE or the local Jewish College of Advanced Jewish Studies as well
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as national personnel from the training instinrions 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 for Youth
Group Leaders, Camp personnel 2nd 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 commuaities
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 thernselves have been launched, beth for novice principals and for
novice 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 1o help improve those principals and
teachers who have even 2 considerable amount of experience.

Finally, the CIJE succeeded in placing a2 number of educators from the Lead Comminities m
continuing education programs outside of their local cities. Educators attended year-long
programs in Jsrae! (which were partially subsidized by the local commumty), summer study
programs in Israel and at universities and seminartes in North America, and degree programs
at North American academic Lastitutions.

Recruitment

Aside from inservice education, a second dimension of the personnel improvement in each of
the comrnunities centered on recruitment of new personnel iato 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, reticees, public school or private school teachers, were brought into the
teaching force and were prepared for work as Jewish educators. A third approach consisted



of retooling public or private school teachers for careers in Jewish education particularly in
supplementary schools.

Salaries and Benefirs

The third area of personnel improvement that the CIJE has been working on has been in the
area of salaries and benefits. Here the CUUE has been helping local communities create
benefits packages for full-time teachers, develop proportional 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 CIJE has helped provide
contacts with experts in these areas and has organized work with foundations to think about
planning improvements.

Career Ladder

Finally, the CIE has been working with the communities to develop career ladders for
cducators. This involved the creation of full-ime positions that include teaching, as well as
mentoring new teachers and peer coaching. The CIJE has helped launch projects to create
communiry teachers— teachers who teach in more than one institution and therefore can have
full-time teaching jobs. Finally the career ladder included crzating positions in day schools
and in some cases in supplementary schools for curriculum supervisors, master teachers,
Judaic studies coordinators and resource room teachers.

B. Continental Initiatives

At the continental level the CIJE has launched a mumber of infriatives to improve the quality
and mumbers of Jewish educators. Working with the denominations and the national maining
institutions, the CITE has advocated for new programs to retgol avocational teachers for full-
time work, to help prepare doctora!l students in Judaic srudies 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 CIJE has helped design and find the funding for a major effort to recruit young people
into the field of Jewish education by creating the "Careers in Jewish Education” imnitiative.
This project has involved the following clements: Jewish teenagers are recruited by their
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synagogues, camps and youth programs to become Madrichim - teachers, youth Jeaders or
camp counselors in training. Through a specially designed program, these Madrichim
recejve fraining and initiation into the field of Jewish education. They work in their local
institutions and are supervised by the Madrichim Training Instirute, as well as by local
supervisors in their home institution. '

The names of the Madrichim are placed in a natonal 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 amending a university nearby. The
local rabbi or Center director can make contact with the college student and try to find
educational employment for the student during his or her college years. Meanwhile the
students attend 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 instirutions during the smdents’ college vears and
inspiring some of the srudents to enter the ficld of Jewish education as a lifelong career, In
addition the program helps increase the Jewish commitments and invoivement of the students
during their college years— and afterwards as well. This program has 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.

II1. Communitv Mobilization

One of the fundamental building blocks of the CUE as cxpressed in "A Time to Act” has
been mobilizing community support for Jewish education, at both the local and national level.
At the local Jeve], the CIUE has been involved in recruiting new leadership for Jewish
education. This new leadership has been recruited in coordination with the local federarion
professionals and with intensive work by the CDE’s own Board. Specific programs have
heen designed to raise the consciousness of local lay leadership about the importance of
Jewish education.

Ore 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 oppartunity to increase the knowledge and
sophistication of local lay leaders about Jewish education.

In addition, the CIJE has been running Best Practices Serninars for local lay leadership which
apprises this leadership of the latest work going on in Jewish education 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 North America.

At the continenual jevel, the CIJE 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 CIJE has issued various "white papers” on specific issues within the field
of Jewish education. The first was a report on the personnel crisis in Jewish education which
was based on the research conducted by the CIUE 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 CUE 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 report on the economics of
contemporary Jewish education which looked at the amount cf money currently spent
throughout the continent and the way that that money 1s being unlized. 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 Israe] 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 Project

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 twe sentences:]
The Center is located at X university (Brandeis, Harvard, JTS, HUC ?77%)

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

This 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, study and aralysis of current best practices
in Jewish education. Essentially, this has moved forward with the work of the Best Practices
Project as it was launched io the early years of the CLJE.

However, that work has been expanded as well by seging the project as an ongoing research
project in which the success stories of Jewish education arc studied in depth and successive

"iterations” of research are performed on each sething.

It also has meant convening conferences and consultations with those doing this research to
try to discern patterns and implications of the analysis.

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 "department” has commissioned "dreams"— encouraged people to invent seluions to
problems and imagine new directions for Jewish education.
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<) 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 done 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 workding 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 Jaunched by the CIJE 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 purpose for the educational enterprises of the institution
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 seminar 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 cach of the 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 funure picce of wnting related to the
issue of goals or a lecture by a speaker was presented to the participants. These sessions
were offered to all the institutions in the community. Based on the experience of the goals
sessions during that vear, a number of institutions in each community chose 1o be part 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 educarional
institution. The educational institutions were assisted by CIJE staff members and CIJE
consultants. These discussions revolved around papers written by the Educated Jew Project
of the Mandel Instirute 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 actual educational practices. To help
lustrate this idea the goals project studied various educational instimitions (both of the
present and the past) looking at those institations’ staternents 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 fraining instititions in an effort to think about goals from the denominational point of
view. The denominations and training institutions were challenged to engage with the local
wnstinutions involved in the CHE 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
invited to attend and the Goals Project was one of those CLIE imtiatives that was offered to
the outer circle of CIJE communities and other communities involved in the continental CLJE
enterprise.

[V. Rescarch
A) Monitoring, Evaluation and Feedback

One of CIUE's important contributions Lo the world of Jewish education was the Monitoring,
Evaluation and Feedback Project (MEF). During its first years the MEF Project examined
the issues of community mobilizatton in the three Lead Communities, interviewed local
educators for reports on the professional lives of educaturs and conducted the Educators
Survey. The MEF Project gave feedback both to the three lead communities and to the CUUE
staff about the launch of the lead communities initiative.

During the next vears 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 comrmunal
leaders as it tried to create a portrait of educational instinitional usage within the three Lead
Communities. The MEF Project was of considerable interest to the outer ring of CLJE

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 2 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 continent.

B) Other Research

The CLUE 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,
gualitative studies of Jewish educational work, historical studies of Jewish educational
projects, quantatative studies of srudent achievement and knowledge, and policy studies
related to the issues involved in community mobilizarion.

There are currently a number of ongoing research projects that emerged out of the CUUE
efforts and include the founding of four centers devoted to Jewish educatiopal 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 CUE's work in the
field as well as through the intellectual work of the CUE 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 institutions.

This was followed by the conference on "Evalvation 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 this 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

12
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in this area. Following upon this was the conference on "The Econcmics of Jewish
Education” which invojved Federations, major foundations and lay leadership. As various
topics emerged in the CUE work, conferences were held both to bring the best wisdom to
bear on particular issues and to monitor progress in specific areas.

V1. Publications and Dissemination of Materials

The CLJE has fostered the publication of significant 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 Instinute in Israel.)

In addition the CIJE has produced publications unrelated to the ongoing projects. These
include a) the CIJE newslenier which informs the field of its ongoing work, b) the
publications of the vanous CIHT. conferences mentioned above, ¢) a series entitled "Current
Issues in Jewish Education” which are the public lectures of the CITE Board meetings in
wrirten form and related materials, and d) the various "whitz papers” mentioned earlier in
this report.

These materials have been distributed through the CLIE’s awn publishing program, through
commercial and university publishers and through other national 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 vanery of national conferences both for professionals and
lay leaders. These have included the CJF General Assembly, the CAJE conferences and
other research gatherings.

13
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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
professicn of Jewish education; Mobllizing Community
Leadership for Jewish educatlon 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 cammunity
and so the Commission mandated the creation of ILead
Communities. These are development and demonstration sites
where, by mobilizing the leadership of the local community
and by radically improving the quality of personnel for
Jewish education, siqnificant systemic change and impact
could be shown to be possible relatively over time while the
national infrastructure was undergoing major reform.

The CIJE Steering Committee is presently in the process of
developing a multi-year strategic vision which will
articulate c¢clear goals and benchmarks in each of the major
areas of ite 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
Cctober 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. Tt is anchored in the immediate
realities of CILJE’s present commitments but it also looks
towards a much more focussed multi-year perspective.

The second half of 1993 saw the major investment 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 ias that
while the Lead Comtunities remain xey arenas for development
and exploration of critle¢al issues for North American Jewish
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education, CIJE’s role is to aengage a much wider cirecle of
communities in benefitting from cur exparienco in the Lead
Communitiea and from our ovarall experience in Jewish
education.

Durlng 1994 this prineiple will direct CIJE into forging new
partnerships with an ever-widening circle of communities
while brokering with natienal agencies in providing suppor®t
to this process.

The following workplan must be regarded as somewhat

tentative and ungrounded in prior experience. It is an
outlina for 1994 priorities put donbtless will need
modulation and revision as the year unfolds. In | ] will

appear the date by which action should take place and those
rasponsible for that action.

Components of the 1554 workplan:

A. CIJE POLICY-MAKING: STEERING COMMITTEE, ~“OMMITTEE
SYSTEM, BOARD, EXECUTIVE COMMITTER, (p.3)

B. DEVELOPING LAY LEADERSHIP FOR JEWISH CONTINUITY (p.S§)

€.  LEAD COMMUNITIES PROJECT (p.7)

D. COALITION OF ESSENTIAL COMMUNITIES (p-.9)

E.  BEST PRACTISES PROJECT (p.10)

F.  CONTENT (p.1l1)

G. RESBARCH (p.12)

H. COMMUNICATIONS AND DISSEMINATION {p.13)

T. 1995 WORKPLAN AND BUDGET (p.14)
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A. CIJR POLICY-MAKING: STEERING COMMITTREE, COMMITTEE
SYSTEM, BOARD, EXBCUTIVE COMMITTEE.

1. A Steering Committee is composed of the Chair of the
Board of the CIJE, committee chairs, core staff and
consultants. The Steering Committee will meet five tines
during 1994 and will develop a first jiteration of a multi-
year strategic vision for the CIJE. The 1995 annual
workplan, derived from this strategic vision, will be
presented for discussion to the September meeting of the
Steering Committee and thereupon to the October 1994 neeting
of the CIJE Board. ADH will staff the Steering Committee.

Action needed:

a. Calendar for Steering Committee for 1994
including meetings at April and October board
neetings,

(1/4/94: VFL]

b. Pirst ‘Total Vision ’ draft.
(3/1/94:BH]

Cc. Successlve drafis at 1994 Steering Committee
neetings.
{BH)

2. CIJE Board Committeas include all nembers of the CIJE
Board. The committees are: Buillding tha Profession,
Community Mobilization, Content and Resaarch.

As additional communities become part cf the Coalition of
Essential Communities, lay and professicnal leadership will
be invited tg join the CIJE committee structure and,
ultimately, the Board.

Thesa committees are staffed by tha corza 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 reatings during the year.

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

Action needed:
a. Division cf Board members into committees
[1/21/94: MILM)
b. Letter from Board Chair informing members zabout
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committee process.
[(2/28/94: MLX)
©. Allocation of staff to committees
[L/4/94: Suggestion: Perscnnel - G2D
Community Mobilization - ADH
Content - BH
Research -~ AdanmG)
€. Letter from committee chairs to members about
specific committee agenda.
{3/8/94: Committee chairs and committee staff]
d. Calendar for individual committee meetings
{Chairs and staff, unsynchronized)
e. Allocation of staff for reqular briefing of
Board members.

[3/25/94:ADH]
3. The CIJE Board will meet twice in New York, April 21ist
and October 20th, 1994, Board meetings will be preceded by
a meeting of the Steering Committee in the afternoon (April
20th and October 21st). For board members, their first
attendance at committees will be on April 2ist. Staff will

be assigned to all board members so that each bcard menber
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/VFL]
b. Assignnent of staff to board menbers
[(3/17/94:ADH)

4. The Executive Committee of the Board will meet prior to
each Board meeting and will be Composed of committee chairs,
officers and funders. The Exacutive Committee will review
and approve the budget of CIJE.

Actlion needed:
2. Develop new 1994 budget based on 1994 wecrkplan.
{3/15/94:ADH)
b. Send out budget to Executive Committee prior to
April board meeting.

5. DBoeard 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

detalled timetable for each draft and mailing

data,
[4/1/94:MLM/ADH)

LSHIT3INW 0L



B. DEVELOPING LAY LEADERSHIP FOR JEWISH CONTINUITY

This is the systematic process of bringing more key Korth
American community leadership into our work. The
commissions on Jewish continuity which are emerging
nationwide are the first targets for this undertaking. The
emerging work of the Goals Project with lay leadership in
the lead conmunities could form part of the content of this
project.

A plan will be developed using the best of available
regources {e.g. Clal) to build a replicable process for
leadership development in a model community. The Board and
Committee structure of CIJE should be used to bring new
leadcrship into national involvement both as leaders and aa
funders. (Sae A above)

Action needed:

a. First draft by June Steering Committee
[6/2/94:ADH]

b. Identify new commjittee members before October

Doard maeeting and bring to October meeting.
[(9/1/94 3 ADE~MLN]
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C. LEAD COMMUNITIES 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 ag test sites where
developrents, succeses (and problems) will be shared with an
ever-widening circle of ‘essential’ communities.

The work of CIJE as an intermediar} catalyst for systemic
change in Milwaukee, Baltimore and Atlanta will focus on:

1. Strengthening the local lead community wall-to-wall
coalitions by meeting with lay leaders, rabbis and educators
in the community. The community meobilization process will
continue to regquire assistance and treouble sheoting. A
clear goal for CIJE is to have a fully committed top level
inner coalition of Federation exec.- Community champjon - LC
professional in each community.

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

Action needed:
a. Individually negotiated written timetable for
personnel action plan in each community
(4/15/94:G2ZD)

3. Providing expert support and consultation for the
implementation of the Personnel Action FPlan. Exanples 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‘sS
perspeactive.
(4/1/94:G2D)

5. 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
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Mandel Institute will be an important milestone in this
area.

Action needed:
a. Develop plan for goals project after January
consultatlon with Mandel Institute team
[4/94: Dan Pekarsky]

5. Provide guidance to the Monitoring, Evaluation and
Feedback support project. By February 1994 all communities
will have reports on the Professlional Lives of Educators and
Educators survey data-gathering will have been completed.
The report on community mobilization for 1992-33 will also
have been completed in all 3 communities.

1n January 19%4 the firest compogite communlity personnel
profile for Milwaukee was completed by Adam Gamoran and
Ellen Goldring to be followad by Baltimore and then by
Atlanta.

in the light of the new intensive involvement in the
communitics by the CIJE core staff, the feedback function
may reguire reevaluation. The MEF Advigory Committee:
(Profs. Coleman, Inbar, Fox, Gamoran;Steven Hoffman, Alan
Hoffmann and Annette Hochstein) willl teleconference and
convene 1in Auqgust to discuss this and other igsues and to
approve the Sept.1994 - Aug. 1995 MEF workplan.

For actlon:
a, Proposal for MEF Advisory Comnittee
(4/15/94: AG)

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

Amongst the options proposed are: planful recruiting of
Jerusalem Fellows and Senlor Educators; ongoing Leadership
Institute for Principals; Basic Jewish 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 expert support from
its own staff and asslst communities, where appropriate, to
obtain help from outside experts to build these projects.
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. COALITION OF EBSENTIAL COMMUNITIES

The mission of the CIJE is to be a agent for systemic change

for North American Jewish educatijon. The key assumptions
are that personnel development and community mebilization
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 communities where serious efforts are being
made to improve Jewish eduocation.

CIJE is committed to sharing its work with the entire North
American Jewish community in a2 way Which will make an impact
as early, as quickly, and as effectively as possible.

A new coalition of those communities who have made 2 major
commitment to improving and investing in Jewish cducation 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 example 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 plan.

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 Jawish commurity.

S. Share in developments which may still be on the

CIJE drawing boards. An example 1s the Goals project

for lay leaders and professionals.

6. Enable CIJE to learn from individual community

experiences.

This coalition is likely to include many of thosc
communities who initially applied to beconme Lead

communities. Many have made remarkable achievements cver
this period and the coalition will 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
amall group of individuals responsible for Commissions of
Jewish Continuity in key communities to initiate the process
of building the coalition,

Staff: ADH with SHH’'s guidance.
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E. BEST PRACTIBEEZ PROJECT

A plan for the development 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:

a. Plan for use of Best Practiseg in different
contexts.
[4/941BH)
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P. CONTENT

1. @Goals: The Mandel Comrission deliberately avoided the
issue of the goals of Jewish education. In the past year
in all the lead communrities we have had requests for
asgistance in developing ‘mission statements’, ‘wvisions’,
and ‘visioning’(!).

In parallel the Mandel Institute in Jerusalem has, over the
past 3 years, been engaged in a pathbreaking project which
examines @ifferent 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 for Jewish education in North
America., Community lay leadership on cone hand and the
training institutions on the other need to begin to grapple
with this issue in a planful way.

The Mandel Institute has agreed to provide help to CIJE 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 starff seminar
in New York and will lead to a seminar for selected lay
leaders and professionals of the lead communities and the
coalition of essential cormunities in July 1994 1in
Jerusalem.

Action neaded:
a. Develop a plan for the goals project
[(4/94: DP)

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

The formulation of a comprehensive agenda for rasearch for
North American Jewish education is one of the three major
recommendations of the North American commission. At the
moment CIJE is not involved in any planful process leading
to building the agenda for resaearch, yet the MEF project is
currently the largest research undertaking in Jewish
education in North Anmerica.

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 research.

In order to develop a plan for bullding research and
research capacity in this fleld, CIJE will have to consult
with some of the best minds in educational research,
sociology and sociology of knowledge. Such a consultatien
should take place in September and should lead to a first
iteration of a strategy to be presented to the October
Steering Committes. Adam Gamoran and ADH will plan that
consultatjion.
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H. COMMUNICATIONS AND DISSEMINATION

A brochure describing CIJE and intended for general
distribution ig presently being designed and will be
complaeted at the end ¢f Pebruary [(Sandee Brawarsky].

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

CIJE will also have to decide at which regiocnal and national
Jawish forums - lay and professional - it wishes to appear
and how much of our human resources to appropriate to this
important but all-consuming area. An outline for 1994 will
be proposed to the Steering Committee in Septembear [BH]

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

For action:

a. Plan for written communications
(4/1/94:SB)
b. Plan for Jewish professional and lay forums

during 1994
[4/1/94: BH])
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I. 1995 WOREPLAN AND RBUDGET

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

For action:

a. Draft workplan [7/94:ADHT

b. Seceond draft for Steering Committee [3/94:ADH)
C. Final draft for October Board Meeting ([ADH)
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MAR 21 34 1714 TO MARNDELINST PRGE. Y
HINUTES: CIJE LEAD COMMUNITIES SEMINAR - ATLANTA
DATE OF MEETING: Harch 8-9, 1994

DATE MINUTES ISSUED: March 21, 1994

PRESENT: Janice Alper, Lauren Azoulai, Chaim Botwinick,

Steve Chervin, Ruth Cohen, Gail Dorph, Jane Gellman,
Ellen Coldring, Roberta Goodman, Stephen Hoffman,

Alan Hoffmann, Barry Holtz, Virginia lLevi, Daniel
Pekarsky, William Robinson, Ina Regosin, David Sarnat,
William Schatcten, Arnold Sidman, Louise Stein, Julie

Tammivaara
GUESTS: Iss aron, Shirley Brickman, Carel Ingall, Stuart Seltzer
COPY TO: Genine Fidler, Seymour Fox, Darrell Friedman, Annette

Hochstein, Morton L. Mandel, Rick Meyer, Ilene
Vogelstein, Henry L. Zucker

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

I.

II.

Introductory Remarks

alan Hoffmann opened the mseting, thanking the Atlanta Jewish Federation
for its hospitality In hesting this meering. He welcomed especially the
following people, who were attending their first Lead Communities
Seminar: Steve Chervin, Ina Regogin, Bill Robinson, and Arnie Sidman.
He expressed the apologles of Genine Fidler and Ilene Vogelstain of
Baltimore, neither of whom was able to attend.

Visions for Jewlsh Education: The Goals Project

Jane Gelman and Louise Stein of Milwaukee served as chalrs of the
session. Louise opened the segsion, noting that Milwaukee has
approached the Lead Community project with a belief that the setting of
goals 1s an intrinsic part of systemlc 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 ilntroduced
Daniel Pekarsky to make a presentation on vision and geals,

Daniel noted that the goals project captures a vitally important
dimension of the work of CIJE. In order for an educational institution
to be effective, it needs a driving conception ¢f what it is trying to
accomplish. For a Jewish educaticnal institution, its vision would be a
conception of a meaningful Jewish existence which would animate that
institution. A clear vision Ls indispensable to a thriving institution.
The purpose of the goals project is to create a culture that appreciates
vigion and that willl catalyze efforts to establish vision driven
institutions.
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Page 2

When it is clear what an institution is trying to accomplish, it becomes
relatively easy to determine the curriculum and the skills and attitudes
necessary te 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 decisieonmaking, a clear vision and
dccompanying set of geals provide a basis for effective assessment cof a
program. An instituctional vision can help to energize the insticution
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 wvarious kinds of
educational institutions te illustrate the impact of visiom. He noted
that the 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 especlally the congregational school,
it was noted that typically chere is no clear vision. There are
sometimes mission statements, but if they are even shared with the staff
they are usually vague and offer litrle guidance. 1In 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 sceps might be taken in order to help an educational
institution become viesion driven.

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

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

C. Work together to translate the vision inteo educational terms.
D. Find the tight personnel te carry out the vision.

It was noted that thls 1s not an easy task. It requires time and
commitment. It is particularly difficult in a congregational setting to
develop a clear vision, because the more definite it is, the mozre likely
it is to leave some people out.

The goals project proposed by CGIJE is intended to foster appreciation
for the importance of developlng an animating vision among the
leadership of communities and institutions and to catalyze efforts to do
so. It will bring community leaders together to encourage the
development of instltutional visions and geals.

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 strategles and will provide exanmples of vision driven institutions.
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The proposed summer seminar is intended to foster an apprecilationm of the
coneept 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 opporcunities to
encounter examples, to look at obstacles and challenges to transforming
wvislon te meaningful practice, and to plan together.

It is intended that the summer seminar will be followed by a series of
local seminars to occur In each Lead Community during the 19%4-95
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 instituricons.

In the discussion that followed it was sgreed that there are many steps
that can be taken toward the upgrading of personmel while work omn
institutional visions is under way. Work should continue on a personnel
action plan and ou the first stages of ity implementation while work on
vision is undertaken in parallel. The two are complementary and both
are necessary to bring about systemic 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
stages. It will be thought through in morz depth during che Jerusalem
seminar and, if it remains a serious approach, will be developed for
dlscussion 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 in the future.

AT the conclusion of chis session it was agreed that many important
issues had been raised. It was noted that this i1ssue will continue to

be discussed in the months ahead.

IIT. The C egational Supplement chool: Reflection and Direction

Bill Schatten of Atlanta chaired thls session. He began by introducing
the three presenters: Carol Ingall, who i1s 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 Rellgious School in Balrimere, 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. Carel Ingall 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 times each week for two hours at a
session.

The goals of this school are clear and pervasive. There is
agreement that prayer is very lmportvant and that an educated Jew
knows how to behave in a synagogue setting. There is a clear
expectation that studencs 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 schoel and are aware of the role of the school in
the toral 1life of the synagogue. Older students serve as Torah
tutors for the younger students and are honored for deing so by the
total congregation. The vision of rhe school is visible.

This is a serlous educationsl institution where staff development 1s
expected and a written curriculum is shared with the parents.
Parents have become invelved in teeching electives at the middle
school level.

The mostT important element in creating the culture of the school is
the prineipal. The principal is a serious Jewish professional who
came 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 &t JIS.

This 1s an educational Institution that has a clear wvision, has the
involvement of the clergy, and does well what it has chosen to do.

B. Stuart Seltzer, Principal of Chizuk Amuno Religious Scheool, then
spoke of his school, identified as exemplary by the Best Practices
Project.

He began by dis¢ussing the concept of myth -- & story we tell
ourselves about ourselves. A myth tells who we are and what we can
become. He noted that the supplementary school has been held
captive by a negative myth. 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
bering.

2. Synagogue education i{s family education.

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

4. The teachers are professionals for whom teaching 1s their life's
work.

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

He noted that the principal's role Is to live the myth, or "vision,”
of the inscitution in order to inspire. He must provide eptimism,
passion, and support. 1f the myth maker is successful, sveryone in
the school should be able to tell the story. As personnel are
identified and hired, they must be people who are committTed to the
school and its wvision.

Staff development focuses on the importance of a staff growing and
changing together. The staff is a community of learmers who study
and learn together. The teachers work Cogether in teams and share
their special skills.
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This congregstional schoel is unigue in that it shares space with a
day school. Many of the teachers slso teach in the day school and
there is a close working relationship berween the two.

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

Isa Aron spoke of & project of the 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 thelr schools as far as they could go, but that "good enough"
was mot satisfactory. Schools were running smoothly, but with
iittle depth. People who were satisfied with their comgrepgational
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 fileld,.

They began te look at such questions as "What would it take to go
from pood encugh te cuctstanding?” It was noted that the problems of
religious school go beyond what is lacking in educators and
materials. It {s an issue of atrtitude among congrepations. Studies
should be woven into the fabric of compregational life, not simply
relegated to a scheol. The model of Jewish education in
supplementary schools today was developed in 1910 to reflect the
kind of education undertaken in Christian religious schools. 1t is
questionable whether the same model applies today.

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

Vith this in mind, HUC has invited five congregational scheols to
participate in an experiment. In each of the selected religious
schools, the culture is communal and celleglal. The 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 schoels will come
out looking quite different from the others.

Discuscion

In the discussion that followed, it was noted that the
congregational rabbi plays a plvotal role in each ¢f the models
described. Any personnel action plan must consider the role of the
Tabbis. It was suggested that this conclusion should be shared at
patherings of rabbils sponsored by the denominational movements.

It was noted that transforming communities has to be done on the
strength of inspiring indlviduals. This is an important concept to
keep In wind as we train educators.
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ity Updates suas and Co ns

Milwaukee

1.

Personnel

Milwaukee has completed both the qualitative and quantitative
surveys of persomnel and the data has been analyzed. An
integrated report on the professional lives of educators has
been completed and submitted to the communily. A community
action team on persornmel has received the integrated report.
The community is now working on a plan for breoader
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 that portrays positive
solutions and opportunities for the community.

Other Actiop Areas

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

Communication

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

Copcerns

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

Discucsion

It was noted that while federation leadership has involved
itself in funding of this projlect, thera is relatively little
other interaction. The project has been something of a
stepchild to the federation. It is impertant now to engage
federation leadership to advance this agenda.



MAR 21 '34 17:173 TO MANLELINST FRGE . Aud

Page 7

BE. Ba ®

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.

Balrimore is working in three areas:

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

2. What are the critical persennel challenges.
3. What are initiatives to respond to the challenges.

The preliminary results of the educarors survey should be in
Baluimore before the end of March. A subcommittee will review the
data and draw some prcliminary conclusions. Their goal is te look
for "red flags." They plan to identify additional areas for cross
tabulation with a goal toward completing amalysis by the end of June
and beginning work on a perscunel action plan. Baltimore hopes to
have a draft of an action plan by the end of August.

It was suggested that the summer may be a difficult time during
which to mobilize educators te work om a plan.

Federation leaders have shown an interest i1n the work of the CIJE
committee and efforts are under way to integrate the CIJE process in
the Federarion's strategic action plan.

In an effort to move ahead with action before the action plan, a
project known as Machon 1'Morim has been identified as a CIJE
project. The preject, funded by a privare Baltimore foundation,
involves twelve teachers from araa schools (both day schools and
congregational schools from across the movements) in an Intensive
training program on the teaching of Tefillah. Chaim Betwinick will
circulate a summary of the project to seminar participants.

In addivion, 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 toe
Israel this summer.

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

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

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

6. It has been determined that the mission of the Atlanta Jewish
library will be Jewish educatiom.

7. 1Issues of concern include:

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

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

With 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 date has
been received, it is expected that a small commitree will take
an initial look at it and determine how To proceed.

Next Steps i raating a Perso 1 Action a

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 heavily on the income from this
vork. They receive few if any benefits and, as a group, have less
Judaie knowledge than other Jewish educators,

Participants were asked to imagine that early childhood has been
identified as a critical area for community attentien. One step in
an actlon plan might be io hold an early childhood institute for
teachers and directors of early childheeod units. Directers are
included because we know that if they are 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 thelr Judaic knowledge and pedagogic skills at the same
time. This should provide them with Judaic knowledge at the same
time as it suggests a process for translating it into thelir
educational settings.

The following chart was then presented:

A CASE FOR EARLY CHILDHOOD EDUGATION

Teachers Judaic and pedagogy Attitudes voward Judaica

Directors Support teachers and Attitudes toward Judaica
families working toward and importance of early
Judzic content and childhood as entry point

atmosphere in the school to Jewish education

Supports: salary increments and comp Cime
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The chart indicates that we are dealing with a system, both for
teachers and directors. In order to suppert such an effort we might
offer salary increments for attendance as well as compensatory time.

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

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 enviromment, we may nol want Lo
differentiate between the two.

It was noted that the discussion was focusing heavily on plamnning, 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.

B. Case 2: S lementary § e

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 early childhood educators.
However, benefits, salary, and job security are all factors which
would help to keep people In the field. There is some sense that if
it were possible to offer full-time jobs, more people wouid be drawn
to this field. This 1s a stable, committed teaching force.

The role of the supplementary school principal 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. In 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 steps should be teken to work with supplementary
school leadership. It was agreed and discussion turned briefly to
the proposed Principals Institute now being plamned 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 te bring expertise to the
communities. Each community will identify its own priorities, with
resources coming from GIJE, 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 dencominational movements in any such preogram should be
explored.

Coneludipg Remarks

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 fact that each community i3 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, wilh Munday and Tuesday of that week as primary
targets. If that does not work, we will ajim toward the week of October
24. While there will be opportunities to meet around sessions at the
GA, there will net be a separate Lead Communities seminar in Denver.
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I. Master Schedule Centrol

A calendar of meetings for the remainder of 1994 was revieved. All sub-
committees are scheduled to meet in New York on Thureday, april 21, and
agaln on October 20 and each will decide at rhe April meeCing on a
schedule of interim committee meetings.

I11. Review of Minutes of Januarv 4, 1994
4. The central elemants versus systemic change
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It was noted thatr the idencification of the need for one or more lay
champions, and a full time local professional commictred te sysremic
change in Jewvish educacieon is the resul: of our experience in the
lead communities. It was pointed out that the repert on Best
Practices in Supplementary Schools also indicates that the same
three elements are essential even at the level of an individual
institution: & committed rabbi, lay leader, and professional. This
way, general theory of change in Jewish education.

It was suggested that, aver time, our experléence may identify other
elements which are necessary to bring about change. We were reminded
thar these elements are recessary, but rer suffieient for systemic
change.

Communications/public relatjons

It was reported that the text of a brochure on CIJE is now being
developed with the goal toward production by the April beard
meeting. We are alsc developing a communications program and
working to identify someone to carry it ocut. A draft communications
plan «ill he prepared for review by the Steering CommitCee at its
April meetinpg. The draft should list desired outcomes and proposed
methods of achieving them. It was alse noted that communicarian is
really part af che educarional process of mobilizing communitv
leadership. We should see the issue of CIJE's image and our
communications strategy working within rhat perspective.
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We will wait ro appoint vice-chairs of the committees until
after they have met and we see if a loglical choice for each
emerges. This may also be an opportunity te recruit additional
committee and board members.

Alan will 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 to
ensure that each follows the same general approach.

It was noted that committees may decide to work teogether on
certain issues in the future. Another way to handle overlap is
for the 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
Conmittee,

dule for April 20-2]

1.

G B R LONTTTIINHN Ol Al Al B VI

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

April 21 will be scheduled as follows-

8§:30 - 10700 am Executive Committee
9:30 Board gathers
10:00 - 11:00 am Full board gathers for

introductory remarks and
study session

11:00 - 1:15 pm Committee meetings (box
lunches)
1:30 - 3:30 pm Full board meeting

In the future, we plan te schedule meetings as feollows:

Day 1

Sceering Committee
Exacutive Committee
Evening Lecture

£t
)

s
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Day 2

Motning Committee Meetings
Lunch Full Board

1:30 - 3:30 Boatd Meeting

Ve plan to invite commission members and other guests to the
Qctober meeting.

E. Update on_Goals Project

Daniel Pekarsky reported that ve hsve a preliminary plan of
action for the goals project. It begins with a seminar in
Jerusalem on July 10 - 14, 1994 for lay and professional leaders
from individual communities. One lmportant purpose of this
seminar 1s to develop leocal advocates whe will recrult others
from their communities to participate In a local series of
seminars on goils to rtake place during the 1994-3%5 academic
Year.

On the horizon is the possibility o eastahlishing a "consortium
of vision driven insritutions." Th.s will be a group of
institutions thart meet criteria set by CIJE. CIJE will also
train people to act as trainer< in their own communities.

F. Lay leadership development

Alan will draft a plan for the development of lay leadership to
join the CYJE board. This plan will rake inte account
geographie, age and ideological facrors.

IJE Total Vision

The first draft of a toral vision for CIJE, ia the form of a repeort for
the year 2004, was reviewed. 1Ir was suggested that the next draft
include a statement of CIJE's mission in the introductory section. It
should reflect desired geoals, perhaps including quentirative ourcomes.
The introduction o the document should 2lso note that it will undergo
sevzral iteratrions before it is adopted.

The total wvision will be redrafted for the next meering
of the Steering Committee. Following are some key polnts and
assipgnments that resulced 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 Steering Commitree meeting.

HAR G ol I SR L 1
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B. CIJE's relationship to other national agencies should be thought
through and articulated.

C. We should keep in mind that 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 the literature on complex community
change and identify material that would be useful to this group.

E. It might be interesting to the Board teo hear presentations on major
themes and change an innovation in genaral education. Possible
speakers include David Cohen and Ted Sizer.

F. We should [ind out what stance programs such as the Correlatien of
Essential Schools and the Accelerated Schools program take toward
charging a fee and consider vhether CIJE will wish te do so.

G. The document should refleer CIJE's role as a catalyst and the
importance of invelving other institutions in the delivery of
service.

H. By the year 2004 CIJE should have initiared and be in the middle of
a longitutional study of the impact of our work.

Discussion_of [ead Communities

It was noted that CIJE's goal is systemic change in Jewish education
in North America, not simply to impact Jewish education in three
communities., We should use the lead communiries to help us design
successful models and innovative approaches and then move quickly cto
dicsemination and pilocing bevond the three,

It was apgreed that as we identlfy additional communities with which to
to work, we will need vo have in mind a set of crirteria for seclection,
including the presence of the three crirical leaders commitred to the
centralicy of improving Jewish educatior. Ancorher criteria might
include a coomitment to developing and implementing a personnel action
plan and the presence or willingness te work roward vision-driven
institutions. In addition to "affiliate communities,™ which meet a sect
of basic conditions, we might also identify "pre-affilates” with which
we would work to help them meet the necessary conditions. The pre-
conditiens should be such thar, once mer, a community is a long way
toward reaching CIJE's pgoals.

CIJE will also work toward holding national conferences te which all
interested communicties will be invired. This weuld provide our means to
breaden the impact. This is alsc an important part of mobilizing
community support, & major element of CIJE's misston.

hd LTOMIT3ANHW 0L R
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In a discussion of the difference between the role of CIJE and that of
service delivery agencles such as JESNA and JCCA, it was suggested that
agencles have as their mission to service an entire constituency through
the application of specific resources. Once CIJE has identified
communities which meet a set of standards and criteria, the service
delivering agencies can play a significant role in helping communities
To build cheir capacity.

Getting more specific about the eriteria for selection, it

vas suggested that 2 community must have at least a federation executive
and major lay champion committed to improving Jewish educarion. In
addition, a community must have at least a commitmant to putting a full-
time professional in place to drive the process.

The following "rules” were listed at the conclusion of this
discussion:

1. Ue are oriented teoward development and suilding of replicable
models, not service delivery, We select communities that can help
us meet our goals.

2. The communities we selecr will be ready to be full partners because
we will help diapnose "holes” and preseribe soclutions.

3. Ve will work with each community on the modules we have developed,
e.g., poals project, besr practices, educators survey, etc.

4. Qur role is to help communitlies develop the capacity to build che
profession and mnbilize community support for systemic change.
v 1994 Work Plan

A drafr 1994 work plan for CIJE was reviewed and it was
agreed that on the basis of input from the commitree, alan will prepare
2 new drafr.

The following sugpestions end assignments resulted from the
discussion.

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

B. 1issues for executive committee agendas include budget, the funding
process, staffing of CIJE, and legal issues

- ~ - H
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A periodic chairman's letter to rhe Board will be drafted by Barry
and Gail on an alternating basis,

Leadership development can be broken down inte the following targer
Broups:

CIJE board and committees
Affiliated communities
National agencies

W ko

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

Ve will work with the lead communities o ensure that the local lay
leadership of the CIJE process meets our standards. In additien,
Alan will talk with the appropriace people in potencial effiliated
communities abour lay leadership rto their processes.

Ve will develop a list of candidares for the CIJE Board and include
on it Sissy Swig of San Franscisco.

In May, Lester Pollack will be succeeded by aAnn Kaufman as President
of JCCA. At rhat time, we will invite Ms. Kaufman to join the Boara
and serve as vice chair, and will ask Mr. Pollack to remain on the
Board.

We will consider appeinting a Board memter to nhelp us develop a
broad plan for communications. Gershon Kekst is a potential chair,
Mort Mandel will ask him %o serve or, if he is unable to do so, to
recommend a chair. The first task of this cormitree would be to
articulare the outcomes we seek,

We should consider recognizing a Board member for special service at

each of our meetings, We might wish to consider David Hirschhorn as
our first candidate.

LaNI3TINGl Cl
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II.
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CJF - JESNA - CIJE AGREEMENT TO STRENGTHEN THE CONTINENTAL

PARTNERSHIP TO PROMOTE JEWISH CONTINUITY

Objective: to provide leadership for the North American
Jewish community in ite Jewleh continulty and educational
endeavore by strengthening the partnershlp among CJF, JESNA,
and CIJE

The CJF Special Committee on Jewish Continuity

A.

CJF will westablish a Special Committee on Jewish
Contlinuity, in partnership with JESNA and CIJE

The special committee will be accountable to the CJF
governance systemn

The role of the speclal committes will be to:

1. monitor, facilitate and encourage collaboration in
the activities of CJF, JEBNA, and CIJE aimed at
stimulating, quiding, and assisting inltiatives, of
the federated gystaem for Jewish continulty,

including:
a. gathering and disseminating information
b. consultation
c, meatings, conferencas, and networking
d. lay and profesalonal leadership development
e. publications

2. addresa gstrategic peolicy iesues relating  to
devaeloping and lmplementing the Jewish continuity
aganda

The membershlp of the speclal comnlttee membership will
include:

1. representatives of local federations and
continuity commiseions

2, repreaentatives of the national leadership of CJF,
JESNA, and CIJE

3. repregentatives of other national agencias that

play Iimportant roles 4in the federated system's

continuity efforts (e.g., JCC Association, NFJC)
4. outstanding individual leaders ldentified with the

effort to promote Jewigh contlnuity ,
A "contlinulty cabinet,” comprised of a gelect group of
commlittee members, will have primary responsibility for
developlng the. committee's agenda

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

The committee will in the course of ite work consult
ragularly with other bodies and groups deeply involved
in the work of Jewlsh continuity, 4including especlally
the religious movements

The committee will establish a profeseional advisory
group, consisting of key educators and communal
professlonals drawn fron local communities, the
raligious movements, and national agenclas

The comuittee will oversee <the planning of Jewieh

education and continuity programe and seesiona at the
CJF Genseral Assembly

The committee will <convene periodic “leadership

assemblies on Jewleh continuity,* bringing together a

broad range of top lavel lay and professional

leadership, to asaess the state of the total

communiti's efforts in the areas of Jewish education
n

and continuity and to recommend diractlons for future
action

The committee will oversee those components of CJF's
natlonal foundations initiative that relate to Jewlsh
continuity

Working relationships: To complement and undergird the work
of the CJF Special Committee on Jewlsh Contlnuity, CJF,
JESNA, and CIJE wlill strengthen their ongoing working
relationship through enhanced communication, coordination,
cooperation, and collaboration

A,

JESNA'e Executive Vice Prepident will ssrve as a member
of CIJE's Steering Committee

Tbhe professional ataffs of JESNA and CIJE will meet
regularly, beginning with a full day retreat in
September 1994, to =share information and plan for
mutual eupport and collabeorative initiatives

Mechanisms will be established to ensure ongoing
contact and consultation on a day-to-day basls among
the staffs of CJF, JESNA, and CIJE in areas of mutual
interest )
Working relationships with other organizations will be
developed as needed
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Fundraising
a. M1 will help plan, develop and implement a fundraising strategy.
b.  SF will undertake fundraising assignments as agreed upen by both parties.

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

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,
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MINUTES CIJE Staff Telecon

JATE OF MEETING: March 5, 19293

DATE MINUTES TISSUES: Marca 10, 1993

PRESEN Shulamith Elster, Seymour Fox,
Stephen Hoffman, Bavrry Heltz,
Henry L. Zucker

COPYT TC: Yerton L. Mandel

The primary purposes of this telecon were to clarify next steps in sach of
che threce communities and agree on an ongoing communicav:on plan for che
staff teanm,
z Atianta
5z, S5F, &H and SHI nad just met with the Atlanta staff and lay leaders.
Trey noted that a lsck of human resources is making ft difficulc for
lsnta to get started, Foellowing is a list of steps CIJE should take
o meve ouY process along:
4. axlanta is sesring two new seunlor stalil members. It was suggested
Assignment that SE, 3F, anc BH review thoir list of candidates. In =ddition,
Assignment 5F will propose one or two other cand:idates. mtil they have ths
neceszary staff on board, it will be wery diffjcult for Anlanta To
move shead with the project. We have promisad ATlanta up te
$30,000 To mwaten local support for furding a positlion te help move
tne project forward. Atlanta is to let us know when there is =
person in place. 45 moted abeve, we will bie involwved in
Ldentifving candidatss,
B. In light of lav pressure teo get geoing, Atlante would like to aove
Assigrment forward with a pilot project. 5E and BH will]l wcen with Agtlanta on
vilore, being very careful to keep the CISE agenda in mind,
Assignment S Mobilizacvion of the Atlante commission should nmow begln., [t was
suggested that Ellen Goldring. Claire Rottenberg and BH present

their prejects to
move the

an agenda,

Ails
faotilo

owing aveas:

1

in bhaing involved.)

mobilization procs

nra is leoking for help with a pilot pIOJeC.

Personnel- -teachst educstion.

the Council on Jewish Continulty &s a way

gs along. Atlanta is looking
in one ©

{(Emory University
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re nelp
to us for

£
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interested
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2. Israel experience programs.

In discugssing the possibility of a pilot project on the Israel
cxperience, BH reported that he had spoxen with Petey Geffen
and been given the "party line" on the CRB project. Atlanta is
one of the twelve communities selected to participate, but it
is unclear whet this involves. We know that CRB is providing
extensive technical assistance and is matching scholarship
funds on & 1:3 basis. 1t was suggested that Atlanta is lpoking
ta CIJE for help in interpreting the CRB project. VWe mighs
work with Atlanta to design & model of what it weuld take to
significantly increase the number of young people from Atlanta
who go to Israel and then present a plan to CRB., SE and BH
will discuss this wirth Atlanta and decide if it is a priority.

Lad

work with the JCC--to be undercaken lacer.

3

w

o

ot -

S§F, and BH sgreed to preparc suggestions for how to procead
h these pilot projects.

[

Ellen Goldring should provide a written description of the
monitoring, evaluation and feedback project including an
explanation of Claire Rottemberg's rele. Steve CGelfand will use
this Lo introduce her to the comounity. It was agreed that Claire
can now resume her duties as a field researcher. SE will ecall
Elien %o let her know about the assignmen:z

5% will remain in reguiar contast, pro
suppotrt of o
issues,

iding ongoing preodding and
H n codamunicy process

Ealtimore

Balvimore 1s az the end of a long pisanning process and anxious to move
ahead with pilot prejects. Thew wish to walt to convene their
commission until summer.

4.

tx

e

%]

€ and BH will begin work immediatelv with Baliimore en develeoping
a pilot preject,

Bil and ST will make the coumunicy aware cof the availability of CIJE
as a resogurce on hiring and training fur senior szaff.

No Immediale steps are necessary in EBzltimoeve with respect to the
funding support we have promised for planmning. We will wait to
hear how Baltimore proposes Lo use that support.

Wa should encourage Marszhall Levin to discuss what it means to be a
Lead Community with the lay leaders.

SE and BH will try te arrange a private meeting with Chaim
Setwinick to discuss how to progecd.


















COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

MINUTES: CIJE STAFF CONSULTATION DAYS
DATE OF MEETING: NOVEMBER 7-9, 1994

DATE MINUTES ISSUED:; NOVEMBER 29, 1994

PARTICIPANTS: Gail Dorph, Seyniour Fox, Annette Hochstein,

Alan Hoffmann, Barry Holtz, Ginny Levi,
Robin Mencher {sec'y), Daniel Pekarsky, Ncssa Rapoport
COPY TO: Morton L. Mandel

DAY ONE:
1. C1JE Gameplan - 1995 and Beyond

Alan began the meceting 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 cach
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. Arc the goals of the organization 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 CLJE?

If we examing 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. Thesec are:

A. Planning vs. Implementation
B. Building the Profession and Corumunity Mobilization:
ITow 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 cxpanded on these issues as framing questions for the consultation days:
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A. The planning and implementation axis begs CIJE 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 CIJE provide now and what should we be
providing in the future? Alan offered the CIJE - Harvard Principals' Center Seminar as
an example of CIJE staff members actively planning and then implementing a CIJE
design for in-service training of leaders. The impact of the seminar came directly from
the efforts of CIJE staff on site. As our goals require both planning and implementation,
how much of the ongoing work of CIJE should be devoted to such activities as the
seminar at Harvard?

B. CIJE speaks of both building the profession and community mobilization frequently,
but in the past, much of our emphasis and staft 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 CIIE board and committees as one
mitestone for community mobilization.

C. Superimposed on A and B above lies the tension between CIJE acting on a communal
vs. a continental level. The building blocks of Jewish education, as outlined in 4 Time
fo Act, indicated that the implementation of building the profession and commu:ity
mobilization were to tah.¢ place in 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 (¢ g. the Educators Survey and Policy Brief, as welil as the
seminar at Harvard) form the basis for much of the zgenda of the work of CIIE. Our
work in communities have helped us to develop principles such as the "holy trinity”
concept. What commitments does CIJE 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, CIJE is looking for partners in the personncl 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 goais 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 angd more communities are planning for change, our role should be to instal}
within other institutions {such as JESNA) the capacity to provide guidance and
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[eadership 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 CHE be
for 19957 In the coming year, CIJE will present a personnel action plan for in-service
education to the Jewish communities of North America. In addition we should take the
first steps to develop a plan which wili lay out a matrix detailing core components of the
profession in Jewish education.

The CIJE 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 CIJE? Does it speak to the question of what
we want CIJE to achieve?

Discussion:

In thinking about the key CIUJE 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 tn-
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 cut of this brainstorming sessicn. Does the work to create a



quality product, in this instance, fit into the longterm goals and and outcomes for CLIE?
The most strategic of goals must be chosen with regard to the work of CIJE. 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 persennel
may e atiractive, are we heading down the right course or failing into a trap?  “ere
will this eventually take us?

As Dan Pekarsky was in New York only through Tuesday morning, the discussion on
Personnel was deferred unti] 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 Goels
Project that is anchored in an adequate conception of the project. The meetingbe  n
with a status-report that focuscd on three matters; a) outerowths cf 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 ¢) 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 outgrowths 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 concemed questions posed by Seymour Fox in Pekarsky-Fox conversations,
questions which offer useful [enses 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 v > have accomplished?

h} 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

2. What is the relationship between the Goals Project (as asticulated 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 few Project has identified five intimately
inter-related levels perinent to the work of that project and to the Goals Project. These
levels are;

PHIL.OSOPHY

PHILOSOPHY OF EDUCATION
TRANSLATION INTO CURRICULUM
IMPLEMENTATION

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 offeriny two different accounts of what
Goals Project "success” might look like. A) The first, prompted by a comment by
Annette Hochstein in the first part of the day, set forh 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 if we fuily exploited the potentialities of the October-plan.

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

). 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 geals
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 gnals-agenda.

c) conduct original research concerning the goals of Jewish
education, as well as corcerning 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 mstitutional efforts to become better organized around a
goals-agenda.

2. Qut 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 institut! *nal "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,

c. identification of important issues, tensions, etc. that need
to be addressed, either by institutions embarking on a
change-process or national organizations like CIJE seeking
to catalyze this kind of change.



3. The development of evaluation tools (that would be usable in the future
by other nstitutions 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 CIJE 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 engayed 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 IN TIIE 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 1o 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 CIIE 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 comproniised hy -
day-to-day political realities, the Educated Jew staff could help CIJE keep



focused on some of the basic questions and concerns that are at the heart
the Goals Project.

2. The Educated Jew staff could prove invatuable 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 (s a clear need, the
Educated few 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. Relow are summarized some of the major themes and decisions that
emerged mn our discussion, and then a draft of a work.plan.

1. Supplementing our resources.

The comment was made that CIJE, and the Goals Project in particular, should
identify and make maximal use of available resourc . that exist outside the immediate
CUE orbit. We should, it was suggested, make a caretul inventory of such
resources/opportunities. Such an inventory would include such individuals and
institutions as Israel Scheffier, Mike Smith, and the Wexner Heritage Foundation. There
seemed to be significant interest in exploring the last of the possibtlities.

2. The Center-idea.

Excitement and anxiety, It became clear in our conversation that many of the
things identified as centrai 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 considerahle excitement about such a2 Center as a home t{or various Goals-
related efforts. But at the same time as the fairly comprehensive agenda tdentified 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 CIJE can
reasonably take on, given its current shape and priorities. Two nightmares threaten: 1)




that we don't do all that the agenda calls for and end up doing a med:ocre, or radically
circumscribed, or otherwise disappointing job; 2) that we allow the Goals Project to "take
over" the energies of CIJE, 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 CIJE and given a quasi-
autonomous status (with strong ties of various kinds to CIJE). This Center would draw
on some of the expertise and resources currently invested in CIJE, but it would also
develop ttes 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, 1n 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 sclect number of prototype institutions; 2)
identifying and educating personne! that would work with such institutions; 3) the
development of our own learning-curriculum,

A limited initial agenda. As the preceding paragraph suggests, whether cailed
initially a Center or a Project, it 15 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, hcwever 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 possibiiity that spinning-off the Center might not be in the best interests
of CHE.

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
CHE -- 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 CIJE 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 serve as adequate "coaches"/resource persons to institutions embarked on a
change-process?

A possibility presented at the seminar is that CIJE 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 observati -n
that 1t 1s untikely 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 terms 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 forwardine 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 torward 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. Clevetand'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.

¢. The new Atlanta Day School.

E. [PEKARSKY'S TAKE ON1 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 wark with us; learning
more about the nature of the enterprise through work with what we have
called prototype institutions, a curriculum of studv for C1JE 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 twe prototype institutions at the very
beginning

2. CIJE has promises to keep -- particularly to communities that participated in the Goals
Seminar this summer in Jerusalem. These proniises must be kept in ways that will
torward 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. CITE 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. Jt will cultivate and make avatlable the
kinds of expertise that will be useful to mnstitutions and communities
undertaking a goals-agenda. It will educate varted 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 PROJECT WORKPLAN FOR 1995

1. Building capacity

a. C -nceptualizing and planning our own learaing-curriculum {Nov.-Dec.,
1994)

b. Resource persons
i. Identification of 3 to 20 promising individuals (Dec., '94)
ii. Recruitment of these individuals (Jan.'95)

111. 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)

¢.. Learning through prototype institutions

12
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1. 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)

111, 1dentify institutional representatives who will work with

CUE (Summer, '95) and hold seminar with them (Fall, '$5)
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 - Jung '95)

c. Help launch the Baltimore seminars (spring, '95)

d. Meet with Agnon to conceptualize and to help them begin to implement
a poals-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 -- 1.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)

h. 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.



BY THE END OF '95:

1. We wiil have identified from 5 to 15 resource-people to work with educating
tnstitutions and/or communities, and we will have participated with them in a process of
tearning 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 CIJE 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 {ocal
seminars or through cther 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:
III. Discussion of the Revised Plan for the Goals Project

Following the model as proposed by Annette carlier, the participants analyzed the revised
workplan for the Goals Project in terms of [imitations and opportunities for the short and
long term and CIJE's role in making this project successful.

The main Question is: What capacity does CIE have for fulfilling every aspect of the
workplan iterated above? What arc 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



CIJE work. CIJE will bring seasoned educators together with the newer
generations of Jewish education professionals to train them for the developing
coaching roles,

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. CIJE might ultimately create a central training institute for the coaches.

B. Honoring Commitments

It was suggested that CIJE could combine prejects 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 CIJE.

C. TIn an analysis of all the workplans of CIJE, the Goals Project represents only
one facet ot the total activity produced by the Council. The above limitations
sit within the total work and resource limitatiens of CLIE,

IV. Community Mobilization (Nessa Rapoport)

In the work to mohilize community support for Jewish education and create lay
"champions” in the field, Nessa suggested that CIJE must take a proactive approach. We
should produce substantive documents and take part in sctting 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 CIJE engage key Jewish lay leaders in the efforts to transform Jewish
education in North America? Concurrently, what can CIJE offer lay leaders so
that they feel fulfilled by their involvement? Several models of creating lay
leadership were discussed.

I. Peer Group Model
Nessa articulated a model to build lay leadership that arose out of a



meeting with Art Rotman. CIJE could increase leadership by building
upoen existing peer groups within the world of lay leaders. This couid 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, CIJE could attract and buitd more support from lay leadership.

CUE could implement this model through our own Beard to engage both
seasoned lcaders and newcomers in the work of the Council.

B. Community Mobilization as a Building Block of Jewish Education

Conceived by the Commission, the building block of community mobilization
plays a significant role in the total CIJE Workplan. As we intro. 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 CITE  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 affilizted with the Jewish education
agenda.

C. Messages

What points of CJE 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 CIJE 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 :o their communities, and Jewish
educators, through their teaching, sho.ld be working together to ensure
Jewish continuity in their communities and Jewish educators. CHE
should help create places for these conversations to cccur. 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 is 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 CUE's
ability to promote creative projects that would add to the quality of Jewish
life in the long 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 1s ali 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, CIJE 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 Jewtsh living,

A major task by Nessa is to begin to articulate the Plan tor 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 hackground 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 MEF to increasing community mobilization.

1. Planning after the GA

Annette noted that CUJE should xpect phone calls from educati-nal 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
encrmous opportunity for CLJE 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 CIT™ staff niember to ficld these calls as related to personnel
in our pursuit to tum data into action.

2. CIJE and our Growing Data Base

Now that we have begun producc H>lid data, we need to continue to make 1t
accessible to communitics as indicators of improvement. The communities
themselves can decide how they can best improve their . lucational programs.

To continue the impact of the data, CIJE 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 s 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 ia 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 cur goal? It was also suggested that
informal education be added to the MEF 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, ticensing and carcer 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 CIJE 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, CUJE 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 categorics
we wish to impact. We should be careful, however, not to fimit 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 1s 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 transiate
this work into a generic approach which can be tmplemented elsewhere. CITE's role
should be to help design a demonstration, to create models which can be replicated
elsewhere, and to make these available to other communitics

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 CHJE 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, colleges of Jewish studies, und selected secular colleges and universities
about developing programs for trainir 3 people to serve as trainers of current educators.
Alternatively, CIJE might work itself to create a national center of in-service training at
which ““e training of trair-rs might be undertaken,

It was suggested that CIJE should derlare 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 CIJE can be helpful to communities in response to the GA
presentation on the results of the educators survey. How can CIJE 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 inind the necessity for quality and continuity in whatever
program is offered.



RESPONDING TO THE POLICY BRIEF

The group turned to how, specifically, CIJE 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. ClJE 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 1s 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.

Communities can be advised to take a close look at their own situations, and can be
offered the use of the CIJL: assessment tool for this process. They should be encouraged
to tdentify local deficits and find local resources which can be applied to in-service
training, with advice from CIJE on how to proceed with both of these steps. CHE can
prepare written materials in advance which speak to these issues.

CIJE might sponsor regtonal conterences to work with the lay and protessicnal leaders of
educational institutions, as well as their rabbis, to 1dentify 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. (CIJE should
design such a program or work with one or more training tnstitutions to do so.

3. Setup 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.



Other models which CIJE might follow 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 architect. We should help with the planning, help to identify seed
money, and provide guidance as communities do the work.

This portion of the meeting concluded with the following questions:

1. How much of our total building the profession energy should go into in-service
training in 19957

2. Are we letting the policy brief drive our agenda? If so, is 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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Alan Hoffmann introduced the meeting, noting that this would be the firsc in a
Tegular series of meetings planned to be held in Hilwaukee on a bi-monthly
basiz. The focus of the morning porrion of this meeting was to be the
Monitering, Evaluation & Feedback projecr.

I. Introducrion and Guerview

Adam Gamoran opened the meeting with a review of the rationale for
eatablishing the MEF projecr. He indicared thart there were three basgic
reagons for the projeer,

A. Provlde genaralizable knovledge which could lead to replicartion.

The first reason for establishing the MEF project was to extend tha
vislon for Jewish aducarion. It is to have a chronicling function:
to document what happens in the Lead Communities. It is also to have
an analyrical function: te find our whether what we undertake has an

{mpacc.

One domain of the MEF project 1s to evaluate specifle projects. It
looks for direct and indirect lumpact and for specific outecmes, For
example, it mighr study whether the Hebrew ability of day scheol
students at a particular grada laevel improvea over a period of years.
A second domain is to slice Lnto any saspect of the Jewish community
in order to study change over time. This reflects an approach
tovards systemic change which suggests that any element within Jewish
education in a communiry might change over time as a result of the
work of CIJE in that communily.

The sorts of evaluarion described above are the mandate of the MET
process. So far, in light of the facrt thatr apecific goals in the
Lead Commmities have not been clearly defined, this sort of
gvaluation has not occurred. The MEF team has begun to gather base-
line dara with respect to pefsonnel, but has not yer begun to study
change,
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It vas noted that so far the HEF team is fecusing most heavily on
recording what occurs. The interpretive evaluation has not taken
place. The MEF team is waiting to be assigned to monitor arnd
evaluste specific projects.

Provide ongoing feedback

The second reason for the establishment of the MEF project was to
provide both CIJE and the Lemd Communizles with feedback which could
be used for corrective change. Adam notad that this is not a classic
experiment because we are vorking to revise as we proceed. He nerted
that, in practice, ic is problemati¢ te hava the field researchers
involved in both providing feedback and encoursging change. The
field researchers can pelnt to problems, but should they alsoc ba
teaching the communities bow to correct them?

Encourage The commmities to become evaluation minded, themselves

We want the communities to treat evaluacion as important. In the
long run, we hope that the cemmunities will accept MEF as something
that rthey want and will fund.

It was noted that thare is seme degree of contradietion in the
concept of the communities funding & process that responds to CIJE's
agenda. MEF Is responding te issues rTelated to communircy
mobilization and personnel.

Another challenge for MEF is to contribute mere direectly to CIJE's
needs, The MEF team would like more guidsnce from CIJE on what to
include in the feedbaeck repotts. :

Discussion
It waa noted that, in an ideal wvorld, the communities would be more
committed to the CIJE issues and the MEF process would respond more

drectly to borh gsets of needs,.

It was noted that this is not a classic study of cause and effecr for
the followlng reasons:

1. There are no clearly artidulated goals against which te evaluate,

2. Cause and effect is diffidult to study vhen dealing with systemic
change,

3. A classic study would require a much larger sample and comparison
vith communities in which we are not interceding.

It was notad that MEF is not evaluating CIJE -- not judging whether
CIJE is a succeas or fallure. It is only evaluating the role of CLJE
in the Lead Community change process. WNor is MEF evaluating the
effectiveness of Jewish education in a Lead Community.
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In order to determine whether a community has lmproved threugh the
Tead Community process, Adam envisions taking a "slice across the
Lead Communities.” In other words, MEF would idenrify some aspeet of
the Jewish education process, take a "slice” for evaluation now and
do so again in three and five years.

Goals of MEF in 1992 - 1993

Durfng the past year MEF has undertaken the following tasks:

A.

Studying the process of charge

1. Vigions for Jewish education

2, The extent of mohilizatiom

3. The aratus of personnal

In order to accomplish this NEF hired three field researchers to:
1. Design and pileot interviaws.

Z. Carry out interviews.

3. Monitor getivities in each comrunity by attending meetings and
collecting documents.

4. Write snalyses.

2. Provide feedback to the Laad Commmities and CIJE on a regular
' basis.

. Played a major role in desigming and analyzing the Educators Survey.

While this was not originally part of the ¥EF mandate, it bscame a
task of the project during thke past year. Plans for *93-'94 will
include further work on this preject,

1t was noted 1n discussion that the use of MEF products is unelear.
A question was raised with respect to our role in dissemination.
What, for example, is our role in presenting the profeasional livea
of educators?

Workplan for 1993 - 1994

Al

MEF will continue the process of monitoring and feedback. A memo of
July 25 outlines the key iaswmes.

. Ebaluation

1. Project-specific



While there are no clearly idenctified GILJE Projects currently
under way in the Lead Communities, there are specific related
prejects in Baltimore and M{lwaukee which we have been asked to
evaluate. An I1ssue for dlscussion is which projects MEF staff
should get involved in ewaluating.

2. Community-wide

Adam and Ellen intend to identify an aspect of Jewish aduesarion to
begin to study mow and re-evaluate periodically in the future.
They wil) develop a propoeal for submission.

A question was raised about how we further the evaluatiom and
regearch agenda in the lead Communiries or beyond. Is {t part of
CIJE's mission ro develop a repertoire of evaluation instruments
or to begin training others in evaluation?

3. Commumity profiles

The MEF team plans to work wicth the Lead Commumities in developing
profiles vhich include a look at their institutions, staff,
participation rates, revenues, expenditures, etec.

Iv. Methods of MEF
A. The narrative merhod - Julie Tammivaara
1. Naive skepticism

Vhile the process of research {s often designed to "make the
strange famillar in exotle cultures,”™ our poal is to *make the
familiar strange.® We have to consciously look at Jewish
education, no matter how ¥ell we know it, through "naive eyes."
The fleld researchers must appreoach their work with skepticism,
recognizing that all atories they hear come from & partiecular
person's point of view. Their strategies ineclude gerring
information on a single téplc from multiple sources and looking to
see if and vhere they comberge.

2.. Characteristlcs
a. Ongoing involvement with the communities
Being in the communitias permits the field researchers to
understand what 1s happening in context. Over time, this
should help us understand motives, commitments, and pointa of
view,
A risk of being so cle#saly tied to a commmity is the

potential of “going native,” l.e. going from being an observer
to becoming 2 member of the community.
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b. Reflective collaboration

By working together as a team, the field researchers have
access to broader, merae plausible interpretations. For this
reason, they try te stay in clase, regular caontact.

3. The "Big Picrure”

The field researchers view each commnity as a "center."” It is
the job of the field resasrcher to stay om the margin in order to
identify elemenrs of the community and how they fit into the
structure. Thia process alleows the field researchers to provide
each commnity with its dwn story. It is expected that the
increased self-lmowledge will help a commumlcy set policy and
ralse 1ssues that would not otherwise be discussed,

In discussion, a question was ralsed about hovw we decide where to
be invelved. It was sugpested that perhaps the documentation
lacks a ser of anchor points which exglain why field researchers
are looking at one group eor organization rather than another. 1In
regponse it was suggested that it would be extremely helpful to
the field researchera re reeeive faadback on their feedback maemos.

B. Surveys as a policy tool - Ellen Goldring

It was noted that the development and adminiscration of surveys was
not in the original MEF design. Now that it has become a part of the
process, it is {mportant to determine how to incorporate thia into
the total MEF picrure. Following are the steps in the process:

1. Backward mapping

The first step In developlng a survey is to determine what a
community needs to kmow ih order to make decisions and what kinds
of policies are being worked en. EKnowing where a community hopes
to go is important Iin designing hovw re get there.

2. Design instruments and collect data

This process should be interactiva, invelving MEF-identified
experts and community members in a way that serves to mobilize the
commmity around the proceas,

3, Interpret resulcs for plaiming and implementation

In discussion, it was guggested that we consult with Professor
Hank Levin of Stanford University on how to bring about change in
education, He (s Iimvolved in the "Accelerated School Project.”

He might be helpful in strategic planning and visioning as well as
in learning about the proéess of change and the implementation of
a central idea.
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It was noted that the notlon of only three Load Communities is
being re-evaluated and thet there will be efforts to expand the
circle in some wvay. Part of this might invelve sharing specifiec
products as we move forward. For example, we might bring togather
communities that are intexested In the educatars survey and train
them in the adminiscratiom and analysis of the survey.

Ihe ‘Feedback Loop - Roberta Coodman

The original feedback plan was Eor the field researchers to write
quarterly reports and submit rthem with no ralated intervenriom. It
became clear thar this was not wufficient. The currenc approach 1s to
provide regular feedback (approwimately monthly) and to raise questions.

In Milwaukee, Roberts has tried several approaches. The first is to
vrite memos which are shared with the core planning group in advance,
then discussed with them. Anothkar is to submit wrizzen reports with no
direct discussion. A third is to provide exclusively oral feedback.

The following questions were raised:

A. To whom should the feedback Be given? Only the core group or to each
group observed?

B. What do we give fesdback abowt? (There iz a fine line betwean being
congtructive and looking liké spies.)

C. How should feedback to Laad €ommunities be framed In order to
maintain a rapport so that we can remain in the process? (It was
suggested that ground rules megetiated with the commmities in
advance would be waseful,)

D. Giving feadback can be diffiéulr, but it is clearly objective.
Providing evaluation would be more problematic,

‘The suggestion of having a discession sbout ground rules with the
comumitias was discussed. It was noted that bafore such a conversation
can take place, we muat agree among CLIE scaff on what the field
researchers should be sharing wich vhom. We must set the ground rules
and communicate them to the app¥opriata people. Step one 13 to discuss
with each commmity what we and they need to know. Step two is teo
negotiate what we will actually do,

It was noted that a mobilizatiom and vision report will be prepared scen
and might serve as a "curriculum® in the lead Communities.

A question was ralsed ahout vhefher CIJE wants feedback from rhe field
researchers. It was suggested ¢hat this be negotiated with CIJE. There
should be a list of specific {sdues on which we seek feedback. In
addition, field researchers should provide "helpful nuggers™ as they
arise.
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The following is a list of questions ralsed during the day which remain
open for further discussion:

A

H.

I.

How do we (MET) satisfy our @im of serving the communities, when our
agendas are set by CIJE?

. What constitutes & lLead Commemirty project, and what determines

vhether a given project should be monitered and evaluated by the MEF
team?

. How do we derermine the boumdaries of responsihility between MEF and

implementation, with particular respect to the use of knowledge
produced by MEF?

. What are our policies and precedures for disseminating MEF products

(1) within CIJE; (2) within the commurdties; (3) beyond CIJE and the
commmities?

. How can MEF contribure to spécific issyes with which CIJE is

grappling in a timely manner?

. Why are we not evaluating Jewish education as it now exists?

. What is the conceptual linkage between what we monitor and vwhat we

need to know?
To whom do we give feedback, abour what, in the communities?

Does CIJE want feedback abou€ itscelf?

VII. Further Discussjioy

The remainder of the day focused on discussion of 2 variety of issues,

‘AL

B.

888 39gd

Taird field researcher

The candidacy of William Robinson for the position of field
researcher Iin Atlanta was discussed. It was agreed to recommend his
appoincment.

Montreal

Flans for the Lead Commmity Seminsr Iin Montreal were reviewed.
BErerging re-conceprualizatiom

There was brief discussion about the outcomes of staff meetings which
took place in Gleveland on Névember 7 and 8. It wvas noted that we
are looking at a nev way to éngage the CIJE board through the

astablishment and active irwvelvement of committees. Through the
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comtitraas, wa will werk towakd developing a total vision for CILJE
wvirh long range outcomes idemtified. Based on this total vision, a
workplan will be developed.

. Gaals

Discussion focused on what might happen at a2 seminar in Israel on
geals. The conclusion was to consider a ten day to two week program
for membars of local commissiens as well as school principals and
their lay leaders. Portions ef the seminar would be addressed te the
entire group while separate workshops would be developed for sub-
groups. This might be one of the pilot projects which can be offered
tep Lead Communities as part of the action plan to be developed at the
Montreal seminar.
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THE ¢CcIJE - 1994 WORKPLAN

e

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 Community
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
Communities. Theee are development and demonstration sites
where, by mobilizing the leadership of the local community
and by radically improving the gquality of personnel for
Jewish education, significant systemic change and impact
could be shown to be possible relatively quickly while the
national infrastructure was unhdergoing 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 13%4 and the 1935
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 dommitments but it also looks
towards a much more focussed multi-year perspective.

The second half of 1993 has #een the major investment of the
resources of the CIJE in thrée 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.
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CIJE draft workplan 12/93 2

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 much wider circle of
communities in benefitting from our experience in
the lLead Communities. Similarly, our involvement
in Lead Communities has already raised and will
continue to raise issued where response is most
useful at a national level.

buring 1994 thig 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 hava to be carefully
monitored.

The present core staff of CIJE has not yet completed one
full annual cycle of implementation so that the following
workplan must be regarded as somewhat tentative and
ungrounded in prior experienge. It is an outline for 1994
priorities but doubtless will need modulation and revision
as the year unfolds. In { ] will appear the date by
which action should take pla¢e and those responsible for
that action.

A. CIJE POLICY-MAKING: SPEERING COMMITTEE, COMMITTEE
SYSTEM, BOARD, EXECUTIVE COMMITTEE.

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

The 1995 annual workplan, dekived from this strategic
vision, will be presented foi discussion to the September
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CIJE draft workplan 12/93 3

meeting of the Steering Committee and thereupon to the
October 1994 meeting of the CIJE Board. ADH will staff
the Steering Committee,

Action needed:

a. Confirm calendar for Steering Committee for 1994
including meetings a%t April and October board
meetings.

[(1/4/94: VFL]

2. Four CIJE Board Committees will be created and all
members of the CIJE Board will be allocated to at least one
committee. The proposed committees are: Building the
Profesaion, Community Mobildzation, Content and Research.
These committees will be 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
workplan which is a sub-set of 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 firgt meeting of each committee on
April 20th.

Action needed:
a. Division of Board meémbers into committees
[(1/21/94: MLM]
b. Letter from Board CRair informing members about
committee process.
[1/24/94: MLM]
c. Allocation of staff to committees
(1/4/94: Suggestiom: Personnel =~ GZD
Community Mobilization - ADH
Content - BH
Research -~ AdamG)
e. Letter from committée chairs to members about
specific committee i&genda.
{3/8/94: Committee chairs and committee staff]
d. Calendar for individvual committee meetings
[Chairs and staff, ansynchronized]

3. The CIJE Board will meet twice in New York, April 21st
and October 20th. Board megtings will be preceded by a
meeting of the Steering Committee in the afternoon (April
20th and October 21st). Fot board members, their first
attendance at committees will be on April 21st. The

iAeAl— steering committee will serve as a nominating committee for

new board members. staff ¢ill be assigned to all board
members so that each board meémber will be 1ndividually
briefed both before each boakd meeting and once between each

poard meeting.
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Action needed:
a. Prepare Board meeting
[3/8/94: MIM/ADH/VFL]
b. New board members digcussed
[every Steering Committee meeting]
c. Assignment of staff €o board members
[1/20/94:ADH)

4. The Executive Committee 4of the Board will meet prior to
each Board meeting and will Be composed of committee chairs,
officers and X The Executive will review and
approve the budgel/ of CIJE.

Action needed: ﬁliéggﬂﬂ

a. Develop new 1594 budget based on 1954 workplan.
[2/6/94:ADH)

5. BDBoard Communication will be through a CIJE ‘Letter from
the Chair’ to appear in March, 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 servé. These should.appear—in—

B. DEVELOPING LAY LEADERSHIP FOR JEWISH CONTINUITY

- C&Afkiénﬁvﬁiﬂ

AN
ot
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This is the systematic procees of bringing key North
American community leadership into our work. The
commicsiens. on Jewish continhity which are emerging
nationwide are the first 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 will be developed usihg the best of available
resources (e.g. Clal) to build a replicable process for
leadership development in a community. The Board and
Committee structure of CIJE should be used to bring new
leadership into national invblvement both as leaders and as
funders.

Action needed:

a. First draft by June Steering Committee
[6/2/94:ADH)

NY T
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C. LEAD COMMUNITIES PROJECT

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

The work of CIJE as an intermediary catalyst for systemic
change in Milwaukee, Baltimoré and Atlanta will focus on:

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

G.A. in Denver in November. Each of these seminars will

focus on a specific area of commen implementation.
[Coordinator:GZD)

2. Strengthening the local lead community wall-to-wall

coalitions by meeting with lay leaders, rabhbis and
educators in the community. The community mobilization
process Will continue to require assistance and trouble
shooting. A clear gecal for CIJE is to have a fully
committed top level inner coalition of Federation exec.-
Community champion -~ LC profsgsional in each community.

3. Developing a process which would iead, by October 1994,
to 2 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 coemunities and the CIJE.

Action needed:
a. Negotiated timeline towards written aqgreement with
each community.
(3/94:ADH]

4, Moving each community towards a Personnel Action Plan
based on the November 1953 training session in Montreal.
Final dates for the completiom 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:G2ZD]

b, for funding of personnel action plan
(CIJE lay leadership ]
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5. Providing expert support and consultation for the
implementation of the Personmel Action Plan. Examples are:
in-service training pregrams for early childhood teachers,
an Institute for day school #nd congregaticnal school
principals.

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

Action needed:
a. Develop plan for goals project after January
consultation with Mandel Institute team .
{3/94: Dan PeXarsXy) . F**

7. Provide guidance to the Monitering, Evaluation and
Feedback support project. By February 1994 all communities
will have reports on the Professional Lives of Educators and
Educators survey data-gathering will have been completed.

The report on community mobilization for 1992-93 will also =
have been completed. b
In January 19%4 the firgt composite community personnel Uﬁ'

profile will be completed by Adam Gamoran and Ellen Goldring {;%ﬂrf
to be followed by Atlanta (ddte?) and then by Baltimore
(date?).

In the light of the new intensive involvement in the
communities by the CIJE core staff, the feedback function
requires reevaluation. The MEF Advisory Committee will
meet in Chicago in February 1994 (Profs. Coleman, Inbar, $HH
Fox, Gamoran, Alan Hoffmann dnd Annette Hochstein) to
discuss this and other issues and to consider the Sept.19%4
- 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. These 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 Senlor Educators; ongoing
Leadership Institute for Primncipals; Basic Jewish literacy
for early childhood professional; a seminar on goals in

LA 39 FENTTIANRW o AT:21 e, 3 NHT



CIJE draft workplan 12/93 i

Israel. The communities have undertaken to inform CIJE by
January 15th which of these pilot projects they wish to
undertake. At that stage, CIJE will provide expert support
both from its own staff and dutside experts to build these
projects.

D. COALITION OP ESSENTIAL GOMMUNITIES

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

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

A new coalition of those communities who have made a major
commitment to improving and 3nvesting in Jewish education at
the local level will: -
1. Be a vehicle for CIJE to share its experience
and then assist a contimually expanding universe
of communities to implement those components which
meet their needs. Just one example of this is
the sequence which leads from
Quantitative/Qualitative research on the entire
personnel situation in a community through a
policy report to a persdnnel action plan.
2. Mobilize increasing numbers of key lay
leadership for Jewish education. Q¢LMJ4¢£EE
3. Become a powerful ldiby-in directing the
training institutions and denominations to provide
solutions to the educational needs of communities.
4. Mobilize for changimg the funding priorities
of the North American Jdwish community.
5. Share in developments which may still be on the
CIJE drawing boards. An example is the Goals seminar
for lay leaders.

This coalition is likely to include many of those
communities who initially applied to become Lead
communities. Many have madé¢ remarkable achievemente over
this pericd without CIJE and the coalitien will become a
place for sharing amongst like-minded ‘essential’
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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 commlunities to explore the notion
of the coalition. Staff: ADH with SHH’s gquidance.

E. BEST PRACTISEE PROJECT

A plan for the development of Best Practises anthologies was
presented by Dr. Barry Holtz to the Board in August 1993 : ¢{

{appendix 1). EJF

-
A plan will be developed which relates to the use of the v
Best Practises materials for personhnel and lay leadership'(gﬂi*
development in 1994 and brought to the March Steering -
Committee. %&

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

F. CONTENT

1. Goals: The Commission deliberately evaded the issue of
the goals of Jewish education. Over the past year in all
the lead communities we have had requests for assistance in
developing ‘mission statement&’, ‘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 conceptiong of the Educated Jew and their
implications for a conception of Jewish education. The
project is now at the stage where these deliberations can
have significant impact on thé setting of institutional
goals and community goals for Jewish education in North
America. Community lay leadership on one hand and the
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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 agrded to provide help to CIJE in
building this domain and Prof. Daniel Pekarsky will lead the
project. After a January comsultation in Israel, this will
be the key topic of the February staff seminar in Cleveland
and should lead to a seminar for selected lay leaders and
professionals (lead communities/coalition?) in July.

Action needed:
a. Develop a plan for the goals project
[3/94: DP)

2. Beat Practises: See gectien B 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 American commission. At the
moment CIJE is not involved in any planful process leading
to building the agenda for ressearch, 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 iB raising many generalizable
guestions which ultimately will become part of the
continental agenda for researth.

In order to develop a plan for building research and
research capacity in this field, CIJE will have to consult
with some of the best minds inh educational research,
sociology and sociology of khowledge. Such a consultation
should take place in June and lead to a first cut plan in
September. Adam Gamoran and ADH will plan that
consultation.
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H. CIJE PROFESSIONAL LEADERSHIP

ADH’s successor will be identified during 1994, trained (if
necessary) in 1995 with a period of overlap in the CIJE in
1396,

The national search will begim in April 1994 will a clearl
articulated job description. candidates should be -
identified between October-Ndvember 1994 and interviews take
place at the end of 1994 with a view to announcing an
appointment early in 1595.

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

I. COMMUNICATIONE AND DISSEMIATION

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

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

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

The Lilly Foundation has proposed a high-level consultation
between CIJE and leaders in American religious education
during 1994 which Lilly will convene. We are currently
awaiting a response from Lilly about the date.
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For action:
a. Plan for written communications
(3/1/94:5B]
b. Plan for Jewish professional and lay forums
during 1994
[2/15/94: BH)

J. 1995 WORKPLAN AND BUDGET

The 19295 workplan will flow from the work of the Steering
Committee and its articulatidh of a multi-year strategic
vision for the CIJE.

For action:

a. Draft workplan {7/9%4:ADH]
b. Second draft for Sthering Committee [9/94:ADH])
c. Final draft for Octbber Board Meeting [ADH])
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Jack N. and Lilyar Mande[ Fund
Joseph C. and Florence Mandel Fund
Morton L. and Barbara Mande! Fund

February 23, 1994

REabb{ Joghua Fighman
Executiva Vieca Preaident
Toreh Uzesorah

160 Broadway

New York, NY 10034

Dear Rabbl Fishman:

I ao pleased to send you this offlcial notice of approval by the truscees of
the Handal Asaociated Foundations of a grant of $200,000 te Toerah Umesorah to
support the establishment of a teachar training program to recruit and train a
pinizum of twenty Yeshiva gradustes aunually to bscome Jewish studies teachers
for the day school movement.

This grant is approved with the following condicions:

1l

That accreditation by Long Island University or s comparable institution
be zpprovaed.

That the Beth Msdrash Govoha sgree to work with Torah Umeaorah on this
projest,

That & represantativa of the Mandsl Assoclated Foundations be permitted ro
reviev the rasumsa of potential faculty members and that the selection of
faculty ba approved by the Mandal Associated Foundations,

That quartarly progress reporte be submitted te the Mendal Assoclated
Foundations {n the context of a jolnt effert to build & monitoring and
evaluation procees for the program,

That any changes in the prepoged curriculum be approved by the Mandal
Aasociazted Foundations in advance,

That the Mandel Associatad Foundations be permitted to conduct alte vialce
to the program upon request.

That following a period of two years, Torah Umesorah will have {dentified
other sources of funding for future support of the program,
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As Ginny Levi dipcussed with you, the peyment schadule for the grant will be
decermined following recelpt of your projected rate of expenditures. Please
forwvard that to Mae, Levi at 4500 Buclid Avenuae, Cleveland, Ohio 44103 whan it
is compleced.

Rabbi Shmuel Wygoda plana to zemain in close contact with ysu as you move
forward vith this project. He will want to talk with you further about the
developoant of a monitoring and evaluation process.

Please acknowledge agresment to these conditcions by signing &nd returning a
copy of this lsttar,

Best wishes for successful iwplementation of thie program and varm persconal
ragards.

%{ﬂ’— Acknowledgement
Torah Umesorah

HORTON L., MANDEL
By:

Title:

Date:
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Dear 5—:

| am delighted 10 let you know that on the evening preceding our October 6 board
meeting, we have arranged a private seminar for C{JE board members and invited
gueasts with Or, Terrence Deal, Professor of Education and Human Development at
Vanderbilt University and Co-director of the National Canter {or Educational
Leadership {(NCEL). Dr. 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 sertings. Among his influent al writings are "Corporate Cultures”
and "The Leadership Paradox: Balancing Laogic and Arristry in Schools,” co-
authored with Kent Peterson.

Dr, Deal’s work has important implications for ClJE as a catalyst faor systemic
change in Jewish education. We will have a unique opportunity to explare those
implications after Dr. Daal’s presentation. We have scheduled a dinner meeting of
the executive committee to precede the sseminar with Dr. Deat. The dinner will
take place at 8:00 p.m., followed by the seminar at 8:00 p.m. on Wednesday,
Qctoher 5. at UJA/Federation of Jewish Philanthropies of New York, 130 East
59th St., New Yark. [ took farward to seeing you that evening.

You will recall that we also have a steerinc committee meeting scheduled for
Wednesday, October 5, 10:00 a.m. to 4:00 p.m. at JCCA/CIJE. 15 East Z26th
Street, New York.

Our board meeting promises to be both impoartant and provocative. It will take
ptace on Thursday, QOctober 6, 9;30 a.m. - 3:00 p.m., also at UJA/Federation,

T want to give you a preview of some of ClJE's exciting current work:

The CIJE Personnel Report: In advance of their formal presentation at the CJF
General Assembly in Novemnber, Dr. Adam Gamaran, Professor of Saciology atthe
University of Wisconsin, and Dr. Elten Goldring, Associate Dean of Peabody College
of Education at Vanderbilt University, will pravide the centerpiece presentation of
this board meating. Drs. Garnoran and Goldring are Directors of the CIJE
Monitoring, Evaluation, and Feedback Project. Their findings, the result of two

Alan Hoffmann years of field research in our laboratory communities, will be centrai for other
communities in creating their own personnel action plans. The data is equally
important for national organizations with a Jewish educational mission.
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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 atlow thoughtful planning for
building the profession of Jewlsh 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 thase statistics about the teachers’ degree of format training and Jewish
background correspond to what we may have suspected anacdotally, there are also several
surprises that guestion widely-held assumptions on which past policy has baen based. We
believe that with the completion of the final report in 1995, other communities should be able
to replicate this research method, sxtrapolata from thair conelusions, and begin to address the
personnei needs of Jewish education in a meaningful way.

As this rasearch 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.

Tha Goals Proiect: This ground-breaking initiative resulited last July in the ClJE-sponsored
Goals Seminar, held in Jerusalem for lay and professional representatives from seven North
American communities. Guided by Dr. Danisl Pakarsky, Professor of Philosophy of Educaticn
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 preject is
based on the resuits 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 quality of education in their settings. The Goals Seminar and its follow-up
continentally will, we expect, contribute a new dimension t¢ our understanding of how change
takes place,

The ClJE-Harvard leadership Institute: To be held at the end of Qcteber, this intensive
seminar will be attended by close to 40 principals from our fabcoratory communities. Tha
institute is the first in North America to bring together the expertise of Harvard University’s
Principals’ Center with sutstanding Jewish scholars and educators to focus on issues of senior
educational leadership across denominations, institutions, and communities. 1ts purpgse is
to develop and implement effective leadership in schools by empowering principals, and,
through them, teachers and parents in the transformation of Jewish education. Lika the Goals
Project, the ClJE-Harvard Laadarship Institute represents our commitment to systemic change
within cammunities across the country,

We will soon be sending you advance materials as background for the meeting. !n the
meanwhile, please complete and return the enclosed repiy form indicating your attendance
plans.

With best wishes for a Shana Tova,

Wt

Morton L, Mandel
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Steering Committee Meeting, Executive Committee Meeting,
Board Meeting and Seminar with Professor Terrence Deal
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Yes, I plan to attend the Steering Committee meeting at 10:00 a.m.
to 4:00 p.m. on Wednesday, October 5 at JCC Association/CIJE,
15 East 26th Street, New York.

Yes, | plan to attend the Executive Committee dinner meeting at
6:00 p.m. on Wednesday, October 5, 1994 at UJA/Federation of
Jewish Phitanthropies of New York, 130 East 59th Street.

Yes, [ plan to attend the seminar with Professcr Terrence Deal at
7:45 p.m. on Wednesday, October 5, 1894 at UJA/Federation.

I plan to bring a quest to the seminar.

Name

Yes, | plan to attend the CIJE Board meeting at 9:30 am. — 3:00 p.m.
on Thursday, Cctober 6 at UJA/Federation,

Sorry, | 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 216-381—-5430 or by mail to:

Morton L Mandel
ClJE

P.C. Box 84553
Cleveland, Chio 44101
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{what is this? it scemed to us helpful but we're not sure)

1. EXISTING COURSES that address knowledpe deficiencies (such as, courses in
eduention, Judaica, subject maitter)

What is currently taught (at local universities, at synagogues, through central agency, nationaily)
that addresses this need?
Advantages: easy

uses academic resources available
Disadvantages: some subject matier not easily accessible

noi necessarily anv relationship to pedagogy in course as currently structured
How can you solve the disadvantages in your community?
How can we make it posssible to take courses (tuition waivers, satary mcreases based on
successful completion)

11. CREATING COURSES TQO MEET TEACHERS' NEEDS
(Create new courses in current settings to meet teachers' content needs)

Create courses that address issues/topics/subjects that teaciers need to teach
Examples: life cvele, parashat hashavua, teaching Hebrew
‘Models of' teaching that have implications for Jewish settings
» Tewish holidavs for the pre-schaol child
Advantages: can tailor couses to Jewish content and context needs of specific erous of teacher
can use resources of comimunity
Disadvantages: requires that something new be build: no classroons accountability is built in

Hl. CREATING COURSES TIED TO PRACTICE

IV. ADAPT OR ADOPT EXISTING PROGRAMS
Examples: Melton Mini-School
Derekh Torab
Early Childhood Teachers' Tnstitute
Advantages: already formulated and tested curriculum
Disadvantges: how closely does it meet needs of community
not specificallv designed for teachers

V. CREATE PROGRAMS
Examples Induction program {or new teachers
Machon I'Morim















8. Tuition stipends/pay incentives for teachers taking inservice courses
B.  Career Path

1. Creation of full time positions for teachers that include teaching,
mentoring new teachers, and paar coaching.

2. "Community” Teacher (teacher who teaches in more than ong institutions
thereby creating fuil-time positions)

3. Creating positions in day schoois and supplementary schools for

curriculum supervisor, master teacher, Judaic studies coordinator. resource room
teacher

IV. PRE-SERVICE PROGRAMS
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Memo

July 13, 1993

To: CIJE Board

From: Dr. Barry W. Holtz

Re: Update-- The Best Practices Project

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 1t 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 repons 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 parially sequential. Aithough 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 documentation 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
expand upon and enrich that work with more analysis anc 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 learned so far in the project is the process involved in

getting to that point.  Thus it appears to be necessary to zo through the following stages in
each of the divisions:

The Steps in Documentation; First leration

Preliminary explorations: 1o determine with whom { should be meeting
Stage one: Meeting (or multiple meetings) with experts
Stage two: Refining of that meeting, leading 10 2 guide

for writing up the reports.
Stape three: Visiting the passible best practices sites by expert

TepOTt WIIters

Stage four: Wniting 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:
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1) 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) ICCs

Here we are at stage three. This will require visits, report writing, etc. The JCCA is our
partner in implementng the documentation,

4) Day schools
Here we are at stage one, two or three, depending on the denomination. Because this involves

all the denominations, pius the unaffiliated schools, this will be the most complicated of the
projects for the vear.

5) College campus programming

Here we are at stage three, with the national Hillel orgarization 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 ites, 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 panticipants via the denominations and the
JCCA.

7y 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 ¢onsultation from the staff of the CRE Foundation.
As they are moving forward wiih their own initiative, we hope to be able to work on the "best
practice issues” involved with the successful trip to Israel.

9yCommunity-Wide initiatives

Finally, 1 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 BIE
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 run by a BJE; salary/benefits enhancement projects. This project would use
JESNA's assistance could probably be launched rather quickly.

Lead Communities: Implementation-- 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 ir particular to
the "enabling options” of building community support for Jewish education anc improving the
quantity and guality of professional educators. It 1s obvious from the best prac::ce 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 begin to introduce adaptations
of those ideas into their own communities, This can occur through a wide range of activities
including: presentarions 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
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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 the 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,






Council for Initiatives in Jewish Education
laraal office: POB 4558, Jerusalem, ISRAEL tel: 972-2-617-418 fax: 972-2-6189-951

FACSIMILE TRANSMISSION

Date. July 17, 1994 No. of pages incl, cover: 1
Io: Annette From: Alan
Qrganizapion: Mandel Fax number: 972-2-619-951

Eax Number: 66 28 37

Dear Annette,

I just want to confirm with you as per our conversation on Friday, that Abby Pitkowsky will be employed
by the CLJE through September, 1994, This includes her accumulated vacation for the period of her
~mployment with CUE.

As 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 CLJE transfer to NY.

ﬂ/&,

o

if there are any problems receiving
this transmission, please call
972-2-617-418
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NINUTES: CIJE STEERING GLOMMITTEE
{In formatlon)

DATE QF MEETING: Novembar 7-8, 19293

DATE MINUTES ISSUED: November 12, 1993

These minutes reflect the deliberatiems which took place at a series of
meetings in Cleveland on November 7-8, 1993, Participants varied from one
segment to the nextT. Those participating in some or all of the deliberations
inelude: Gail Z. Dorph, Stephen H. Roffman, Alan D. Hoffmann, Barry W. Hol:oz,
Virginia F. Lavi, Morton L. Mandel, Renry L. Zucker.

1. Congermns_and Issues Stemming from Work in lLead Communitiasg

Gall Dorph, Barry Holtz and Alam Hoffmann vwere asked to Taflect on their
vork with the Lesad Communities during the past ren weeks and ro list
issues or concerns which they believe CIJE should consider. Thesa
issues bacame the backdrop for much of rthe discussion.

A. Uhat can wve do to move the Lead Commmities fastsr? Are we at risk
if wve do not move more quickly? How does this Impact the lay
compunity? Educaters? Others?

Discussion on this sat of questions suggested that CIJE has a
certain set of expecctations which may not be clear to the
communizies and vhich may bave changed over time. The same Is true
of the communities’ expectationz of CIJE. It was suggested that
many people believe in the ilmportance of quick success, but noted
that if there is clarity of goals and process, it {3 more important
to do our best than to meva hastlly. As the CIJE process becomes
more clear, it will generams local supporr.

B. How does the CIJE staff gemmsrate enough time for planning?
€. How do we move beyond the Lead Communities to our broader agenda:
building the profession, community mobilization, setIing a research

agenda?

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

D. How does CIJE staff make tiime for thinking and follow-chrough?
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Decdmber 3, 1993

Mr. Alan D. Hoffmann

Council for Initiatives in Jewish Education
P.O. Box 94553

Cleveland, Ohio 44101

Dear Alan:

Thank you for your comtributions to the Valparaiso consultation. I know it was a little
difficult dropping in on the middle of somebne else's conversation like that, but your
presentation and the example of your project stimulated a lot of good self-reflection in our
group about the structure and aims of the Valparaiso praject. I am all the more convinced
that these two projects, while in many ways very differert, have much to learn from each
other, and I look forward to further convessations along the way.

Thank you for sending me Mike Rosenak's book. I have only had a chance to take & cursory
look at it, but 1 am intrigued by what 1 see and look forward to some time over the holidays to
read it

My best wishes to you, your colleagues, and family this holiday season Blessed Hanukkah
Very sincerely,
Craig Dykstra
Vice President, Religion

CD/l

—

2801 North Meridian Stresr
Pest Otfce Box 88048
Indianapcli, Indizna 46208
(3171924-5471 Fax [317)926-4431
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Council for Initiatives
F in
Jewish Education
X Date sent: n_'ﬁme sent: No. of Pagas (incl. covern): 7
’ Nowvember ji, 1993 From:

Ta: Seymour Fox, Annette Hochstein rom: Mary Esther Block

Organization: Shmuel Wygoda
C

Phone Number: Phone Number: 216--391-1852
O

Fax Number Fax Number: 216-391—-5430
V 972 2 £6£2-837

Comments:
E Team:
R Please find attached copy of minutes from 11/14/93 staff meeting in

Milwaukee,
MEB
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MINUTES:

DATE OF HMEETING:

DATE MINUTES ISSURD:

PRESENT :

COFY TO:

CIJE STAFF MEETING
Milwaukea

November 14, 1993

November 19, 1993

Gall Dorph, Adam Camoran, Ellen Goldring, Roberta
Goodman, Alam D. Hoffmann, Barry Holtz, Virglnia Lavi,
Daniel Pekardky, Julle Tammivaara

Seymour Fox, Annette Hochsteln, Stephen Hoffman,
Morton Mandel, Henry Zucker

Alan Hoffmann {ntroduced the meeting, moting that this would be the first in a
regular series of meetings planned to be held in Milwaukee on a bi-monthly
basis. The focus of the morning portion of this meeting was to be the
Moniteoring, Evaluation & Feedback praject.

1. Introduction and Overview

Adam Gamoran opened the meeting with a review of the rationale for
establishing the MEF project. Re indicated that there were three basic
reagons for the projeet.

A. Provide generalizable knowledge which could lead to replication.

The filrst reason for establiwhing the MEF project was to extend ths
vislon for Jewish educatlon. It is to have a chronleling fumction:
to document what happens in the Lead Communities. It is aleo to have
an analytiesl function: to find out whether what we undertake 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, ir might study wvhether the Hebrew ability of day school
students at a particular grade level improves over a period of years.
A second domain is to slice Lnto any aspect of the Jewish community
in erder to study change over time. This reflacts an approach
towards systemic change wvhich suggests that any elementr within Jewish
education in a community might change over time as a result of the
vork of CIJE In that community.

The sorts of evaluation described above are the mendate of the MEF

process.

So far, in light of the faect that specific goals in the

lead Communities have not been clearly defined, this sorr of
gvaluation has not occurred, The MEF team has begun to gather base-
line data with respect to petsonnel, but has not yet begun to study

change.
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It was noted that so far the MEF team 13 focusing most heavily on
recording what oceurs. The interpretive evaluation has net taken
place. The MEF team is waiting to be assigned to monitor and
evaluate specific prejects.

Provide ongolng feedback

The second reason for the egtablishment of the MEF project was to
provide borh CIJE and the Lead Commruniries with feedbhack which could
be uaed for corrective change. Adam notad that this is not a classie
experiment because we are wokking te revise as we proceed. He noted
that, In practice, it is problematic to have the field researchers
involved in both providing feedback and encouraging change. The
Eleld researchers can point to problems, but should they also be
teaching the communities how te correct them?

. Bncourage the commmities to become evaluation minded, themselves

We want the comrunities to treat evaluation as important. In the
long run, we hope that the cemmunities will accept MEF as something
that they want and will fund.

It was noted that there ls séme degree of contradiction in the
conceprt of the communities funding a process that responds to CIJE's
agenda. MEF is responding te lssuez related to communircy
mobilization and personnel.

Another challenge for MEF 1s to contribute more directly to CIJE's
rnieeds. The MEF team would like more guidance from CIJE on vhat to
include in the feedback reports.

Discussion

It was noted that, in an ideal world, rthe commmities would be more
eommitted to the CIJE issues and the MEF process would respond more
directly co both sets of needs,

It was noted that this is not a clssslc study of cause and effect for
the following reasons:

1. There are no clearly artiéulated goals againscr which to evalusate.

2. Ceuse and effect i1s diffidulr to study when dealing with systemic
change.

3. A classic study would require a much larger sample and comparison
with communities in which we are not interceding.

It was noted that MEF 13 not evaluating CIJE -- not judging whether
CILJE is a success or fallure. It is only evaluating the role of CLJE
in the Lead Community change process. Nor is MEF evalusating the
effectiveness of Jewish education in a Lead Community.
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In order to determime whether a community has improved through the
Lead Community process, Adam envisions taking a "slice across the
Lead Communities.® In other words, MEF wauld identify some aspect of
the Jewlsh education process, take a "slice" for evalustion now and
do s0 again in three and five years.
I11. Goals of MEF 92 - 1993

During the past year MEF has unflertsken the follewing tasks:

A. Studying the process of change
1. Visions for Jewish education
2. Tha extent of mobilizatiom
3. The status of personnel

B. In order to accomplish this WEF hired three field researchers te:
1. Design and piletr interviews.

2, Carry out intervievs.

3. Monitor acrivities in each community by attending meetings and
collecting documants.

4. Write analyses.

5. Provide feedback to the Lead Commmities and CIJE on a regular
basis.

C. Played a major role in desigming and analyzing the Educators Survey.

Vhile this was not originally part of the MEF mandate, it became a
task of the project during the past year. Plans for ‘93-'94 will
include further work on this projecrt.

It was noted in discusaion that the use c¢f MEF products is unclear.
A question was raised with respect to our role in dissemination.
What, for example, is our role in presenting the professional lives
of educators?

1IT1. Uorkblgn_fgr 1993 - 1994

A. MFF will continue the process of monitoring and feedback, A memo of
July 25 outlines the key {sswes.

B. Ewvaluation

1. Project-specifie
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While there are no clearly identified CIJE projects currently
under way In the lead Communirties, 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 ewsluating.

2. Community-wide

Adam and Ellen intend te 1dentify an aspect of Jewish education to
begin to study now and re-svaluate periodically in the future.
They will develop a propoe&al for submission.

A question was raised about how we further the evaluation and
research agenda in the Lead Communitries or beyond. Is it part of
ClJE*s mission to develop & repertolre of evaluation instruments
or to begin training others in evaluation?

3. Commmity profiles

The HMEF team plans to work with the Lead Commmities Iin developing
profiles which include a look at their institutions, staff,
participation rates, revenues, expenditures, etc.

Methods of MEF

A. The narrative method - Julle Tammivaara
1. Nailve skepricism

Uhile the process of research is often designed to "make tha
strange familiar In exotle cultures,® our goal is te "make the
familiar strange.® We have to censclously leok at Jewish
education, no matter how well we knmow it, through "naive eyes."
The field researchers must approach their work with skepticism,
recognizing thact all sctorles chey hear come from a particular
person'e polnt of view. Thelr strategies include getting
information on & single tépic from multiple sources and locking to
see if and where they combergs.

2. Characteriscics
a. Ongoing imvolvement with the communities
Being in the commmities permits the field reaearchers to
understand wvhat is happening in context. Over time, this
should help us understand motives, commitments, and peints of
view.
A risk of being so clesely tied teo a community 1is the

potential of "going native,” i.e. going from being an cobserver
to becoming a member &f the communircy.
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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 teo stay in close, reguler contact.

3. The "Big Picture”

The field researchers view each community as a "center.” It is
the job of the field ressarcher to stay on the margin in order to
l1dentify elements of the community and how they fit into the
atructure. This process allows the field researchers to provide
each commmity with ita dwn story. It 1s expected that rthe
inecreased self-lmevledge will help a community set policy and
raise issues that vould mbt othervise be discussed.

In discussion, a question was raised about how we decide whare to
be invelved. It was suggested that perhaps the documentation
lacks a set of anchor points which explain why field researchers
are looking at emne group er organization rather than ancther. 1In
response it was suggested that it would be extremely helpful re
the field researchers te receive feedback on their feedback memes.

B. Surveye as a policy tool - Ellen Geldring

900 300d

It was noted that the development and adwinistration of surveys was
not Iin the original MEF design. Nov that it has become a part of the
process, it 12 important to determine how te incorperate thia inrto
the total MEF picture. Following are the steps in the process:

1. Backward mapping

The first atep Iin developlng a survey is to determine what a
community needs to knov 1k order to make decislons and what kinds
of policiles are being worked on. Knowing where a community hopes
to go is important in designing hov te get there.

2. Design instruments and collect data

This process should be interactive, involving MEF-identified
experts and community meubers In a wvay that serves to mobilirze the
commmity around the process.

3. Interpret resulvs for plafming and ixmplementation

In discussion, it was suggested that we consult with Professor
Hank lLevin of Stanford Univeraity on how to bring about change in
education. He 1is involved in the “Accelerated School Project.®

He might be helpful in stiategic planning and visloning a&s well as
in learning about the pro&ess of change and the implementation of
a central idea.
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It was noted that the notlon of only three Lead Communities is
being re-evaluated and that there will be efforts to expand the
circle in some way. Part of this might fnvolve sharing specific
products as we move forwakd. For example, we might bring together
comrunities that are interested in the educators survey and train
them in the administration and analysis of the survey.

v. The [Feedback Ioop - Reberta Goodman

The originsl feedback plan was for the field researchers to write
quarterly reports and submit them with no related intervention. It
became clear that this was not wufficient. The current approach is to
provide regular feedback (appromimately monthly) and to raise questions.

In Milwaukee, Roberta has tried several approaches. The first is to
write memos which are shared with the core planning group in advance,
then discussed with them. Another is to submitr written reports with no
direct discussion. A third is to provide exclusfvely oral feedback.

The following queations were raised:

A. To vhom should the feedback be given? Only the eore group or to each
group observed?

B. What do we give feedback abokt? (There {s a fine 1ine between being
constructive and looking 1iké spies.)

C. How should feedback to Lead Communities bte framed in order to
maintain a rapport so that we can remain in the process? (It was
suggested that ground rules megotiated with the commumities in
advance would be useful.)

D. Giving feedback can be diffiéeulr, but it is clearly objecrive.
Providing evalustion would bs more problematic.

‘The suggestion of having a discession about ground rules with the
comumities was discussed. It was noted that before such a conversation
can take place, we must agree among CIJE staff on what the field
researchers should be gharing with vhom. We must set the ground rules
and communicate them to the app¥opriate people. Step one is to discuss
with each ecommunity what we and they need to know, Step two is to
negortiate what we will actually do.

It was noted that a mobllization and vision report will be prepared soon
and might serve as a "curriculum®™ in the Lead Communities.

A guestion was ralsed about vhether CIJE wants feedback from the field
researchers. It was suggested ¥hat this be negotiated with CIJE. There
should be a list of specific issues on which we seek feedback. In
addition, ffeld researchers should provide *helpful nuggets™ as they
arise.
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VI.

ViI.

Cpen Ouestions

The following 1s a list of questions ralsed during the day which remain
open for further discuszion:

A. How do we (MEF) satisfy our aim of serving the communities, when our
agendss are set by CIJE?

B. What constitutes & Lead Commemity project, and what determines
whather a given project should he monirored and evaluated by the MEF
team?

C. How do we determine the bourndaries of responsibility between MEF and
implementation, with particular respect to the use of knowledge
produced by MEF?

D. What are our policies and précedures for disseminating MEF products
{1) within CIJE; (2) within the commnities; {(3) beyond CIJE and the
communities?

E. Hovw can MEF contribute to specific issues with which CIJE is
grappling in a timely mannert?

F. Why are we not evaluating Jewish education as it now exists?

G. What 1s the conceptusl linkage between what we monitor and what we
need toe know?

H, To whom do we give feedback, about what, in the communities?
I. Does CIJE want feedback sbout itself?

Further Discussien

The remainder of the day focused on discuasion eof a variety of issues.

'A. Third field researcher
The candidacy of William Robinson for the position of field
researcher in Atlenta was diacussed. 1t was agreed to recommend his
appeintment.

B. Montreal
Plans for the lead Commmity Seminar im Hontreal were reviewed.

C, Fmerging re-conceptualization
There was brief discussion about the outcomes of staff meetings which
took place in Cleveland on Né#vember 7 and 8. It was noted that we
are looking at a new wey to éngape the CIJE board through the

establishment and active invelvement of committees. Threugh the

7
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committees, we will work towatd developing a total visien for CIJE
with long range outcomes identified. Based on this total vision, a
workplan will be developed.

D. Geals

Discussion focused on whar might happen at a seminar {in Israel on
goals. The cenclugion was to consider a ten day to two week program
for members of local commissiens as well as school principals and
their lay leaders, Portions ef the seminar would be addressed te the
entire group vhile separate werkshops would be developed for sub-
groups. This might be one of the pilot projecta which ecan be offered
to Lead Communities as part of the action plan to be developed at the
Mentreal seminar.

BB 30Rd LSHITIANHW 01 FAE R 26, 22 NIH







































Session 7: Friday August 20th : 10:43 a.m. - 12:15 p.m

Support Projects: Best Practices, Monitonng Evaluation & Feedhack
Background material:

- Best Practices project’s director's report to the CLJE Board
- MEF project’s director's report tu the CULE Board

Session 8: Friday August Jth : 1:00 - 2:30 p.m.

Work plan:
- 1993-2%1 Outcomes
- 1993-9d Process

Session 9: Friday August 20th ¢ 2:30 - 4:00 p.m.

Wrap Up:
- October
- Future agenda tor statf
- Seminar in Israel
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Annette -

I received in the mail today a check foxr $3,000.
Please let me know the bast way to tranasfer this money to
you. If you are gsending any confidential information (bank
account numbre, etc.), please send it to Stuart’s affice
fax: (213) 310-8007.

Thanks,

Jordana
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TC: CIJE Staff and Consuleants
TR0M: Ginny Lewvi

DATE; March 7, 1994

SUBJRCT: CIJE EQUIPMENT

Tha chart balow should lack familiar to most of you, I am &9Iry to say L have to ask you %o
complaza it again, listing all equirment in your posession which was purchaged by CIJE. This
includas computers, fax machinaa, modsms, typawritars, ate.

+ 3uld appreciats raceiving your caaplezad form by Mareh 13, L¥ possibls.

[ l
Zquipment Dearibrtien Make & Modal Jerisl Numbsr ;
(a.g. fax machins) |
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