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MEMORANDUM

To: Annette Hochstein
Ginny Levi
From: Jim Meier ,1,___._
Date: February 4, 1993
Re: Attached draft of Planning Guide

Hope you had easy return flights.

The attached draft addresses your last round of edits (Wednesday, Feb 3) and
includes new material on CIJE’s role on pages 3, 4, 7, 10, 13, 18, 24, 32, and 35.

FOURLLES ASSOCIATES 1N,
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"It is clear that there is a core of deeply committed Jews whose very way of life
ensures meaningful Jewish continuity from generation (o generation. However,
there is a much larger segment of the Jewish population which is finding it
increasingly difficult 10 define its future in terms of Jewish values and behavior.
The responsibility for developing Jewish identity and instilling a commitment 10
Judaism for this population now rests primarily with education.”

"Recent developments throughout the continent indicate that a climate exists today

Jor bringing about major improvements. However, a massive program will have
fo be undertaken in order to revitalize Jewish education so that it is capable of
performing a pivotal role in the meaningful continuity of the Jewish people.”

A Time to Act, pp. 15 & 16

Atlanta, Baltimore, and Milwaukee have taken on an exciting challenge and an awesome
responsibility: to dramatically improve Jewish education throughout their communities, and in
the process, to serve as beacons in this endeavor for others in North America. These "lead
communities" will provide a leadership function for others in communities throughout the
continent. Their purpose Is to serve as laboratories in which to discover the educational practices
and policies that work best. They will function as the testing places for "best practices" --
exemplary or excellent programs -- in all fields of Jewish education.

INTRODUCTION

This set of guidelines has the luxury and the challenge of preaching to the converted.
Jewish communities understand and have been engaged in planning for a long time. The lead
communities more than many others have made pioneering efforts in planning for Jewish
education and continuity. Despite that advantage, all of us are acutely aware of the limitations
in the available information and the magnitude of the task of setting out a plan that addresses the
challenges of the Lead Communities Project.

The purposes of these guidelines are to:

® offer approaches, methods, data collection instruments and other tools to use in the
planning process, and

W give some measure of uniformity to the planning process that each of the jead
communities wiil engage in.

Each community will, of course, need to tailor these guidelines to its own circumstances.

[S]
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As a genera] principle the object is to build upon the work and the research that has
already been done in each community and use those as a point of departure for the Lead
Communities Project. On the other hand, it is sometimes necessary to retrace steps in order to
enlist new constituents in a broad coalition.

CIJE will serve as a resource and clearinghouse for lead communities as they proceed
through the planning process: offering expertise, recommendations on methods or information
collection instruments, linkages to national organizations, and a means by which the communities
can share their approaches with each other.

CIJE Planning Guide
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I. FIRST STEPS

"Fundamental to the success of the lead communities will be the commitment of
the community and its key stakeholders to this endeavor. The community must be
willing to set high educational standards, raise additional funding for education,
involve all or most of its educational institutions in the program, and thereby
become a model for the rest of the couniry. Because the initiative will come from
the community itself, this will be a "bottom-up” rather than a "top-down” effort.”

A Time to Act, p. 68

Rationale

First steps refer to preparations, to aliow for smooth sailing once the serious work gets
underway.

Major Activity Areas
There are two major areas for attention:

1. Initial mobilization of leadership (lay, educators, rabbis and professionals)
2. Introducing the idea into the community

Building a "wall-to-wall coalition” of all key actors in the community who have a stake
in Jewish education is an important initial step of the Lead Communities Project. A widening
net of stakeholder involvement in Jewish education is one of our instruments for engaging a
larger portion of the Jewish community. The mobilization of leadership is a pivotal element for
achieving that objective.

The first issue is to identify and recruit core leadership to spearhead the lead communities
effort, while devising a structure that allows a broad cross-section of the community to become
actively engaged in the project. The leadership therefore must be carefully selected (lead
communities may want to contact CIJE staff or board members for help in recruiting key people),
and the structure must allow ample opportunity for constituents to obtain a stake in the process.
Box 1, Concentric Circles of Leadership, suggests a possible framework for organizing the
project.

Tasks
1. ldentify and recruit key leadership, including:

® Chair

CIJE Planning Guide 4







Box 2: Examj s of Bacl ound Ma tls

« A Time To Act

= Previous planning documents, particularly on Jewish education or continuity,
prepared by your community.

* Summary of most recent Jewish population study for your community.
» CIJE project descriptions

© "Best Practices"

© Monitoring, Evaluation and Feedback

© Goals Project

= Other studies and documents relating to the community’s educational systems.

3. Convene Commission

B Establish a detailed timetable for the project hy working backward from the year one
end date, as weil as forward based on the amount of time work components will require.

Working with the chairperson of the committee, establish a schedule of committee
meetings all the way through the first year of planning. Scan major Jewish and national

holidays for conflicts. (See Box 3 for an illustrative schedule of steps.)

B Prepare a tentative agenda for the first committee meeting to review with the chair.

CIJE Planning Guide
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Phase

1. Start-up

2. Swart Self-siudy
(ongoing)

3. Critical lssues

4. Mission or
Vision Statement

5. Strategies and
Pricrities for
Adion

6. Programs

7. Resource
Development

8. Subsequent
year adion plan

Delivg=~*'~

* Form Commission
- Discuss the idea
- Detailed workplan
- Agree on mandate
+ Form commitices

* Design scheme

* Profile of Jewish education: strengths and

weaknesses
* Survey of educators in the community
* Report on findings

* Formulate issues

* Draft community mission slatement

» List of recommendations for each major
area {personnel, community mobilization,
Israel experience) with priority rankings
and priority sequencing

* Confer with CIJE, Best Practices

* Draft guidelines

* Define program priority areas and new
initiatives

* Issue cal) for program implementation
proposals

* Fundraising plan (e.g., potential donors,
strategies, targets, CIJE assistance,
timetable)

* Draft budget wiih resource objectives
* Compile summaries of program options
* Prepare first year implemenlalion plan

“ m ° iion Meeting Subiject
la. Review of project key ideas, aims
and siructures
1b. Review of workplan: Key
methods and projects

- Best Practices

- dealing with goals

- Monitoring evaluation feedback

project

lc. Develop charge to committees:
main thrusts:

- personnel

- community mobilization

2a. Design of needs survey
2b. Presentation of profile
2c. Discussion of findings

3. Resolve strategic issues; make
choices

4. Approve mission/vision statement

5. Recommendations on priorities

6. Define program priorities

7. Approve and agree on assignments
for carrying out plan.

8a. Select programs for nexl year
8b. Approve overall implementation
plan

8c. Set resources objectt  (S)
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4. Devise task force structure

It is helpful to organize task forces to address substantive issues and make
recommendations to the full commission. Once pilot operations begin, the role of these
committees can be modified to monitor and evaluate projects they have initiated.

There are several ways of organizing task forces. Here are some samples:

m  Main thrusts of the recommendations of the Commission on Jewish Education in
North America

O personne!

O community mobilization

O research/self-study

O Israel experience

®  Delivery settings, e.g.:
O day schoois
O supplementary schools
O programs in informal settings

B Functional, the classic "Board of Directors” model, e.g.:
pilot projects

best practices

goals/visions of Jewish education

monitoring and evaluation

fundraising

coalition building and marketing/networking
educator’s survey

five year planning

00000000

Issues to consider in deciding on the most effective approach for organizing include:

B Energizing: Whether topic areas are likely to generate excitement among potential
committee participants and stakeholders.

B Prorities: Do the topics represent articulated, or likely, priority areas of the Lead
Communities Project.

®  Content expertise: How do staff knowledge and other resource experts relate to the
potential topics? Do any of the organizing approaches make better use of available
human resources?

B Bridge building: Likelihood of fostering coilaboration, of enlisting membership in
each committee that is representative of multiple constituencies.

ClJE Planning Guide 8



The =andcon itmentoftoplay t 3 toserve as chairs, and the depth of capable
professionals to service the task forces are factors to consider in deciding on the number of
committees.

ClJE Planning Guide 9



0. SELF-ST )Y

"{An important step in mobilizing is...] to review the current state of Jewish
education in its various aspects. This will provide the basis for analyzing the
problems, considering the achievements and shoricomings, and determining where
the most promising opportunities for improvement might lie."

A Time to Act, p. 31

Rationale

Obutaining reliable information about something as complex as a community’s educational system
is an ongoing endeavor. Its payofts are immediate, long-term, and continuous: as the community
learns more about itself, its decision making will improve. Over time, the process will yield
better and better quantitative and qualitative data about what exists in the community’s Jewish
education system, how good it is, what people in the community want, what more is needed and
what works better.

Lead communities can offer leadership in this area too, developing means, methods and
experience for an ongoing process of serious self-study. Hopefully, the tools developed in lead
communities will be disseminated for other communities to adopt and adapt. CIJE is a resource
for designing and carrying out the self-studv. as well as for disseminating findings and new
products.

The initial purpose of the self-study is to provide commission members with an increasingly solid
foundation of information, to enlighten even the most knowledgeable insider, and to identity the
critical issues and choices the commission may choose to address. It will also help move the
community towards establishing standards of achievement that the community aspires to.

The self-study process is an ongeing one; it will not be completed within the first year of the
project. It is proposed that during the first year of the project the self-study include the following
3 elements:

1. A profile of the Jewish education enterprise in the community, including the following:

Participation (absolute numbers, rates and trends)

Inventory of perscnnel, programs, institutions, organizations
Program resources

Financial resources

2. A needs analysis 10 focus during the first year on personnel-related issues, a central part of
which wili be an educator’s survey.

3. A follow-on agenda for continuing analysis during years 2-5.

ClJE Planning Guide 10









W Market analysis: selected client/consumer groups
B Assessment of quality

Educators’ Survey

Given the critical importance of personne! in Jewish education and its centrality in the
Lead Communities Project, an educators’ survey should be an early and major component of the
needs analysis. While the first round presentation of the community profile of Jewish education
(see above) will compile presently available information on personnel, there are likely to be large
gaps. Quality information about this fundamental human resource is invaluable, first for
identifying priorities for improving the profession, and later for assessing the impact of
community initiatives. Box 5 contains ideas for areas to cover in a survey of Jewish education
personnel. Adapting or building upon educator surveys undertaken in recent years by other
communities is also recommended. Communities may contact CIJE for assistance in identifying
useful prototypes.

Make sure to involve experienced social scientists, and educators from formal and
informal settings in the design and implementation of the survev. Involving people from the field
will improve the quality of the data elements selected, help avoid time and resource consuming
efforts to obtain unavailable information, help pave the way when it comes time to collect data,
and help mobilize educators to support the overall objectives of the commission.

Summarizing, the initial thinking about the educator’s survey should take several factors
into account:

B Purpose of the survey: E.g.
O to provide detailed profile of personnel characteristics
© to understand personnel strengths, weaknesses and needs (e.g. qualifications,
turnover, shortage areas)
© to establish a database for future comparisons

B Potential uses, outcomes. E.g.:
© to identify in-services training needs
© to understand the structure of employment (is most of the work force very much
part-time, vocational, or avocational, reasonably well paid, or not)
© to identify priorities for recruitment

®  Categories of Information: What information is desired (see Box 4)

B Database: Allow for growth, in number of information fields as well as in number
of records

B Involve educators from formal and informal settings

W Select survey director, or researcher with requisite expertise. In selecting staff, or

CI1JE Planning Guide 1
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contractii  with a researcher, thoroughly review assignments, expectations and workplans

In view of the importance, complexity, and ongoing nature of this aspect of the lead
community effort, it may be advisabie to convene a special task force (if such a task force was
not built into the organizing framework) to oversee this phase of work.

Box 5: Educators’ Survey: Possible Categories for Inventory (Illustrative only) l

= Demographic profile (e.g., sex, age, marital status, address) i

Affiliation

« Jewish education background (e.g., degrees, licensure, courses and programs)

*+ In-service staff development (subjects, scope and level)

Work history

Jewish education work experience (e.g., vears of experience, present and recent
positions, full-time and part-time weekly hours; camp, other summer and other part-time
jobs)

» Secular education positions

« Salary history, in Jewish educatton |

* Inventory of formal and informal expertise (e.g., Judaic/Hebrew; age level
specializations; teacher training, resource room management, special education; organizing,
supervisory or administrative skills). Classifiable as: =

© Areas of knowledge
© Skills
© Special talents

» Attitudinal questions {e.g., Jewish education career intentions; job satisfaction and
priority concerns)

Market Analysis

A market analysis attempts to quantify the unmet demand among different client groups
for various Jewish education services/programs, and the potential pool of consumers who might
participate if programs were made attractive enough to them.

CLE Planning Guide 14
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~~X 6: Targeting

Several criteria can be applied in making decisions about what information or which
groups to target in the needs analysis.

* Present knowledge: How much is already known about the topic or the needs of the
group? Has the issue or group previously been studied? Are there significant open
questions about what the needs are or how they should be addressed?

» Priority: How high a priority is the topic or sub-group with respect to Jewish
education? Are the needs of this group for Jewish education a major issue or concern in
the community?

« Scope: Is the scope of its impact (for example because of size or centrality) likelv to
be large?

* Feasibility: What resources of time, effort, money are needed to answer the open
questions? For example, does available personnel have the expertise to design and camry
out the study? Are data collection instruments available in the community or elsewhere
that can be adapted?

Measures of Need: There are three conceptual ways of considering need:
a. "Market:" Actual demand by a defined set of pecople.

b. "Standard:" A measure of how much people require, or, from the community
perspective, what is needed to realize a set of aspirations.

c. "Receptivity:" What people might porentially respond to, i.e. "buy”, but cannot
articulate because it is not within their past experience.

In designing the needs analysis, you must decide which measure or measures will be most
useful for each subgroup. The CIIE’s "Goals Project" and its "Best Practices" project may help
reveal valuable insights which will help communities define appropriate measures. The criteria
for targeting will be helpful in narrowing the measures as well (see also Box 6).

CIJE Planning Guide 16



Box 7: Sclecting the Measure of Need

Here are some other considerations to bear in mind in deciding how to measure need:

* Market measures are most appropriate when the institutions of the community are
relatively powerless to design incentives or exercise leverage to influence individual
choices, other than by improving the programs that are offered.

» Conversely, standards will be appropriate when community institutions are in a
position to offer incentives or exercise leverage, and have a clear and definable stake in
the outcomes of the service area. The caliber and training of professionals is one case in
point. Another example is the quality of the curriculum.

* In a needs analysis it is virtually impossible to "measure” receptivity, for example to a
charismatic teacher or leader, to an effective new recruitment strategy, or to a climate that
has been transformed by the involvement and participation of new actors and stakeholders.
It is possible to examine programs that have been successful elsewhere to expand the
viston of decision makers, particularly when it comes time to elicit or develop program
strategies. In the context of the needs analysis, it is useful to ponder more ambitious
alternatives when the expressed needs aspire to a low level.

Measures of Resources: Potential "needs" should be compared to available resources to
identify areas of unmet need or "gaps". At the most basic level, a profile of educational

resources should include:

W  Data on the numbers of programs, by type, their capacities (in terms of openings,

places) and actual enrollments

® Data on numbers of personnel {reprise from profile or survey) qualified for different

program types -- as a measure of shortages or capacity to serve more participants
m  Utilization of space

B levels of funding

B Anticipated changes (including resources in the pipeline, such as new programs being

planned or anticipated cutbacks)

Measures of Quality

Ideally, a profile of resources should also incorporate assessments of their qualirv. For
example, while a community may appear to have enough supplementary school programs, the

more crucial issue is how good are they?

CHE Planning Guide



The gquality of programs is generally measured by assessment of levels of achievement,
or measures of performance. The task in Jewish education is substantially more difficult because
of the paucity of satisfactory tests of knowledge or achievement, and the complexity of defining
a set of generally acceptable standards. For these reasons, in the short run at least it makes sense
to rely on "surrogate™ measures of performance. For example, attendance and longevity/dropout
statistics can be enlightening as indicators of changes in student performance. At the same time,
lead communities may spearhead efforts to develop more direct measures of student performance.
In undertaking developmental work of this sort, communities may want to draw upon the
expertise of national organizations (e.g., CAJE, CJF, CLAL, JESNA, JCCA) and national training
institutions with whom CIJE has developed partnerships.

If enroliment or attendance is low, or dropoff at age 13 is high, is it because the
prospective students are not out there, no effort is made to recruit, the programs are poorly
designed or because effort is needed to increase parental support? Information on the guality and
effectiveness of programs is important for identifying strengths and weaknesses of the existing
system, for developing strategies for improvement, and ultimately for establishing a baseline
against which the impact of future efforts can be measured.

Regardless, the difficult in measuring quality dictates that in this area especially several
iterations of study are necessary. Findings and gaps uncovered in one round define the task for
the next round, as the community’s efforts to better evaluate, collect information and conduct
surveys are implemented, and bear fruit.

Generally speaking, three types of measures can be used: (1} input. (2) output or
performance, and (3) outcomes. See Box 8 for examples of measures to consider. If you find
an absence of information on effectiveness -- that, in itself, may suggest that critical issues for
the community will be: How should programs be evaluated and against what criteria? What
are the characteristics of an excellent educational program? Should there be a process for setting
community standards and "accrediting” programs?  Should there be an effort 10 develop
community-wide performance indicators and what should they be?

CIJE Planning Guide 18



Box 8: Illustrative Measures of Quality and Effectiveness

Measures of inputs are generally the easiest to obtain. Examples include: per capita
expenditures for various age cohorts and programs, teacher/student ratios, average teacher
salaries, per cent of teachers with advanced degrees, lay invoivement, number of teachers
participating in in-service training, curriculum units developed and introduced,
increases/decreases in educator/participant contact hours, and etc. Comparisons can be
made to provide perspective on where the community stands in relation to other
communities and the nation on key indicators.

Examples of output or performance measures include per cent of eligible population
participating in formal and informai Jewish education by age group, levels of student and H
parent satisfaction, drop out rates pre and post bar(bat) mitzvah, performance on tests of
Jewish knowledge, etc. Methods of collecting this information include sample surveys, ‘
questionnaires to program directors, focus groups (for satisfaction), self-studies by schools,
alumni surveys, data collected by a central body such as the Board of Jewish Education or |
Federation, and information collected in recent Jewish population studies.

* QOutcomes are the most difficult to measure. It is useful to articulate what these might |
be, even if the data is not available, hecause it will be helpful in developing the mission
statement later on as well as for suggesting lines of future research. Examples of outcome ||
measures would be self-definition and commitment to Jewish identity, values and

practices; evidence of transmission of Jewishness to the next generation; affiliation with H
synagogues, communal organizations, support of Israel and Jewish institutions, etc.

Communitv_Mobilization: Through the very process of moving forward as a lead
community and of engaging in the market analysis, findings will surface about the
strengths and shortcomings on the awareness, involvement and commitment of various
sectors of tbe community about Jewish education programs and commission initiatives.
Examples of areas of potential attention include:

® Communication and collaboration between program professionals and rabbis

®  Involvement of teachers, educators in informal settings in articulating problems and
solutions

®  The size (and growth) of the cadre of committed and supportive lay leaders, parents
and/or donors

B The presence (or absence) of regular publicity/information announcements about
Jewish education programs, performances, or initiatives {e.2. columns in the local Jewish
newspapers, community program catalogues, regular flyers, etc.)

CIJE Planning Guide 19









informal Jewish education programs (for example, achievement measures to test knowledge of
supplementary school students).
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III. CRITICAL ISSUES

"The Jews of North America live in an open society that presents an
unprecedented range of opportunities and choices.  This extraordinary
environment confronis us with what is proving 10 be an historic dilemma: while
we cherish our freedom as individuals to explore new horizons, we recognize that
this very freedom poses a dramatic challenge to the future of the Jewish way of
life. The Jewish community must meet the challenge at a time when young people
are not sure of their roots in the past or of their identity in the future. There is
an urgent need lo explore all possible ways to ensure that Jews maintain and
Strengthen the commitments that are central to Judaism."

A Time to Act, p. 25-26

Rationale

In charting future directions, any community faces a number of important policy choices:
i.e., critical issues. Early discussions of the planning committee are the first step in identifying
the critical issues in personnel and community mobilization. Findings emerging through the on-
going self study, including information on educators, areas of needs in mobilizing the community,
and program strengths and weaknesses, will help sort out and clarify the fundamental decisions.

Deliverables:

m  Expiicit assumptions
B Formulation of critical issues
B Document summarizing consensus of committee on each critical issue

Benchmarks and Methods

1. Assumptions: In designing the best possible system for coordinating and supporting Jewish
education, there will be several fundamental "givens" (e.g., overcoming shortages in qualified
Jewish education personnel will require a systemic action in many areas, not just a single
program). ‘These assumptions should be made explicit to ensure agreement by the commission.
Assumptions on which there is not consensus may well become "issues” which the committee
must address (see Box 10 for sample assumptions).
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Box 10: e A ions

1. Shortages in qualified Jewish education personnel will not be satisfactorily overcome
until a series of systemic problems in the profession are addressed (e.g., salaries, training,
career opportunities, empowerment in decision making) -- not just one element.

2. Talented young adults can be enticed to enter careers in Jewish education if major
cor nal leaders (lay, rabbis, educators, professionals) take an active role  the
recruitment process.

3. Significant levels of increased funding for Jewish education will not materialize if
community leaders are not included early in the planning and decision on actions.

4. Jewish education has a more powerful impact on students when formal and informal
experiences are linked.

5. The delivery system needs to offer an opportunity for balance (creative tension)
between community-wide perspectives and the perspectives of the religious movements
(Reform, Conservative, Reconstructionist and Orthodox).

2. Critical Issues: The most important choices on enabling options faced by the community
must be defined and resolved in order to set priorities in Jewish education. The planning
committee will attempt to reach agreement on what the important questions regarding personnel,
community mobilization, and future investment in Jewish education throughout the community.

The selection of the critical choices is as important as the commission’s decisions on their
resolution. Omission of, or "papering over," a buming issue is likely to exacerbate future discord
and confusion in the community. On the other hand, the omission may choose to table for the
present a particular issue on which it is unable to achieve resolution. By this means it
acknowledges recognition of an important problem and its intention to return to it.

Because the formulation of the critical issues is pivotal to the development of the mission
and the rest of the planning process, you are urged to confer with CIJE and tap its resources.
As with other parts of the process, CIJE wiil facilitate sharing experience with the other lead
communities.

In defining and organizing choices, it may be useful to classify issues in cascading
categories that proceed from more philosophic (i.e., mission) toward more operational (i.e..
programmatic or organizational). (See Box 11 for types of issues.)
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IV. MISSION OR VISION STATEMENT

"Jewish education must find a way to transmit the essence of what Jewish life is
all about, so that future generations of Jews will be impelled to search for
meaning through their own rich traditions and institutions. Judaism must be
presented as a lLiving entity which gives the Jews of today the resources to find
answers to the fundamental questions of life as readily as it did for our ancestors
through the centuries."

A Time to Act, P. 27

Rationale

The heart of a strategic plan is a mission (or vision) statement, which should project a
clear view of the aspirations of the community. The mission statement for the lead community
should project a self-image of the community in relation to the enabling options for Jewish
education. A good mission statement not only suggests what the community wants to accomplish
but what it does not seek to accomplish; at the broadest level, it identifies whom it seeks to serve
and how.

The mission statement is the result of a process that includes deliberation by and
consultation with a broad cross section of the community -- lay leaders, scholars, rabbis,
educators and communal prefessionals, parents and other stakeholdcrs.

Deliverable

A concise mission staiement.

Benchmarks and Methods

Because of its importance. and the difficulty of crafting a good one, the mission statement
needs to be the product of substantial analysis and discussion; it should be prepared in the middle
of the planning process, not at the beginning. The CIJE goals project may be of help to
communities as they formulate missions.

It should represent the resolution of mission-level critical issues and frame a broad
response 10 the needs assessment. Some parts of the mission statement are not likely to be very
controversial; others might be. It is helpful to identify the major options in relation to each
critical issue as a framework for the kev discussion at which the mission statement gets
formulated (see illustration in Box 12 below):
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"... the needs of education have seemed to be less urgent, less insistent, more
diffused [than other issues); a problem that could be dealt with at some point in
the future when more pressing problems have been solved. This is an illusion.
... we can no longer posipone addressing the needs of Jewish education, lest we
face an irreversible decline in the vitality of the Jewish people.”

A Time to Act, p. 28

Rationale

The purpose of this part of the planning process is to insure that Jewish communal
resources available for Jewish education are directed to the lead community’s needs and mission.
This is accomplished by selecting effective strategies or policies, and setting appropriate
priorities.

The policies in the plan represent resolutions of the critical issues identified above.
Resolution of an issue need not strictly adhere to the alternatives that were considered when the
issue was defined. It may combine elements of several choices or be an alternative not
previously thought of.

Establishing priorities for any community is extremely difficult: first, because of the large
number of programmatic options it would be desirable to undertake to increase community
support or to build the Jewish education profession {e.g.. increase salaries, upgrade senior
educators, recruit new talent, expand training programs, open a resource center, develop a
mentoring program, etc.); and second, because of the multiplicity of constituencies, and their
differing values. A particular educational service may be very important to one group and
unimportant to another. The challenge is to develop an approach in which all important views
are heard, and then strategies and priorities are developed to insure that the community does not
scatter its limited resources.

"Priorities" are seen as judgments about relative importance that inform decisions about
use of non-fiscal resources (such as leadership and staff of community agencies), resource
development (such as foundation and endowment deveiopment), as well as dollar allocation
decisions in the budgeting process.

Deliverables
m  List of policy recommendations for the improvement of community mobilization

B Recommended priority rank and desirable sequence for each recommendation

B List of criteria used to select and rank policy recommendations
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* Supports professionalization of principals, teachers, and educators in informal settings --
including incentives for higher levels of education.

» Broadens lay leader involvement and support of Jewish education.
= Maximizes effective utilization of resources {minimize duplication).

« Maximizes the opportunity to integrate formal and informal educational techniques
(e.g., family shabbatonim; camping + study programs; Israel study programs).

« Incorporates principles and methods that work, as documented by CLJE’s "Best
Practices" project.
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V7" TTSIGNING PROGRAMS/PILOT PROJECTS

"Jewish education must be compelling -- emotionally, intellectually, and spiritually
-- 5o that Jews, young and old, will say to themselves: ’[ have decided to remain
engaged, to continue to investigate and grapple with these ideas, and to choose an
appropriate way of life.” "

A Time to Act, p. 26

Expanded, modified, and new programs of course are the most tangible part of the effort
to improve Jewish education throughout the community. In the context of a lead community,
they are important not just for the promise they hold to improve the enterprise, but also because
they can serve as visible demonstrations that help attract larger circles of adherents.

The recent history of Jewish education, as with many other enterprises, contains instances
of programs hastily put together to address frustrating problems. Here we hope to shift the
emphasis toward the tried, proven and planned. "Best Practices,” a CIJE project that is
documenting successful programs throughout the continent and organizing them in a variety of
categories, should be immensely helpful here. "Best Practice” programs are being classified in
six areas:

Supplementary schools

Early childhood Jewish education
ICCs

Israel experience

Day schools

Jewish camping

The "Best Practices" project is now developing a method by which lead community
planners and educators can learn from the best practices it has document and begin to introduce
adaptations of those ideas into their own communities. This can occur through a wide range of
activities including: site visits by lead community pianners to observe best practices in action:
visits by best practice practitioners to lead communities; workshops with educators in lead
communities, etc.

We envision programs being launched in two stages: first a few pilot projects to get
started; and a subsequent series of programs reflecting the vision and priorities of the
Commission.

Pilot Projects

A community may wish to launch a small number of pilot programs early in the process
1o begin getting results, to test ideas about which it has a reasonably high level of confidence of
success, to gain visibility for its lead community project, and to mobilize the community and
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ate a sense of excit . Prc_..ms se | as pilot " >uld be ones wh . are likely to t
consistent with long term directions, or likely to show results in a short period of time. Box 15
contains sample criteria for use in selecting pilot projects.

Selecting pilot projects that address high priority enabling options -- namely personnel and
community mobilization -- is another way of helping to ensure the viability of the effort. Sample
pilot programs are listed in Box 16.

Box 15: Sample Criteria for Pilot Project Selection

« Improves the profession (teachers, principals, and informal educators)

« High visibility -- likely to reinforce community mobilization efforts (e.g. catalyze
stakeholder support)

» Maximizes the opportunity to replicate good results from other communities (e.g-, via
"Best Practices")

+ Promotes multi-agency programming and cooperation

« Draws upon the resources and expertise of national training organizations (i-e., via CIJE ||
partnerships) !

+ Can feasibly be implemented quickly !
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