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June 8, 1993 

M E M O R A N D U M 

TO: Virginia Levi 

rROM: Stephen H. Hoffman/~ 

I tal ked with David Sarnat and t old him that Seymour had a 
good talk with David Blumenthal a t E~ory. David also 
described for me the political proce$s they ace following to 
bring the rabbis and the JCC together in Atlanta, and I 
think it is a good process. 

SHH:gc 
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The detailed agenda was teccific . Dave Sarnat himself will 
be corn ing in for the consultat ion. He'l l arrive Tuesday 
even ing with me and will stay a l l day Wednesday. 
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May 19, 1993 

M E M O R A N D U M 

TO: Morton L . Mandel 
Heney L. Zucker\, 

FROM : Stephen H. Hoffman~ 

cc: Vicginia Levi 

David Sar nat called the othec day to t e ll me that Gecald Cohen, 
the CIJE boacd membec fcom Atlanta, would like to ret ice f com 
active duty. Gerald is an olde~ mernbec of our board, though he 
has been a faithful attendee. You may c emember that we had to 
encourage Gerald to join the board because he was reluctanc co 
travel even then. He is a past pcesident of the Atlanta 
Federation and a majoc supporter of Jewish education and 
conservative Judaism in Atlanta. He's also just a wondecful human 
being. 

Dav i d has suggested t ha t we consider replacing Gerald with another 
Atlanta leadec, Jay Davi s , a young man in his eacly 40s. He and 
his father ( who is 85 ) gave a million doll ars t o the Atlanta 
Fedecation foe an endowment in J ewish education. David tells me 
t hat Jay is still being developed as a cons t cuct i ve l eadec and is 
in need of a significant amount of s upport and education as to 
community process , pol i tics, e tc . It vas Da vid ' s suggestion that 
we considec invit ing the thcee e xecs of ou c lead communities to 
CIJE boacd meetings in t he futu ce . Th i s would g ive David a 
"covec" to be in attendance and to hel p with the education and 
cultivation . of Jay Davis . 

I t hink we should consider this recommendation positively. The 
moce young, potentia l ly s i gnificant pl ayers we can ident i f y in the 
communities, the easier ou c job will be, and we will a lso be doing 
a service foe ou r lead communi t ies, such aa I think we ace doing 
with Dan Bader in Milwaukee. 

You wi ll , I believe, also be pleased t o kno~ that Dav id was much 
more positive coming out of th e staff meet ings with the l ead 
communities last week t han he was going in . Coming f~om David, 
this is "high pr-aise . " His usual style is to tell you nothing 
when he 's happy and on ly to l et you know when he 's not . 

SHH:gc 
B3 :15A 
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May 18, 1993 

M E M O R A N D U M 

TO: Mocton L . Mandel cc: 
Henry L. Zucker 

FROM : Stephen H. Hoffman~ 

Seymour E'ox 
Annette Hochstein 

I ha d a conversation today with Marty Kraa c , at Hank Zuckec's 
suggest ion , about the confusion acound the cole of CIJE in the 
community and the p,oposed cole of CJF 's new Commiss ion on Jewish 
Identity and Continuity. 

Our conversation was brief. Marty was not awace that on at least 
two occasions, at the CJF Board Ins ti tute in Phoenix and the most 
c e cent Quarterly i n Washington, that Macvin Lender had had a 
difficult time cesponding to questions as to the dif feren t V 
purposes of CIJE and CJF'a new initiative. 

Marty was surprised by my raising t he i ss ue since Mo r t had not 
caised it with him on a coup l e o f occasions in the pas t few months 
when they wece togethec and discussing, I assume, CJF's affairs. V 
I indica ted that it was of incceasing inte~eat to us. 

Macty offeced the opinion that the CIJE is perceived at CJF on the 
same level as the Crown Family 1 s initiative, the Covenant 
Foundation. I suggested to Marty that CIJ8 had a broader 
objective and ultimately envisioned a more encompassing 
intervention in Jewish continuity lif e in the Uni t ed States. 
Marty acknowledged that that might be the case but that the CJ F 
officers did not necessarily see it that way. I suggested that 
this could be the source of some friction down the coad. 

I o££QcQd thQ cQcommQnd~t ion that thio to~ie become~ diocuooion 
with Moct, his advisors, Marty, and s ome CJF leadership. I 
further suggested that perhaps this could be discussed at the 
meeting CI JE was seeking with its partners, CJF, J8SNA, and JCCA. 

v 

---

Marty replied that that meeting had been sccatched, d11u I ------
responded that I thought thece was an attempt to reac tivate i t. 
Marty agreed that might then be a good forum foe such a 
d i scussion. 

Pl ease let me know if there 1 s anything further you wish me to do 
with this matter. 

Wacm cegards. 
Presidenr · tiennerc YrtnOwiCL. • Vice -Pre51dems • George N. Aro1,off · Rober. (i()lclt,erg · Pe\<:1 Ri.cpka · E.vie Sc1fr.-;n 

V 
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MESSAGE 

The Atlanta Federation has asked for a more de t ailed agenda 
for next week's meeting. The present outline given to them 
by Ma r shall Levin is too aketchy. 

Can you give me a more detailed agenda to shace with them in 
teems of objectives expected, outcomes, etc.? 

Warm regards. 

SHH:gc 
B3:14A 
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STEVE HOFFMAN AGENDA 
----------28 . 3 . 93 

1. DENOMINATIONS ANO THE SEMINAR IN MAY - THE I R 
PARTICIPATION 

2. DIRECTOR FOR CIJE 

3 . ARRANGE TELECON WITH HIM AND HANK ZUCKER 

4 . SHULAM!T ELSTER 

5. CLEVELAND 

6 . RAY LEVI 

7. JACK UKLESE FAX (SEE ATTACHED) 

8 . HIS FAX (SEE ATTACHED) 
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March 18, 1993 

M E M O R A N D U M 

TO : Seymour Fox 
Annette Hochste i n 

FROM; Stephen H. Hoffmanr 

As I have discussed with you fcom time to time, Cleve l and is 
moving ahead with the second four -year phase of ouc 
Commission on Jewish continuity. In the last fouc yeacs we 
spenr: jusr: ovec :;>4 million, ancl we antlc;iµ(;!.t~ cllc11; y!:uwl11~ 
to $8 million ovec the ne xt four years. In shoct -- fairl y 
3ignificant dollacs . 

Needless to say, we ' ve leacned a lot in ouc first fouc years 
and our learning was greatly enhanced by Dan Pekacaky's 
involvement, due to your encouragement, As you know, we had 
each pcogcam conduct s e lf- evaluations, which were reviewed 
by Jon Woochec , Adam Gamoran and Susan Shevitz. And, we had 
Jim Meier from Ukeles & Associate s do an outside review 
(copy e nclosed ) . While we l earned from al l this, we believe 
we should do better evaluation work going forwacd . Funds 
have b e en budgeted for this purpose. 

Would it not make sense t o ask Ellen Goldring to work 
Cleveland into the CIJE e valuation prog r am just as they ace 
looking at the l ead commu n i t ies? We'd have to identify 
ano t her resident researcher, etc , 

Another subject . •. I know you have shared with Alan 
Hoffman our personne l needs . Let me pl a c e them in front of 
you again. We are s earch i ng for at leas t four people: 

1. Leader of the Cl e veland Feliows p r oject at the 
College (to replace Dan Pekarsky). 

2. A director of t h e Retreat institute at the Jewish 
Community Center. 

3. An assistant director for the Retreat Institute. 

.. 



MAR 19 '93 12 : 23 J EWISH COMMUNi TY CLV . 

Seymour ~ox 
Annette Hochstein 

-2-

PAGE.02 

March 19, 1993 

4. A senior plannec/thinkec for the new COJC-Bureau of 
Jewish Education entity that Mark Gurvis will lead 
-- someone capable of analyzing Cleveland's 
educational needs on a macro-level and working one 
on one with each school on a micro-level. 

Your suggestions foe people to consider among the Je r usalem 
Fellows, senior educators, or wherever , are highly required. 

Fi nal ly, I would like, more focmally, to have your input on 
our work. in Cleveland. We've. chatted over the years and 
had extended discussions ducing your visits in town, but I 
think we would benefit from a more rigorous involvement. 
We're contemplating a major redesign of the Cleveland 
Fellows training component . We should be re~examining ouc 
Project Curricu l um Renewal in the ne xt yeac or two. Ouc 
ma j oc in-service work should be evaluated, etc. To whom 
else can I turn but to the people I cespect? 

I know this is a l ot to lay on you, but I need your guidance 
for the pee-l ead community, community! 

Wacm regards. 

SHH:gc 
B3 :03B 

Enc. 

cc: Ma.ck Gucvis 
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Atlanta Jewish Federation 
1753 Peachtree Road. Northeast/Attanta, Georgia 30009/404·873• 1e61 /FAX 404-874·7043 

February 4, 1993 

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

Dear Steve: . 

Good seeing you yesterday. Our niscussion was enlightening 
and gave me some much needed insight into some of the reasons 
for the dearth of progress. 

Notwithstanding the staffing and funding issues which Atlanta 
must address, all of u s are still struggling to identify how 
to move forward. CIJE staff may be clear about Lead 
Community Project goals, and have a plan, but it's a great 
deal more nebulous to us in the communities. 

While Atlanta intends to move forward with Jewish educational 
planning, and woul d have done so whether sel e c ted by CIJE or 
not, our involvement rnakes it possible to be much more 
e ffective than we would have been on our own. Before we can 
focus on content, however, we need to understand CIJE's plan. 

Annette mentioned that CIJE has a very rich plan . For me, 
such a plan would articulate the broad areas in which CIJE 
will work- -building the profession, mobil i z i ng the com.~unity, 
developing a research capability, disseminating _Best 
Practices material, connecting l ead communities with 
potential funders, involving other major organizations, etc. 
-- and, for each area, would include goals and/or 
objectives, activities designed to meet them, and a 
timetable. 

Lead community planning should occur within the context of a 
CI:Jl:!i J:)l(U.l . :t uullt::.L c:sLeulu Lhe impo:i.-t~nc::c:: of eon tent o.nd 
linking it to planning but, from my perspective, CIJE has 
skipped the development of its own implementation plan. 
Instead of creating its own writ ten plan, CIJE is focusing on 
what the communities should be do ing. 

PRESIDENT-Gerold D. Horowitz • FIRST VICE PRESIDENT-David N. Minkin 
VICE PRESIDENTS-Jock N. Halpern. S. stephen Selig Ill 

TREASURER-Mork Uchtensteln • ASSISTANT TREASURERS-Elliott Cohen, Jody Franco 
SECRETARY-I arry .Jmeph • ASSISTANT SECRETARIES-Candy A. Berman, Ann L. Davis 

CAMPAIGN CHAIRMAN-Arnold B. Rubenstein, M .D. • EXECUTIVE DIRECTOR-Dovld I. Samet 
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In section Hof "Lead Communities at Work,n there is a list 
of six community tasks which are to be included during the 
first year . CIJE staff must understand that success depends 
upon mutual interests. CIJE can't gloss over our request to 
understand its implementation plan and proceed to tell us our 
responsibilities. 

Ailner.ce will send a dro.ft c,.gendo. for the next meeting, which 
should have three purposes: (l } to work together to flesh 
out an implementation plan for CIJE, (2) to identify how 
local planning in each lead community will mesh with the CIJE 
plan, and ( 3 } to develop a process f o r implementing an 
initiative in each community as soon as possible, whether a 
"best practice," a program for profesionals, or something 
else. 

The meeting should have relatively few participants, be 
structured, and have a facilitator. Just as with our own 
meetings at home, the quality of the preparacion will 
decermine the outcome. 

Hope this is helpful. 

Sto,,,,.u.,.,.,,, E , 
Associ ate Director 

p . s. We're available for a meeting on March 10, 11, 12, 16, 
17, 23, 24. Please confirm as scon as possible. 
Thanks. 
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To: 

From: 

Date: 

Re: 

MEMORANDUM 

Annette Hochstein 
Ginny Levi 

Jim Meier /L-

February 4, 1993 

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. 
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[draft: guide.06B 02-04-93] 

LEAD COMMUNITIES Pl.ANNING GUIDE 

"Our goal should be to make it possible for every Jewish person, child or adult, 
to be exposed to the mystery and romance of Jewish history, to the enthralling 
insights and special sensitivities of Jewish thought, to the sanctity and symbolism 
of Jewish existence, and to the power and profundity of Jewish faith. As a motto 
and declaration of hope, we might adapt the dictum that says, 'They searched 
from Dan to Beer Sheva and did not find an am ha'aretz!' 'Am ha'aretz,' usually 
understood as an ignoramus, an illiterate, may for our purposes be redefined as 
one indifferent to Jewish visions and values, untouched by the drama and majesty 
of Jewish history, unappreciative of the resourcefulness and resilience of the 
Jewish community, and unconcerned with Jewish destiny. Education, in its 
broadest sense, will enable young people to confront the secret of Jewish tenacity 
and existence, the quality of Torah teaching which fascinates and attracts 
irresistibly. They will then be able, even eager, to find their place in a creative 
and constructive Jewish community. 11 

CIJE Planning Guide 

Professor Isadore Twersky 
A Time to Act. p. 19 



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

"Recent developments throughout the continent indicate that a climate exists today 
for bringing about major improvements. However, a massive program will have 
to 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 

■ give some measure of uniformity to the planning process that each of the lead 
communities will engage in. 

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

CUE Planning Guide 2 



AB a general 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. 

OJE 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 3 



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 country. Because the initiative will come from 
the community itself, this will be a "bottom-up" rather than a "top-down" efforc." 

A Time to Act, p. 68 

Rationale 

First steps refer to preparations, to allow 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. Identify and recruit key leadership, including: 

■ Chair 

CIJE Planning Guide 4 



■ Lay leaders 
■ Major donors 
■ Educators 
■ Rabbis 
■ Other professionals 

2. Establish the Lead Community Commission, composed with representation that includes top 
leadership from each of these groups and that reflects the broad spectrum of the community. 
E.g., leadership from: 

■ Federation 
■ Formal educational settings 

o schools 
o synagogues 

■ Informal educational settings 
o JCCs 
O camps 

■ Communal agencies and organizations dealing with education 

Box 1: Concentric Circles of Leadership 

One way to organize to reconcile the dual objectives of strong and thoughtful leadership 
coupled with wide involvement is to develop expanding circles of leadership. For 
example: 

• Steering committee, composed of 10-15 members, delegated by the Commission to 
handle active operational responsibilities and decisions. The Steering Committee would 
meet approximately monthly, the full Commission every 3 months. 

• Commission, composed of 35-50 members, serves as a forum for priority setting, 
policy development, long-range planning, coordination, and review of 
task forces recommendations. 

• T ask Forces, to address substantive issues and make recommendations to the full 
Commission, and/or to monitor and evaluate projects once they begin operations (see 
below.) 

• Ad Hoc Working Groups, to be set up on an ad hoc basis by individual task forces to 
investigate special issues, work o ut program implementation details, confer with end users 
to ensure receptivity to program ideas or refine details, etc. 

■ Compile packets of background information and distribute to each of the committee 
members. Box 2 contains a selection of materials that may be useful for this purpose. 
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Box 2: Examples of Background Materials 

• A Time To Act 

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

• Other studies and documents relating to the community 's educational systems. 

• Summary of most recent Jewish population study for your community. 

• CIJE project descriptions 

o "Best Practices" 

o Monitoring, Evaluation and Feedback 

o Goals Project 

3. Convene Commission 

■ Establish a detailed timetable for the project by working backward from the year one 
end date, as well 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 firs t year of planning. Scan major Jewish and national 
holidays for conf7icts. (See Box 3 for an illustrative schedule of steps.) 

■ Prepare a tentative agenda for the first committee meeting to review with the chair. 
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Box 3: Illustrative Planning Framework 

Phase 

1. Start-up 

2. Start Self-s1udy 
(oogoing) 

3. Critical Issues 

4. Mission or 
Vision Statement 

5. Strategies and 
Priorities for 
Action 

6. Programs 

7. Resource 
Development 

8. Subsequent 
year action plan 

CIJE Planning Guide 

Deliverable 

• Form Commission 
• Discuss the idea 
• Detailed workplan 
• Agree on mandate 

• Form commiuees 

• Design scheme 
• Profile of Jewish education: strengths and 
weaknesses 
• Survey of educators in the community 
• Report on findings 

• Formulate issues 

• Draft community mission s1atemen1 

• List of recommendations for each major 
area (personnel, community mobilization, 
Israel experience) w ith priority rankings 
and priority sequencing 

• Confer with CIJE, Best Practices 

• Draft guidelines 
• Define program priority areas and new 
ioitiatives 

• Issue call for program implementation 
proposals 

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

• Draft budget with resource objectives 
• Compile summaries of program options 
• Prepare first year implementation plan 

Commission M eeting Subject 

la. Review of project key ideas, aims 
and structures 
lb. Rev iew of workplan: K ey 
methods and projects 

- Best Practices 
- dealing with goals 
• M onitoring evaluation feedback 

project 
le. Develop charge to committees: 
main thrusts: 

• personnel 
• rommunity 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 priorit ies 

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

8a. Select programs for next year 
8b. Approve overall implementation 
plan 
8c. Set resources objectives (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: 

■ Main thrusts of the recommendations of the Commission on Jewish Education in 

North America 
o personnel 
0 community mobilization 
o research/self-study 
O Israel experience 

■ Delivery settings, e.g.: 
o day schools 
o supplementary schools 
O programs in informal settings 

■ Functional, the classic "Board of Directors" model, e.g.: 
o pilot projects 
o best practices 
O goals/visions of Jewish education 
o monitoring and evaluation 
o fundraising 
O coalition building and marketing/networking 
O educator's survey 
O five year planning 

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

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

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

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

■ Bridge building: Likelihood of fostering collaboration, of enlisting membership in 
each committee that is representative of multiple constituencies. 
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The time and commitment of top lay leaders to serve as chairs, and the depth of capable 
professionals to service the task forces are factors to consider in deciding on the number of 
committees. 
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Il. SELF.STUDY 

"[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 shortcomings, and determining where 
the most promising opportunities for improvement might lie." 

A Time to Act, p. 31 

Rationale 

Obtaining reliable information about something as complex as a community's educational system 
is an ongoing endeavor. Its payoffs 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 des igning and carrying out the self-study, 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 identify the 
critica l issues and choices the commission may choose to address. It will also help move the 
community towards establishing standards of achievement that the community aspi res to. 

The self-study process is an ongoing 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-smdy 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 personnel, programs, institutions, o rganizations 
■ Program resources 
■ Financial resources 

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

3. A follow-on. agenda fo r continuing analysis during years 2-5. 
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1. Profile 

a. Develop demographic profile of Jewish education needs in the community. 

■ Jewish population characteristics: cohort sizes (e.g., early childhood, school age lay 
leaders, adult education learners, college-age youth, other special groups, like mixed 
married couples) 

b. Develop inventory of program capacities and participation rates (formal and informal 
programs) including: 

■ A profile of the institutional resources, programs and services presently available in 
the community. 

■ Present enrollments and participation rates (i.e., percent of group attending), and 
recent enrollment/participation trends. 

■ Estimate of the capacity of each program if it is not being fully utilized. 

(See Box 4 for categories of information to describe each program area.) 

c. Develop profile of present Jewish education personnel by drawing on available data. (Note: 
knowledge of educator strengths and needs will be enriched as returns on the educator's survey, 
discussed below, are compiled.) 

■ Size of key groups of personnel (e.g., day school principals, day school teachers, 
supplementary, early childhood, camps counselors, JCC program staff, other informal 
education personnel) by institution/program 

■ Employment status (full-time, part-time) and years of service (e.g. in current position, 
in Jewish education in community) 

■ Qualifications, skills, expertise and background 

■ Salary and benefit levels 
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Box 4: Elements of an Institution or Program Profile 

• Organizational: 
O type of institution, program (e.g., day school, camp, retreat center, etc.) 
o denominational affiliation 

• Students: 
O enrollment and graduation trends 
O age range 

• Educators: 
o numbers of full- and part-time 
O areas of expertise 
o qualifications 
o turnover/retention rates 

• Program components: 
O subjects 
O degree(s) offered 
o in-service staff development 
O activity duration 
o methods 
O support resources ( e.g. library, training) and services 

• Finances 
o cost per unit of service 
o revenue and expenditure trends 
o major sources of revenue 

d. Summarize community expenditure levels for major categories of services. E.g.: 

■ Central agency 
■ Day schools 
■ Supplementary schools 
■ JCC education services 
■ Camps 

2. Needs Analysis 

A needs analysis identifies unserved and underserved needs for Jewish education. It will 
include: 

■ Educator's survey 
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■ Market analysis: selected client/consumer groups 
■ Assessment of quality 

Educators' Survey 

Given the critical importance of personnel 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 OJE 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 survey. 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: 

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

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

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

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

■ Involve educators from formal and informal settings 

■ Select survey director, or researcher with requisite expertise. In selecting staff, or 
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contracting 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 advisable 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) 

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

• 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., years 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 education 

• 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: 

o Areas of knowledge 
o Skills 
o 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. 
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Unmet demand, conceptually at least, is relatively straightforward: the difference between 
those who seek to participate in a program or service, and the available openings. Quantifying 
the potential pool is somewhat more complex. At the largest extreme it quantifies everyone in 
the consumer group, or cohort. The portion of the group likely to participate, however, will be 
affected by many factors, such as improvements in personnel and community mobilization -- the 
enabling options which are central to the success of this endeavor. Therefore, the market analysis 
should also seek insights on tactics to mobilize new segments of the community, and methods 
to recruit new people to participate in the enterprise of Jewish education. 

Client Sub-groups: Jewish education takes place in fonnal and informal settings from 
infancy to grand parenting. There are no easy answers to the question of which ( or 
whether any) sub-group or stage in life is the best one to start focusing attention and 
resources on. Therefore, with respect to potential client groups, two important issues 
should be articulated and addressed up-front: 

1. Targeting: which client sub-group should be studied first? 

2. Measures of Need: what is the appropriate definition of need? 

Targeting: The first step is to select the key consumer groups, in addition to Jewish 
education professionals, to be the focus of research during the first round. One construct 
of categories from which to select client sub-groups is: 

■ Early childhood 
■ Ages 5-13 
■ Post Bar/Bat M itzvah 
■ College age 
■ Parents of young children 
■ Singles 
■ Empty nesters 
■ Older adults 

Given limited resources, it may make sense to fine tune the targeting still further by 
looking at specific age groups in particular program areas, for example, Israel programs 
for teens. 
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Box 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 th is 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) likely 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 carry 
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:" A ctual demand by a defined set of people. 

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 potentially 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 CIJE'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). 
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Box 7: Selecting 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 
vision 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 Jevel, a profile of educational 
resources should include: 

■ 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 

■ Utilization of space 

■ Levels of funding 

■ Anticipated changes (including resources in the pipeline, such as new programs being 
planned or anticipated cutbacks) 

Measures of Oual itv 

Ideally, a profile of resources should also incorporate assessments of their quality. For 
example, while a community may appear to have enough supplementary school programs. the 
more crucial issue is how good are they? 
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The quality of programs is generally measured by assessment of levels of achievement, 
or measures of performance. The task in Jewish education is substanti ally 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, CLA.L, JESNA, JCCA) and national training 
institutions with whom CIJE has developed partnerships. 

If enrollment 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 quality and 
effectiveness of programs is important for identifying strengths and weaknesses of the existing 
system, for developing strategies for improvement, and ultimately for establ ishing 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 to develop 
community-wide performance indicators and what should they be? 
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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 involvement, 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 re lation 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 informal Jewish education by age group, levels of student and 
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. 

• Outcomes are the most difficult to measure. It is useful to articulate what these might 
be, even if the data is not available, because 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 
synagogues, communal organizations, support of Israel and Jewish institutions, etc. 

Community 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 the 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 

■ The presence (or absence) of regular publicity/information announcements about 
Jewish education programs, performances, or initiatives (e.g. columns in the local Jewish 
newspapers, community program catalogues, regular flyers, etc.) 
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These findings should be documented as part of the market analysis so that 
recommendations can be put forward to further mobilization of the community. 

Summary of Benchmarks[f asks 

1. Design Needs Analysis 

a. Focus: Select the primary element, issue or program to be studied 

b. Measures: Decide on the method(s) for measuring the needs (see Box 8) 

c. Develop Concept Scheme: Layout decisions on design for discussion with 
commission 

2. Collect Information: on present participation levels 

3. Estimate Community Need/Demand 

4. Gaps [3 minus 2]: a comparison of the market demand for the present programs will 
give an estimate of the unmet needs: who are the ''unserved" or "underserved" groups 
in the community from the point of view of adult Jewish education? 

5. Qualitative Analysis: compile findings on problems, and limitations on program 
quality or effectiveness and recommendations for improvement 

6. Community Mobilization Impacts: compile findings and recommendations on 
recruitment and deeper involvement of students, personnel, leadership, parents and other 
stakeholders 

CIJE Planning Guide 20 



Box 9: Methods 

Defining Potential Markets: Four types of information can be used to identify the needs 
of user groups. As a rule, malleable methods should be employed because no single 
method will give a full picture of participation levels, and the quantitative and qualitative 
limitations in the programs available for different groups. 

• Available demographic studies and data: enrollment trends, statistics on personnel 
involved in Jewish education and communal affairs (e.g., full- time, part-time, turnover, 
longevity ... ), enrollment trends in local day and supplemental school programs (as a 
predictor of future personnel demands). 

• Other national and local studies, commission and planning reports: such as the report of 
the Commission on Jewish Education in North America, local reports of task forces on 
Jewish continuity, and strategic planning reports that give insights on trends or external 
forces that will impact on needs. Experience in other cities can be analyzed for possible 
relevance. Opportunities for program modification or expansion will be identified where 
substantial unmet needs are documented and where new revenue opportunities appear to 
exist. 

• Discussion or Focus groups: with selected consumer groups (such as day and 
supplementary school educators, synagogue lay leaders, students) to gain insights on 
access barriers as well as desires. 

• Questionnaires: attitude surveys of selected sectors of the Jewish community: e.g. 
about student career interests; motivations for participating in specific program; views of 
institutional or program strengths or weaknesses; perceptions of their own needs or desires 
for Jewish education; and past and anticipated involvement in Jewish affairs. 

Identify a variety of submarkets. Attempt to estimate the size of each submarket, the 
extent of the need and the competition. 

3. Follow-on Agenda 

Given the magnitude, complexity and the high stakes connected to developing the Lead 
Communities Project, self study should be on-going -- not a one-shot effort. Findings on one 
issue inevitably will raise more sophisticated questions. Moreover, limits on time and resources, 
information availability, and research capability dictate that the process be phased over a period 
of several years. The lead community will need to decide which parts of the self study to begin 
the first year, and which to postpone to later years. 

Consequently, the objective should be to develop a design for years 2 through 5 for 
further data collection, in-depth studies in personnel, refinement of communi ty mobilization 
efforts, and development of assessment instruments to better measure quality of formal and 
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informal Jewish education programs (for example, achievement measures to test knowledge of 

supplementary school students). 
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Ill. CRITICAL ISSUES 

"The Jews of North America live in an open society that presents an 
unprecedented range of opportunities and choices. This extraordinary 
environment confronts us with what is proving to 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 to 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: 

■ Explicit assumptions 
■ Formulation of critical issues 
■ Document summarizing consensus of committee on each critical issue 

Benchmarks and Methods 

1. Assumptions: In designing the best possible system fo r 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: Sample Assumptions 

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 
communal leaders (lay, rabbis, educators, professionals) take an active role in 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 burning 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 OJE and tap its resources. 
As with other parts of the process, CIJE will facilitate sharing experience with the other lead 
communities. 

In defining and organ1Z1ng 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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Box 11: Classification of Issues 

1. Mission-level issues -- i.e. choices relating to the vision, philosophy and the role of 
the community in initiating or supporting the emerging needs. 

2. Policy issues -- i.e. choices relating to the broad policies relevant to carrying out 
the community's mission. Some of these choices relate to professional 
development (e.g. the balance between in-service and pre-service training for pre­
school teachers); recruitment ( e.g. the balance between new entrants into the field, 
continuing education; re-training people from other fields); and community 
mobilization (e.g., the trade-offs between early action to create a sense of 
community support, versus the slower process of involvement of s takeholders in 
planning to build ownership). 

3. Standards and Program Issues -- choices relating to the content and level of 
programming in Jewish education (e.g. what form of in-service training: 
mentoring program, workshops and course offerings, personalized growth plan for 
each educator, some of each, or what kind of staff development incentive plan: 
completion bonus, waived fees, contractual requirement). 

4. Resource and organization Issues -- i.e. choices relating to the present or, more 
importantly, future capacity of the community to support mission and policies (e.g. 
the financial resources, agency roles, possible coordinative and integrative 
mechanisms). Stated differently, which actors, agents, or agencies will be/must be 
responsive to change on its Jewish education agenda. 
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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 living 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 T ime 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 op tions for Jewish 
education. A good mission statement not only suggests wha1 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 professionals, parents and other stakeholders. 

Deliverable 

A concise mission statement. 

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 CUE 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 to 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 key discussion at which the mission statement gets 
formulated (see illustration in Box 12 below): 
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Box 12: Illustrative Mission/Options Chart 

CRITICAL ISSUES OPTION A OPTION B OPTION C 

1.0 Depth or Resources should be Programs should be Every Jewish 
breadth in near term targeted on one key designed to impact educator should 

(i.e. next 1-1/2 group of Jewish on all categories some benefit from a 

years) new educators, such as more or less equally new program, 

programs for senior educators in of Jewish educators however, at least 

personnel schools and xx% of the total 
informal settings new resources 

should be targeted 
to a single group 

2.0 Priority for Senior leaders Promising young Placement in 

leadership training should be recruited talent, future leaders, programs based on 

recruitment should be recruited motivation and self 
selection, on a first 
come first served 
basis 

3.0 Community Community Joint community- Community 

posture on an Israel responsibility to congregation-family responsibility to 

experience for insure that every responsibility to insure that xx% of 

young people young person has an insure that every young people have 
Israel experience young person has an an Israel experience 
opportunity Israel experience opportunity 

opportunity 
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V. SE'ITING STRATEGIES AND PRIORITIES 

" ... 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 p ressing problems have been solved. This is an illusion . 
.. . we can no longer postpone addressing the needs of Jewish education, lest we 
face an irreversible decline in the vitality of the J ewish 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. Toe 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 development), as well as dollar allocation 
decisions in the budgeting process. 

Deliverables 

■ List of policy recommendations for the improvement of community mobilization 

■ Recommended priority rank and desirable sequence for each recommendation 

■ List of criteria used to select and rank policy recommendations 
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Benchmarks and Methods 

Good methods of priority analysis inform and support human judgment, but do not try to 
supplant it; formulas or mechanical weighing or scoring methods are typically not useful. 

Options are the items to be ranked in setting priorities for improving personnel and 
mobilizing the community. In other words, an "option" is a direction, service, or new initiative 
that is a potential recipient or user of a commission resource. An options structure is an 
organized, systematic listing of all the possible options. The decision as to what to list as an 
option is an absolutely crucial one; for once that decision is made, it defines what gets ranked 
in priority-setting. 

A good structure for priority-setting should help decision makers connect broad concerns 
with specific services or programs -- both those that exist as well as those program or services 
that do not, but that reflect community concerns. 

There are three sources of criteria relevant to setting priorities among options: 

■ Criteria that are suggested by analyses of community needs in other areas. Other 
things being equal , one would tend to give priority to settings where the total needs are 
very large (e.g. personnel for supplementary schools) or where the gap between existing 
and needed services is the largest (e.g. in-service education). 

■ Criteria that derive from the community's mission statement. 

■ Criteria that derive from continental experience in planning for Jewish education. 
CIJE may be able to provide assistance in this area. 

Sample criteria for the selection of effective strategies (policies) and priorities are 
illustrated in Box 13. 
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Box 13: Sample Criteria for Selecting Strategies and Priorities 

• 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). 

• M aximizes 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 CIJE' s "Best 
Practices" project. 
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VI. DESIGNING PROGRAMS/PILOT PROJECI'S 

"Jewish education must be compelling -- emotionally, intellectually, and spiritually 
-- so that Jews, young and old, will say to themselves: 'I 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 
■ JCCs 
■ 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 planners 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 
to 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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create a sense of excitement. Programs selected as pilot should be ones which are likely to be 
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 OJE 

partnerships) 

• Can feasibly be implemented quickly 
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Box 16: Sample Ideas for Pilot Projects 

Personnel 

• In-service training for educational leadership -- school principals and JCC program 
directors. 

• In-service training for 2 teachers and 2 informal educators from each institution. 

• Summer seminar in Israel for selected educators 

Community Mobilization 

• Leadership training program for congregational and agency board members 

• A series of public forums on the Lead Community idea, "Best Practices" and/or goals 
and visions for Jewish education 

Commission Programs 

A coherent set of programs should evolve from the commission process, reflecting the 
vision, strategies, priorities, and recommendations of the Commission. A refined set of criteria 
for program selection should also naturally evolve from those deliberations. 

Program Selection: There are several methods for developing programs and working out 
program implementation details: 

■ Delegate responsibility for specific recommendations to agencies 
■ Empower task forces as part of commission deliberations. 

Box 17 offers suggestions for developing program recommendations which, with some 
modifications, apply to each of the above selection approaches. 
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Box 17: Steps in Developing Program Recommendations 

• Adapt commission criteria for evaluating ideas 

• Develop list of promising program ideas: review "Best Practices" materials for 
promising programs, confer with CUE, best practices sites, and/or national institutions 

• Review most promising ideas for content, scope of impact, and quality 

• Test assumptions: define questions and obtain answers 

• Review with OJE, national experts, and local users 

• Detail program needs, operations and implementation 

• Estimate costs 

• Set priorities and phasing among program ideas 

• Present priorities and justification to Commission 
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VD. FINANCIAL RESOURCE DEVELOPMENT 

" ... the environment in the Jewish community is not sufficiently supportive of the 
massive investment required to bring about systemic change. This affects the 
priority given to Jewish education, the status of the field of Jewish education and 
the level of funding that is granted." 

A Time to Act, p. 41 

Lead communities will need to develop a short-term and a long-term strategy for 
obtaining funding to support Commission initiatives. Obvious potential categories include: 

■ Annual campaign allocations for local services ( either increased amounts or 
reallocations) 

■ Creation or expansion of a fund for Jewish education 

■ Major donors 

■ Foundations (Jewish oriented, and possibly secular ones also) 

Naturally, early on primary attention will focus on obtaining resources for start-up efforts. 
OJE will assist lead communities by establishing and nurturing contacts between foundations 
interested in specific programmatic areas, and lead communities that are developing, modifying, 
or expanding their efforts in those areas. 

We recommend that fundraising for this effort proceed in a planful way, much like the 
annual campaign: 

1. Identify potential funders in different categories, e.g.: 

O Major donors 
o Medium/large donors 
o Family foundations 
o Community foundations 
o National foundations 

2. Review strategies with CIJE 

3. Match programs to funder interests 

4. Identify person/team to make first contact. Consider enlisting Commission members 
for this role. 

5. Follow-up, as appropriate. 
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A redraft of the first two-thirds of the planning guidelines is attached. My 
goal is to fox the remnining pages to you in Cleveland on Monday. I look forward 
to any comments by phone (or fox) MondRy morning so l can try to incorporate 
them in the turnaround for Monday PM. 

Hope you have a good flight to the US. 
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LEAD COMMUNITIES PLANNING GUIDE 

"Our gnat should hr: to make it possible for every Jewish per~,;0111 c:hild or adulr, 
to be exposed to tlu; mystery and romunc:e of J cwtsh history, to the enthralling 
ins;.gllts and special sensitivities of Jewish thousltt, to the ~·ancriry and symbolism 
uf Jewish oxisumcc, and to ih¢ power and pru/umJ.iry of Jewish faith. As a motto 
and tll!c:lararlon of hope, we might adapt the c.lwmm rhar says, 'They searched 
frmn Dan to Beer Sheva and did nutfi,:d an am ha'un:tzl' 'Am lla'arctz, • usually 
u11derslood as a1t ignoramus, an illiterate, may for our purposes be rcdefilJ(jt/ as 
one i11differenl to Jewish vi...,iu,is and values, untouched by the drama and majesty 
nf Jewish history, unapprociativc of th~ rt:sau,·ccjulness uml resilience uf the 
Jewi.th community, a11d u11concerm:d wieli Jcwi.sli destiny. Education, in its 
broadJJ.tt sense, will enable young people to corifrom Litt: ::;ec:ret of J ewf,,·/i tenacity 
and cxi.stence, tire quality uf Torah teaching which fascinates and attracts 
irresi.st.ib/y. They will then be able, even eager, to find their place in a creative 
and constructive Jewish r.:ummwiity. 11 

Prof~!>·sur JsadorlJ Twe:rsky 
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11ft is clear that there is a core of deeply committed Jews whose very way of life 
ensures meaningful Jewish continuity from gerterufi.on ro generation. Howeve1; 
there i.~ a mucli larger segment of tlic Jewish populatwfl which is flnding it 
increasingly difficult to define it~· future ill terms of Jewish values and behavior. 
The rcspom,ibility for developing J,;;wi.sh identity and fnslilling a commitment w 
Judaism /or thiJ· population now rests primarily with education." 

"Recel1f developments throu8hout tho continent indicate that a climate 1.:xist:; todLl)' 

fnr bringing al,out major improvements. However, a massive prvgrum will have 
to ba undertaken in order to revitalize Jewish e:ducatiu11 su thut it is capable of 
performing a pivotal role in the meaningful co11tutu.it)1 of the Jewish people. " 

Atlanta, B i:dtimore, nnd Milwaukee hove tnken on an excilin8 challenge nnd un uwcsome 
re~ponsibility: t(, dromntlcally improve Jewish education lluuughout their communities, and In 
the process, to serve ns beocnn1:1 in th~ art of the possible for Nurlh Amt:ricnn Jewry. These "lend 
communitics11 will pruvi\le a leadership function for other communities tllroughout the continent. 
Their purpose b to serve a~ l11lJurnturies In which to discover the euucationaJ practices and 
policies tlrnt work best. Tiiey will (unction as the testing places for "best practices" -- exemplary 
or excellent progrums -- 1n all fields of Jewish educntlon. 

INTRODUCTION 

This set of guidelines hus Lhc:: luxury and the challenge of prenchiog to the converted. 
Jewish communltier, understand uml ht1vc been eng!lged 111 planning for a lung lime. The icacl 
communities more thon mnu)' others have made pioneering cffons i11 planning for Jewish 
education 1md continuity. Dc:::,pite thut uuvamage, all of us ure acutely aware of the limitations 
in the availal.,Je information and the magnitude of the task of setting out a plnn thut addresses the 
clrnllcnges of the Leal.I Communities Project. 

The purposes of these guidelines arc lo: 

• offer approaches, melhods, dulu i,;ollc<.:tion instruments nnd other tools to use in the 
plnnnlng process, and 

■ give some measure of uniformity 10 th~ planning process that each of the lead 
communities will cngetge in. 

&,ch community will, of course, ncctl to tailor these gutcteJlnes to its own circumstances. 

As a general principle the object is to build upon the wurk. um! the research that hllS 
nl1e11dy bcc11 tluuc in each community and use those OS a point of departure for tht'- uutl 
Communities Project. Ou the other hunt!, it is sometimes necessary to retrnce !-teps in orcter to 
enlist new constituent& in a broad coalitiou, 
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I. FIRST STEPS 

"Fundamental to the success of the lead communities will be the commitm,:mt of 
the community and its key stakeholders to this endeavor. Tlie commtmity must be 
willi.ng to !,el high educati.onal st.andards, raise additional furidirig for education, 
involve all or most of its educational institutkms in the program, and thereby 
l>ecome a model for the rest of the country. Because the initiative will come from 
the community itself, thi.~ will be a "bottom-up" ra.ther tlian a ''top-down" effort," 

Rationale 

Firs t steps refer to prep::irations, to ollow for smooth soiling once the ~crious work get.<; 
underway. 

Major Activity Areas 

T here ore two mojor Areas for attention: 

1. Initial mobilization of leadership (lay and professionnl) 
2. Jntroducing the idea into the community 

Building A 11wAll-to-wall coalition 11 of oll those il'I the community who cure ttb<.lUt Jewish 
education is nn importnnt inilinl step of the Lend Communities Project. A widening net of 
1>tttkcholdcr invo lvemenl 111 Jc::wl:sh cuut:ution i:s one of our ln~truments for engaging a largt:r 
portio n o f the Jewish communlly. The mohlllzatiun uf lca~h:rsbip Is a pivotal d emem for 
achieving that objective. 

The first issue:: b to iucntify anu recruit core leadership to spearhead the lead communities 
effort, while devising a structure thnt allows fl broad cross-section of the community to become 
Hctivcly engaged in the project. The leadership therefore must he carefully :sckt..:lt:ll, mill the 
structme must allow ample opportunity for consliluents lo obtain a slttkc iJJ thc pru<.:l!ss. Box 1, 
Concentric Circles of Leadersh ip, suggests a possible frnmcwurk for organizing 1he projeci. 

Tasks 

1. Identify and recruit key leadership, incluuing: 

■ CJ1air 

• Lny lenders 

• Major donors 

• Educatort. 

• Rabbis 

• Other professionnls 

CJJD Planning Ouido 4 



- ··- · -- •• ._ ___ , ..... "'..__.J i t'"-'• ,nUl''lt: NO. l~labl!l8760 Jan. 29 1993 4 : 41PM P08 

Box 2: Examples of Background Materials 

• A Time To Act 

• Draft of CIJE letter of aGreement 

• Previous planning documents, particularly on Jewish educ3tion or C<>ntinuity, 
pr~pare.d by your community. 

• Other studies and documents relating to the community's educationiil systems. 

• Summury of most recent Jewii;h population i:tudy for your community. 

• CIJE projecl descriptions 

o 11Best Practices" 

o Monitoring, Evaluation and Feedback 

o Goals Project 

3. Convene Commission 

■ Establish n detailed timetuble for the project by w orking bnckward from the yeur one 
end dote, ns well ns forwnrd bnsed on the nmount of time work components w ill require. 

Working with the cha irperson of the committee, e&h1blish fl achedule of committet! 
meetings nil the wny through the first yenr of planning. Scan major Jewish and national 
holidays for oonflicls . (St:t: B vx 3 for 8tl Jllustra1ive schedule of steps.) 

■ Prepare a tentative c1gemh1. fur lln: first commillee meeting to review with the chaJr. 
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Box 31 lllustratJve Planning Framework 

1. ~lnrl-up 

2. S111rt Self-study 
(ongoing) 

3. Crhical lll.'lucs 

4. MiMion or 
Vision S111tcm~n1 

5. s11·n1cgl~ und 
Priorities for 
ACllon 

6. Program." 

7. l'lmmcilll 
Resource 
l)evcfopmont 

8. Plrst y<:itr 
ae1lon plan 

CUE Planning Gulde 

Detiveroble 

(1) f.'orm Commission 
• nJi.cu,;s; the Idea 
• Detnllcd workplan 
• Ajlrce on mandate 

(2) • Porm commiltouw 

• Design i;chcme 
• Survey of educ~uors in the communily 
• Profile of Jewish educntlon; strongths and 
weaknesses 
• Report on findings 

• Pormulnto IAAuCR 

• Dmft community mli;slon &l11tcmc,nl 

• List or rccommcndntlons for GRch major 
nrc,a (personnel) oommunity mobllllitlon. 
l!m1e-l e11pe1 len~ with priority nmklngA and 
priority ~equcnclng 

• Pntl\ gulllellne.s 
• OeOno program priority arc1\8 and new 
lnitlut ivoo 
• Ii.sue coll !or prog ram propoB&III 

• Pundrolslng plan (1>.g., potential donors, 
strategics, 111rgolb, timetable) 

• Dron butlgc;l wiU1 resource objective~ 
• U>mplle summaric.~ of progrnm optloru; 
• Prcp11ro ! ln1t yuttr l1nplemcmmlion plan 

C'.nmmlr.s:lon Meeting Subjcc1 

la. Tho Lcacl Communlllt's ProjN.'t In 
uur <:Qmmunity 

MAln lhru,1& 
• pcrMnnel 
- romnlllnify mClbili71lllon 

Key m~lhodi. 11nd projl>.cti; 
Oest Pnsctices 

• tlcaling wllh goals 
M onitoring ev&luotlon foedbnc-k 

projects 
Stn1c-i11rt>.<:: ClJP 11nrl I r.>trl 
r.nmmuntty Commli..c:lon 

1 h. Review of worknhm 
le, Devclop chnrge to c.omml1tcc.~ 

2.a. Design o! needs survey 
2b. Presentnlion of profile 
2o. Discussion of finding11 

;l. Resolve strntegit; lssuc-s: mkkr. 
choices 

4. Approve mi,adnn/vis:lon Sllllt'mont 

S. Recon1mendel101t..Q on prloritlt'-s 

C>. D efine rrosrnm priorltiu~ 

7. Approve and ngrcc on n.<i.<iignrt'leuts 
for carrying out plnn. 

Su. S1.:11.:~1 pri)!;fllll"lS for noxl yuar 
Sb. Appn,vc overttll implcMentAtion 
pion 
Sc. Set resources objectives ($) 

7 
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4. Ot!visfl task force structure 

It is helpful to organize task forces to oddress substantive issue:. and mnk.e 
recommendations to the fuJJ commission. Once pilot operation~ begin, the role of the~e 
committees can be modified to monitor and cvalutttc projects they have initialed. 

The.re are severnl ways of organizing task forces. Here nre some ~umplcs: 

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

O personnel 
O community mohili1:Ation 
o research/self-study 
O Jsrnel experience 

■ Delivery settings, e.g.: 
o day schools 
O supplementary schools 
0 programs in informal settings 

■ Functional, the classic '1Board of Directors 11 model, e.g.: 
o pilot projects 
o hcst practices 
o goal~ of Jewish e<h1ci\lion 
o monitoring and twaluation 
O fundraising 
O coalilion building and marketing/networking 
O educator1s survey 
o five year planning 

■ Client focus1 e.g. 
O early childhood 
0 t!lement:iry school nfje 
o secondAr)' school nge 

Issues to consider in de,ciding on the most effective npprooch fo r organizing include: 

■ Bridge building: Like lihood of foslerlng colh1bontllun, of enlisting membership In 
each committee thht is representative of mulliple constituencies. 

■ Tinergizing: Whether topic areas are likely to generate exciternenl w11u,1g polc11th1l 
committee participants and stakeholders. 

CIJTI Pl11nning Guide 8 
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■ Priorities: Do the topics represent articulated, or likely, priority orcos of the lAad 
C.ommunities Project. 

The time and commitment of top lay leaders to serve ,,s choirs, ond the depth of cttpablc 
professionals to service the tnsk forces ore foctor~ to consider in deciding on the number of 
committees, 

Cl.ffi Pl11nning Guicte Q 
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Il. SELF-STUDY 

"[An important step in mobilizing is .. ,] lo review the current state of J ewish 
educati.on in its various aspects. This will provide the basi's for analyzins the 
problems, considerins the achievements and sliortoominss, and determinins i-vhere 

the most promising nppnrt1mities for improvement might lie. 11 

Ration ale 

Ob.wining relioble informution uhout something as complex as 3 community's cd\1calio1rnl sys tem 
is on ongoing endeovor. Jtc; payoff~ o.ro immediate, long-term, and continuous: as the community 
lenrns more nhout itself, it,.; declsion making will improve. Over time, the procc~s will yield 
better ond better qunntitotive nnd quolitntive dnto ahout what exist,.; in tho community's JowiE:h 
cducolion system, how good it is, whQt people in the community wnnl, whnt m oro is noedod Rnd 
what works better. 

Lend communities cun offer leodershlp in this nrea too, developing me:rns, metho<J~ »nd 
experience for un ongoing process of serious s&lf-study. Hopefully, the tools developed in lend 
communities will bi; <lbsi;minateu fur o ther communities Lo adopt and adapl. 

The initial purpose of the self-stud y is lu p1oviue 1,:ommission membe1s with an increasingly solid 
foumlulion uf i11fun11aliu11, lu c::nl igh1en even lhe most knowledgeable insider, and to 1dentify the 
critical issues and 1.:hllices the commission may cboosc to address. It will also help move the 
l:ommu11ity lowf1rds establishing staudards of cichlcvcment tlrnt the community aspires to. 

The sclf-stmly p101.:ess b 1ul ong,1ing one; il will not be completed within the firi.t year of the 
project. It is prnposeu that lluri11g lhc fhM yenr of the project the self-study include the following 
3 e.l<.\manta: 

1. A profil<.: of the Jcwi:sh cllm;<ttiun culcrprise in the community, including the following; 

■ Purtic;ipation (al>solute numbers, rates and trends) 
■ lnv~ntory of programs, lnstilullons, orgnnizutions 
■ Program resources 
■ FlnanciQl resource~ 

2. A needs analysi~ tu focu:s uuring !he first ycc\r on pcrsonnel-reloted issues, n central p11rt nf 
which will he an cduclltor' :s survey. 

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

CIJE Planning Guide 10 
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1. Profile 

a. Develop profile of present Jewish education personnel by drawing on nvnilnble dnto. (Note: 
knowledge of educator strengths nnd needs will be enriched os returns cm the educutur's su1·vey1 

discussed below, are compiled, most likely in ye1n two.) 

■ Size of key groups of personnel (e.g., day school prlncipnls, <luy schc.lol teuchers, 
supplementary, early childhood, camps counselors, JCC program staff, other informnl 
education personnel) hy institution/program 

■ Skills, expertise and background 

■ SRlary levels 

h. Develop demographic profile of Jewish education neec.ls lo the community. 

■ Jewish populntion charncleristics: cohort sizes (e.g., eorly childhood, school age loy 
loaders, adult educ.."tion loarnors, college-age youth, other special groups, llke mixed 
mnrrie<.I couples) 

c. Develo[) inventory of program capacities and porticipntion mtes (formnl nnd informnl 
pro&trnms, by institution/program) 

• Develop a profile of the institutional resources, programs anti services prosently 
availl\ble in the community. Estimate the capacity of these programs if they are not being 
fully utilized. (Sec Box 9 for categories of information to describe each program area.) 

CIJE Planning Guide 11 
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Box 9: Elements of an Institution or P.togram Protlle 

• Students: 
. Enrollment and grRduation trends 
. Age range 

• Bductttors: 
. Numbers of full- and part-time 
. areas of expertise 

• Program c.:ompon~nts: 
. Subjects 
. Degree(s) offered 
. Activity durntion 
. Methods 
. Support resour~s (e.g. library, training) and Rcrvice& 

• Finances 
. Cost per unit of servi~ 
. Revenue and expe.nditure tre.mls 

Jan. 29 1993 5 : 04PM P06 

d . Summarize commonly exponditure levels for major categories of services. E.g.: 

• Central agency 

• Day schools 

• Supplementary schools 

• JCC education services 

• Camps 

2. Needs Analysis 

A needs nnnl)'sis identifies unserved nnd underserved needs for Jewish edtwntilm. It will 
Include: 

■ Educator's survey 

a Market analysii::: selected c lient/consumer groups 

■ Assessment of qua lity 

r.T.m Plxnnine Guide 12 
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Educators' Survey 

Given the c ritical importance of pe rsonnel in Jewish education nnd ls centrality in the 
Lead Communities T'rojecl, on ccluc?ttors' s urvey should be nn enrly ond mojor component of tho 
needs <1nttlysis . Ounlity informati<>n about this fundnmeatnl humo.n resource is invaluable. first 
for idcntif)'ing priorities for improving the profession, ond lnler for assessing the impnc t of 
cnmmunity initiatives. Box 4 contains ideas for nrens to cover in o. survey of Jewish educntion 
pcr:;onneJ. Adapting or buildins upon educntor surveys undertaken in recent yenrs by other 
communities is Riso recommended. 

Make sure to involve experienced socinl scientists, and formAI 11nd informal educ11tors in 
the design and imph:1m;11lation of lhc survey. Involving people from the field will impwve the 
quality of the c.l11ta elemenls selected, help avoid time onc.l resource consum ing efforts to obtoln 
unavailable information, help p ttvc the way when it comes time to collect dntn, nntl help mohillzc 
educato rs to support the overoll objectives of the commissio n. 

Summurizing, the Initial thinking about the educator's survey shou ld t11ke stwcra l fttc.:lor~ 
into 11ccuunt : 

■ The purpose of the survey: 
O LO identify in-services tra ining ncedll 
O to understand the structurn of cmpl(>yment (1s most of the work force very much 

parMimc, vuc.:fllional, or avocatlonnl, reasonably well paid, or not) 

■ C::itegories of Information: What infurn11H!cm ls desired (11cc Dox 4) 

• Databaije: Allow for growth, in number of lnfouuation fields as well as in number of 
records 

■ Involve formal and informAl educators 

■ Select survey director, or researcher with requisite expertise. In selecting slaff, ur 
cun trac.:liu~ with a researcher, thornughly rcvh.:w osslgnments, cxpoct:1tions and workplnns 

In view of the importance, coillplexlty, and ongoing !1<1lurc nf lhis nspect of the lead 
community effort, it may be advisable to convene a special lnsk force (if such n task force wM 

not huill into the organizing framework) to oversee this pha1.e of work. 
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~- l ' 

Box 4: Educators' Surny: Possible Categories for Jnvcntocy (Jllustrative only) 
- ---11 

• Dernusraphic pro file (e.g .• sex, nge, moritol s tatus, address) 

• Affiliation 

• Jewish r;uuc~tion hackgro1,.1nd (e.g., degrees, Jewish and secular liccnsure) courses :md 

programs 

• In-service stnff development (fiubject.s, scope nnd level) 

• Work history 

• Jewish education work experience (e.g., years of experience, present un<l recent 
positions, full-time nnd part-tim e weekly hours; cnmp, other s ummer nnd other purt-time 

johs) 

• Secular education po~itions 

• Snlary his tory, in .Tewii;h education 

• Inventory of formal and informul expertise ( e.g., Judaic/lie brew; age level 
spccittli;,:,ations; te acher trnlning, resource room mnnngement, special educ ntion; o rg11nizing, 
supervisory o r administrative ~kills). Clossifinble ns: 

O Areas of l'llowledgc. 
o SkilJs 
O SpeciAI tnlents 

• Attitudlnal questions (e.g., Jewish ~tlu~1liu11 1.:11reer lnlentions; job satisfaction ,md 
priority concerns) 

Murk~l AJiol)!Sis 

A market ana lysis attempts tu ymmtify lue unmet demand among different c lient groups 
for various Jewish education services/programs, uml lbe polentia l pool of consumers who might 
partlclpnte If progrums were; rmu.lc att1active enough to them. 

Client Sub-grpups: Jewish education In formal t1ml infurnrnl scllings can have nn impnct 
on Jewish values, behavior and Identity thruughuul a life time, from infancy to grnndparcnling. 
The strength of an individual's practice and convktions 1,;;111 s ignifi cantly influence a <.:onstellatlon 
of family members and friends thot indivitlua l interac ts wllh. T here are no easy nnswers to the 

4uestion of which (or whether any) sub-group or stage ln lifo i::; th~ mu::;l pivutt1l for Jewish 
continuity. Th~refure, with respect to potential <.:li~nt groups, two linporlnnt issues should be 
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articuloteo And addressed up-front: 

l. Targeting: which client sub-group should be studied first? 

2 . Measures of Need: what is the appropriate definition of need? 

TMs cting: The first step is to select the key consumer groups, in addition t(1 J~wish 
c:uul:ul iwl professionals, to he the focus of research during the firs t round. One conslruct of 
cntesories from which to select client sub-groups is: 

■ Early childhood 
■ Ages 5-13 
■ Post Bar/Bat Mitzvah 
■ College age 
■ Parents of young ~hilciren 

■ Singles 
■ Empty nesters 
■ Older adults 

Given limited resources, it mny make sense to fine tune the targeting ,;till further by 
looking nl specific uge group~ in porticul nr progrnm areas, for ex:-impli;, I1m1d pr<,grnms for teens. 

r.:-==c=- ::-: . . -::-.. -::: ... ~ . - - ~==================-=----........,~-- --- •-=-==== === 
Box 5: Targeting 

--------------- ---- ··-·. ·····-----
Scvcrnl critcri11 con he applied in making decisions obout w hat information or which 

groupo to tttrget in the needR analysis. 

• Present knowledge: How much 1s olreody known obout the topic or the needs of the 
g1uup? H~s the: bsue 01 g1oup previously been sludicd? Arc there signific1111t open 
questions ttbout what the needs are or how they should be addressed'? 

• Prlorlty: How high a p riority is the topic or sub-group with rcspccl lo Jewish 
c<.lucadun? Arc the ncc<.ls of llii:s ~ • uup frn J~wish educallon a major issue or concern in 
the c<>mmunity? 

• Importance: How lrnportant Js the group to promoting Jewish cuntiuuily tuld identlly'? 

• .i"~11slblllty: Wl111l n::sou, vi::'i nf l ime, effort, money arc nc:c:<lcd to answer the open 
questions? 
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Measures of Need: There are three conceptual wnys of coni;idering need: 

n. "Markel:11 Actual demand by a defined set of people. 

l>. "Stnndnrd: 11 A measure of how much people require, or, from the community 

perspective, what is needed to realize a set of aspirations. 

c. "Receptivity:" Whal people might potentially respond to, i.e. "buy", but cnnnot 
articulate because it is not within their past experience. 

In designing the needs onolysis, you must decide whloh meosuro or measures wlll be most 
useful for each subgroup. The "Goals Project" will reveal valuable insights which will help 
communities define appropriate measures. The criteria for targeting will be helpful in narrowing 
the meosure.c: as well. See also Broe 6. 

Box 61 Selecting the MeAsure of Need 

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

• MQrket. meiu:ures ure mot:t appropriate when the institutions of the commuuity 11re 
relatively powerless lo design incentives or exercise leveroge to influence: imliviuuul 
choices, other tlrnn l,y bnpruviug lhc:: progn1w~ tlwl fire: offered. 

• Cu11vc:rsd>1, standards will be: ;ippropriatc: whc:u cummunily institutions~ in a 
position to offc:r incc:ntivcs or c:xc:rci::,e lc:verngc:, antl has a clectr and definuble stak.e in the 
outcomes of the service area. The caliber aud trainiug of profcssh-mals is & c.isc ii) pui11l. 

• l n n need:r, nnaly~is it i~ vi1lu1tlly impul)sil.,lc lo "measure• rccept.lvit.y, fur c:x,1111plc tu a 
chndsmatic teRcher or le11der. l l is posslble to examine prognm1s tlu1l have: been 
successful elsewhere to expand the vision of decislon mnUers, parliculnrly when il comes 
time to elicit or develop progrnl)l strntegies. In the coolexL of Ll1c uecu:s ~11wly:sls, it b 
useful to ponder more ambitious a lternatives when the e>1pressed neecls a!>plre LI.> tt luw 
level. 

Me11sures of Resources: Potc:nli1tl "needs" should he compared to 1w11ilahlc resources to 
identify nreas <>f unmet need or "gnps". At the most busi<.: level, n profile of e<lucncionol 
resources should include: 

■ Data (HI the numbers of progrnms, by type, !heir cnpncitles nnd nctunl enrollments 

■ D11u1 011 11umbe1 s and characteristics of personnel 
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■ Utilization of spnce 

■ Levels of funding 

■ antlcipnted chnnges (including resources in the pipGlinc, such 11s new progrnms heing 
phmned or anticipated C\ltbi.cks) 

Me11sures of Quality 

ldcolly, n profile of resources should !llso incorporate '1flf:e$.f:ments of their quality. For 
example, while a community mny nppenr to hove enough supplementary school progr,un~, the 
more cruciul issue is how good are they? 

The qunlity of progrom~ is generally meai.ured by assessment of levels of nchievement, 
or me<lsurcs of pcrformAncc. The taRk in Jewish education is substnntiully m(lre difficult hecnuse 
of the pnucity of snlisfoctory te~ts of knowledge or achievement, ~od U1e complexity of defining 
n set of senernlly uccept(lble fllandards. Moreover, it is not clear that there is " coasensu,-; that 
''testable" knowledge is even the right objective, For these rct111on11, in the short run ut lcust it 
mukes sense to rely on 11surrogute11 measures of performance. For example, auendance and 
longevity/dropout stotistics con be enl ightening ns Indicators of chnnges in student performunce. 

If enrollment m ullenuuut;c; is low, or dropoff al. age 13 is high, is ll bccl\usc the 
prospective s tudents ttrc not out thc:rc, no effort is mndc to recruit, the programs are poorly 
designed or becau::;e effort is needeu lo iilcrease parental support? Information on !he quallly and 
effect iveness of programs is important fo r ident ifying strengths and weaknesses of the existing 
system, for <.leveklping strategies for Improvement, aml ultimatdy for ~h1bli:.hi11g a basellm.: 
tt~11i11sl wltidi ll1e ill1pact of future efforts can be measured. 

Regardless, the diffi cult in measuring quality dictates that in this area especially :;cvcral 
itera tions of study arc necessary. Uiven the imperative to get underwuy lluickly, we would 
cncourngc you to rely on existing information on quality nnd effcctlvcne:.:;, to the extent pm;:,ihle. 
Flmli11g.-, tt11u gnps ullC<.)Ver ed in nne round define the task for the next round. 

Gener11lly speaking, three types of n1casurcs can be used: (1) input, (2) output or 
performance, and (~) outcomes. See Box 7 for examples of measures to consider. If you flmJ 
;.m abscnc1> of inforrmttiun un effecliveuc::s::. -- t!Hll, in itself, mny suggest thnl erillcal issues fo r 
the <,;ommunity will be; How ~hould programR he evaluated and against wlrnt criterin? Whut 
urn the charnc:lcristit.:1> of ,HI excellent educationo.l program? Should there be 11 process for setting 
community standards and "accrediting" progrnms? Should thc.:n,; be un eff<>rt Lo develop 
1,;u111111u11ily-wiJe pe,frnmancc indicators and wbnt should they he? 
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Dox 7: lllustrative M easures of QuQllty Qnd Effectiveness 

• 'Mca$urcs of Inputs nre gemm ,lly the easiesl to obtain. Examples include: per capita 
expenditures for variou~ ngc cohorts nnd progrnms, tencher/student ratios, nvcrago teacher 
i;ttlarie$, per cent of teachcrn with advanced degrees, lny involvement, number of teocher!l 
pttrticipnting in in-service training, etc. Comporisons cnn be mnde tu provide perspective 

on where the community stnnds in relntlon to other communities and the nation on key 

indicators. 

• Examples of output or pcrformQnce measures include per cent of eligible population 
pt1rtit.:ip11t ing in formol and informal Jewish education by oge group, levels of student and 
parent sotisfnclion, drop out rntes pre and post bor(bot) rnitzvoh, performance on tci;t r,; of 
Jewish knowledge, etc. Methods of collecting this lnformotion lnclu<le snmple surveyli, 
que.c;tionnaires to progrnm di1 eclors, focus groups (for sa•isfaction), self-studies by schools, 
alumni surveys, uat11 collc<.:tetl by 11 ccntntl body such as the Board nf Jewlsh Educalinn or 
Fe1.kn1lio111 ttud i11fom1Htic111 1.A'lllecled i1l cecenl Jewish population studies. 

• Outcomes are the most difficult to measure. It is useful to artil;ulatc what these might 
he, even if the datn is not ovailnhle, because it will be helpful in developing the m ission 
shtlcme11I later 011 as well as for suggesting lines of i'uLure resenrch. Examples of outcome 
mensures would be self-definition and commitment to Jewish iucntlty, v<1lues and 
prnctices; evidence of transmission of Jewishness to the next generation; affili11ti<>n with 
syuflgogues, communal orgnnl~ntions, suppon of Isrnel and Jewish lnslhutions, etc. _ _.I 

Ben chm R rks/l)sks 

1. Del)ign Ne<!UI) Analyi,is 

11. Pocus; Select the: prinrnry progrnms to be studied 

l>. Measures: Decide on lhc mclhod(s) for mea~uring the need~ (~c:c Box 8) 

<.:. Develop Omccpt Scheme:: Layout Llc:d:siun:s 011 dc::sigu fur ui:s<.:u:s:siun wilh 

commission 

2. Collect information; ou present participation levels 

3. Estimate of community neell/ llemanll 

4. Gaps [~ minus 2): A comparison oi the markeL demand for 1he present programs will 
give an c:stimatc of the.: unmet nc:ctl:s: wl11.> urc: the "unserved" or "unclerserved 11 groups 
lu the: l:u111mullily from the point of view of adult Jc:wi:sh education? 
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Rox 8: Methods 

Defining Potential Markets: Four types of informntion can be used to identify potentinl 
user groups: 

• Avnilnble demogruphic studies and data: enrollment trends, statis tics on personnel 
involved in Jewish education and communal affairs ( e.g., full.time, part.time, turnover, 
longevity ... ), enrollment trends in locol day and supplemental school programs (as a 
predictor of future personnel demands). 

• Other nntionul ond locnl studies, commission and planning reports: such ns the report of 
the Commission on Jcwi!1h Education in North Americn, loco] reports of tnsk forces on 
Jewish continuity, rmd strntegic plnnning reports thnt give insights on trends or external 
forces thttt will impact on needs. Experience in other cities citn be :malyzcd for possible 
relevance. Opportunities for program modificntion or e,tpnnsion will he identified where 
substnntio l unmet needs ore documented and where new revenue opportunitiei; nppenr to 
exist. 

• Discussion or Focus groups: with :;elected consumer groups (such as day and 
supplemcntc1ry :-;1,;huul euucc1l~1rs , sy,mg<>gue lay leaders, students) to g oin insights on 
11cccss bttrricf?j ttb wdl tts desires, 

• Questionnaires: altitude surveys of selected sectors of the Jewish community: e.g. 
<1bout student cctrccr interests; motivations for participating in specific program; views of 
insti tutiom1l or pmgnu11 stn::ugllis ur weaknesses; perceptions of lheir own needs 01 dei.ires 
fur Jcwbh cdu1;tttion; 11ml ptti,l iwu m1th.:lputc<l l11volvc1m:11t l11 Jcw h,h uffuin-,. 

Identify 11 vftr iety of suhmark.e1s. Atlempt lo estimate the size of each submarket, the 
extent of the nt~ed and the cumpetitiou. 
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3. Follow-on Aaenda 

Given the magnitude, complexity rand the high stokes connected to Jewish education in 
a community, self study should be on-going -- not n one-shot effort. Moreover, limits on time 
and resources, informntion nvoi lnhil ity, and resenrch cnpubilities dictnte thnt the process be phused 
over n period of severul yenrs. Findings on one issue inevitably will raise more sophisticated 
questions. 

Con:;equently, the ohjective should he to develop a design for years 2 through 5 for 
further <.Iota collection, in-depth studies, and development of ussessment ins truments to huttor 
mensure qunlity of formal un<l informal Jewh,h education programs (for example, Achievement 
meosurns to test knowledge of supplem entary school s tudents). 
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111. CRITICAL ISSUES 

[INS~RT FROM TIME TO ACT] 

Rationale 

In charting future dircctioM, any community faces o number of important policy choices: 
i.e., critical issues. Early dbcusslons of the planning committee are the first step in identifying 
lhc critical i:ssues, for example, in pcr.mnncl ond community mobilization. Findings emerging 
through the on-going self study, including informntion on educators, areas of needs in m obilizing 
lhe community, and progrom strengths nnd weaknesses, will help i.;ort out and clarify the 
fundomental decisions. 

Dellvcra bles: 

■ Explicit assumptions 

■ Formulation of critical issues 

■ Document summarizing co11sensu$ of committee on ench critical issue 

Benchmarks and M('thods 

l . Assumptions: In def:igning the best possibl~ system for coordinating And supporting Jewi~h 
c<lucation, there will he several fundnmentnl "givens" (e.g., that the school in n congregntion is 
the prJmary educational vehicle for supplementary education). These as:rnmptiun:s :shuuhl bi.: 
made. c.xplicit to eu:sure .1gn:::emcJ1l hy the commission. Assumptions on which there i:s not 
1,;onsen~us may well become "issues" which the committee must 11ddre:.s. See T3ox 10 for sample 
assumptions. 

l,,_1.__B_o_x_l_O_.--~-a~:i;~:-~s_s_u_n_1_p_ti_o_n_s ___ ~~======='-'-'---"""="··=· ·c::.::····:.:a···=-·=-·==.=. _=,_= __ =_::_= ___ =_=_=_=',JJ 
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1. The primary instrument of supplementary education is the school within 11 

congregation. 

2. Jewish education has a more powerful impHet on students when formal nn<l informal 

c"perienc.es are linked. 

3. The delivery system needs to offer on opportunity for balance (crentive tension) 
between 1,;ommunity~widc interests and the interests ond perspectives of the religious 
movements (Reform, Conservative, Rcconstructionist and Orthodox). 

4. Some type of central entity or entities will be needed to support Jewish educntlon in 

the community. 

2. Criticnl lssuct;; The important choices foced by the community i,, defining the purposes, 
overall content, and priorities in Jewish education. The plonning c<.1mmittee will attempt to reuch 
tt~reement on what the important questions rcgimling future investment in Jewish cducution 
throughout the. c.ommunity. 

It may be useful to classify issues in cascading co.tegories that proceed from more 
phik1sophic (i.e., mi:s:;iuu) Lowntd ,n(lre operational (l.e., progrnmmotic or org,mizaliunal), (Sec 
Box J l for types of issues.) 

Box 11: Classlltcatlon of Issues · --~ 

1. --Mis;i·~-~~~vel issues -- i.e. ch(.lice::, relating -~~-the vision1 phi!OS{)I)hy ai1d the-;.~,~-of 
the community iu initialing or supporting the emerging needs. 

2. Policy issues -- i.e. chok:~l:i relating to the broad policies rcltvant to carrying out 
the community' s mlsslon. Some. of these choke:; rclutc tu professional 
development (e.g. the balance between in-service !1ml pn;-service lrnining for pre­
school teachers); recruitment (e.g. the l.,ahu1ce between new cnt.rnnts into the field, 
continuing education; rc•lrnining people from other fields); imd community 
mobilization (e.g., the trade-offs between early action to create a sense of 
community support, versus the slower proccss of invulv,nenl nf slokcholdcrs in 
planning to build ownershlp). 

3. Standards and Program Issues -- cholces relating to the content um! l~v~l of 
progrnmmiug in Jewish education. 

4. Resource anct organization Issues -- i.e. dwices relat ing to the internal capacity of 
the community to support mission aml policies (e.g. the financial re~ourccs, agency 
rule$, possible coordinative and integrative mechanisms). 
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JV. MISSION OR VISION STATEMENT 

Rationale 

The heart of a strnlegic plan is a mission ( or vision) statement, which should project H 

clear view of the aspirations uf the community. The mis$i<>n statement should project a the self­
image of the community in relation to Jewish education. A good mii;i;lon stotemcnt not <>nly 
suggests what the community wants to accomplish but what it does not seek to accomplish; nt 
the brott<lest level, it ident ifies whom it seeks to serve and how. 

Deliverable 

A one pnrugroph to one page Mission St.Atement. 

Benchnrnrk.~ and Method!. 

Bccau~e of its importance, and the difficulty of crofting a good one, the mission stnternent 
nccus tu be lhe product of substantial nn~lysis and discussion; it should be prepared in the middle 
of the planning process, not at the beginning. 

It :;Jmuld represent the resolution of mission-le,,el critlcnl issues and frume n hrnad 
response lo the needs assessment. Some ports of the mission statement are not likely to be ver)' 
controversial; others mighl be extremely controversial. It ls helpful to identify the mujor oplions 
In relation tu ~at:h c1ilit:::,d issue as a framework for the key ui::st:u::s:-s1u11 11t which the mb:;lon 
stutement get::; formulated (see illustration 1n Box 12 below): 

-~----======---------====:.:...:.:a;.__ _____ __ . ··----'-''-=::;J 

Box 12: Illustrative Misslon/Options Chart ... 
CRITI CAL lSSUES 

lmmunity 
e on nn Isra~I 

1.0 0 
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experi 
young 
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I Issue 2.0; 

... --
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...... -
OPTION A 

·-· ... 

Community 
responsibility to 
insure that every 
young person has im 
Israel experience 
opportunity 

Option 2.UA 

-- . 
... 

OPTION D 
--· 

Joint c.;ommunily-
congregation-family 
responsibility to 
insure th~t every 
young person has an 
Israel experience 
opporlunity 

--· 
Option 2.0B 

...... _ -

...... • • ~w 

OPTION C 

Community 
responsibility to 
insure thnt xx% of 
you11g people lrnv 
an Israel experien 
opporlunlty 

... 

Op1ion 2.0C 

.. ~-

e 
ce 

-···-· 

23 



~ram Ukeles Associate s Inc. PHONE No. 12122608760 Jan. 29 1993 5 : 12PM P04 

V. SETTING STRATEGIES AND PRIORITIES 

Rationale 

The purpose of this part of the planning process is to insure th11t scarce Jewish commtmHI 
resources nvai lable to Federation nnd other communal enlities fur Jewish education are directed 
to the communlly's needs nnd mission. This is Accomplished by: selecting effective strntegies or 
policies; setting itppropriatc priorities. . 

The policie.s in the Plan represent resolutions of the c:ritical issues identified above. 
Resolution of an issue need not stric tly t1dhcrc to the 11ltcrnative.s tlrnt were constcterecl when lllC 

Issue was defined. Jt may combine elements of several choices or be 1:111 c1Jternntlve not 
pre.vlous\y thought of. 

Establishing priorities for nny community is extremely difficult because of the mullipli cily 
of constituencies ond their differing values . A partil;ular etlucuttonal service may be very 
important to one group nnd unimportant to unother. The challenge is to develop nu npprottch in 
which till important ~iews nre heard, and then strategies and prio rities 11re developed to Insure 
thnt lhc community does not scallei- its limitcu re:murces. 

"Prioritici." <ll'c :men as judgments about relative importunce that Inform. not only dollM 
ullocutlon decisions in the buclgeling process, but also decisions about use of non-fiscal resources 
(such os government rclatioms)1 am! rei.ource development (su<.:h 11:s foundation and endowment 
development). 

DeJlverables 

■ List of policy recommendations fur the improvement of Jewish c;ducation 

■ Recommended priority rnnk and desirnble sequence for each rec.:ommendation 

■ List of criteria used to select and rank. policy recommendations. 

Benchmarks and Methods 

Good methodi; of priority analysis infnr111 umJ :support human judgment, but do not try to 
supplant il; formuht:s ur m~chanical weighing or scoring methods me lypicc11ly not useful. 

Options arc lhc items that are ranked in priority-setting. Jn other words, an "option'' is 
:something that is a potential recipient or user of n commbsiou re:suurcc. An options structure 
ls 11n organized) syMenrntic li:sting of all Lhe possible optlou:s. The uecision as to what to 11st as 
an opti<m is 1m 11bsolutely crucial one; for once that decision is matle, it defines what gets rnnked 
in priority-setting. 

ClJIJ Planning Uulde 
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A good structure for priority-setting should help decision makers conocc.:l bwud concerns 
with specific s.ervicei; or program!': -- bo th tho11c that exist a s well as thusc progrnm or services 
lhal do no t, but thnt reflect community concerns. 

There Are three. sources of criterlA relev1mt to setting priorities among options: 

■ Criteria that are suggested hy um,lyses of community needs. Other things being cyual, 
one would tend to give priority to settings where: the to ta l needs are very Iar~e (e.g. 
supplementnry schoolR) or where the gnp between existing and needed services is the 
l~rgest (e.g. in-service education). 

■ Criteria that d e.rive from the Mission Statement 

■ Criteri:t that derive from oontinentnl experience in planning for Jewish cduc~1lh,u 

Sampl~ criteria for the selel:tion of offeotlve strntegies (pnllcics) ,md priorities arc 
illustrated in Hox 13. 

Box 13: Sample Criteria for Selecting Strateglcs and Pdorltiet; 

• 

• 

• 

Support professionolizntlon of principali; ond tettchcrs •• including ill(.:eulivcs for 
liigher lev~ls of cducadon. 

Encourage deeper communal jnvulv~ment and support of Jewish education, 

Mnxirni~e effective utilization of resources (minimize duplication). 

Moxim I~ the uppurtunity to Integrate formal nnd inforni.11 cducutionul techniques 
(c.:.g., family shuhhat0nlm; camping+ ~tudy pru1;,'Tmns; Israel study programs). 

. :::.:m 

CJffi Planning Guide 
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VI. DESIGNING PROGRAMS/PILOT PROJECTS 

Expnnded, modified, and new progrnms of course are the most tangible µctrt of the effort 
lo improve Jewish education throughout the community. In the co11tc::xt of a lend community, 
they nre important not just for the promise they hold to impn.,vc the tmterprisc, but ulso because 
they can i-crve as visible demonstrations that help attrnct larger circles of adherents. 

The n•cent hh:tory of Jewish education, as with mnny other enterprises, c<mtnius too mu11y 
in~tHnces of programs being thrown at problem~ out of a sense vf fru:;trntion or crisis. Herc we 
hope to shift the emphnsis toward the tried, proven ttnd planned. "Bt::st Practices," a CIJE 
project thHt is documenting successful programs throughout the continenl and orgunizlng lhcm 
in a variety of categories, shouJd he immensely helpful here. "Best Piacth.:c::" prugrums nre being 
clnssifit!d in six groupings: 

■ Supplementary schools 
■ Early childhood Jewish educnticm 
• JCCs 
■ ls rs.c.l experience 
■ Day schools 
■ Jewish camping 

We envision program:- being lnunched in lwo :;tagcs: first a few pilot projects to energize 
the project; ttnd a subsequent serlt:s of prugrums reflecclng the vision and priorities of the 
commission, which may also be phased to reflect fum.ling flows or o ther factors. 

Pilot Projects 

A community may wish tu lctunch a small number of pilot programs ~Hrly in the process 
to goin vi:qihi lily for its IC<lll community project, to moblllze the c11m,nuuity am! create u sense 
of excitement, and to test ideas about which JI has a rciu,unubly high level of confidt:mce of 
success. Programs selected as pilot should he vne::1 which arc likely to be consJslent with long 
term directions, or likely to show reasonably d1 nmntic re::.ult:s iu a shurt pcrlod of time. Box 14 
conudns s~mplc criteria for use in sclcctiug pilot projects. 

Selecting pilot projects that auc.lress high priority infrastructure needs M• namely personnel 
nod community mobilization -- is anot.her way 1.1£ uclping tu cn:;urc the viability of the effort. 
Sflmple pilot programs are !is led in Box 15. 

Dox 14: Sample Cl'lterla for Pilot Project SelecUon 
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·- - -·----·--·-
Improves professional status of tenchcrs, principals, and inform al educators 

Promises short-term success and visibility 

• Moxlmizes the opportunity to replicnte good results from other communities (e.g., 
via "Best Prnctices''). 

• Promotes multi-agency programming nnd cooperation 

Msndmize.s parental involvement ~ 

Strengthens congregations 
l~====-:..-~===-"..,.......,=.,.• . 

• 

• 

Box 15: Sample Ideas for Pilot Projects 

,Personnel 

-· .. ,_ 

• In-service !mining for educational loadert.hlp -- school principnl::i and JCC prngn1m 
directors. 

• In-service tntlning for 2 teachers nnd 2 informal educators from each institution. 

• Summer seminnr in Is rnel for selected educntors 

Community Mohili7.Ation 

• J..endership training progrnm for congregational nnd ogency bonrd members. 

• A i:eriei: of public forums on "hest prnoliccs11 nnd/or the community vision. 

Conunfgsfon Progr~ms 

A coherent sel o f p111gn11ml should evolve from the commission prnce!-,s, rcilc.:1,;ting the 
vision, stn1tcglcs, priorities, and recommendations of the commlssic,11. A rcfim:d set of criteria 
for program selection should also naturally evolve from those deliberations. 

Program Selec tion: There are severnl met.bulh for eliciting 11nd selecting program i<.kas, 
ond working out program implementation details: 

■ Request for proposal (RFP) process 

CIJE Phrnuiug Ouiue 
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■ belP.gate responsib ility for specific recommeodntion$ to agencies 
■ Empower lask force~ ns pnrl of commission dcliberati(Jrns. 

n nx 16 offers suggestions fo r developing progrnm rccommendntions whil:111 with some 
modifications, Apply to eoch of the nbovc $Clcction approaches. 

. ., 

Box 16: Steps in Developing Program Rccommendatlous 

• Brninstorm program ideas 

• Adapt commissio n criteria for evaluating ideas 

• r .o mpare with other communities 

• Tesl assumptions: define questions nnd obtain answers 

• Confer with users 

• Detnil program need&, operations ond implementntion 

• Estimate costs 

• Set priorities and phasing among program ideas 

• Prei;ent priorities and justlficntion to Commission 
l.!:::=""-'-==-:-,-, .. --;-,._==================-===="'....,....,===--,_--====-..---~ .. ----==-=-=""'J 
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vn. FINANCIAL RESOURCE DEVELOPMENT 

Develop a short-term nod n long-term strAtesy for ohtaining funding to support 
Commission initintives. Obvious potential categories include: 

• Annual campaign allocl\tlons for locnl services (either lncreHsed nmounts or 
reallocations) 

• Creation or expansion of a fund for Jewish education 

■ Major donors 

■ Foundations (Jewish oriented, and possibly secular ones also) 

Naturally, primnry nttention will focus on obtaining resource,; for s turt-up efforts. 

We recommend that fun<lrai$ing for this effort proceed in n plo.nful way, much like the 
11nnunl campaign: 

1. Package most attractive program ideas 

. Select the most engaging program ideas to showco.ge 
Package or repacknge progrnms to be most appealing 

2. Identify potential funders in different categories, e.g.: 

. Major donors 
Medium/large donors 
Family foundations 
C'.nmmunity foundations 

. National foundntions 

3. Match progr!'lms to funder interests 

4. Identify person/team to make fi rst t;Ontc:1ct. 0.111i:.idcr enlisting C"'..ommission members 
for lhis role. 

5. Follow-up, ns uppropriate. 
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Vlll. PREPARE FIRST YEAR ACTION PLAN 

A. Program/fask 
B. Responsibility 
C. Q)i;t and funding 
D. Timetable 
E. Performance Mtmagement 
F. Progrnm Evflluntion 
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APPENDICES 
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TIMCSHEET 

DATE 

12/1 
12/2 
12/3 
12/4 

12/6 
12/7 
i 2/8 
12/9 
1~/10 
12/ 11 

12/ 13 
12/14 
12/1 fi 
12/16 
12/ 17 
12/18 

12/20 
12/21 

I 12/22 
j 12/23 
I 12/24 
112/25 

! 
AL 

JBU Hours 

2.75 
0.25 

0 
0 

0 
0 
0 
0 
0 
0 

0 
0 
0 

0.2~1 
0 

' 
Ol 
0 
0 

0.5 
0.5 

0 

4 .25 

Dec 1992 

JM Hours I Asso~ Hrs I 
I 

1 

1 
0 
0 

0 
0 
0 
1 
0 
0 

D 
0.5 

2.75 
0.5 

0 
0 

0 
Q,25 I 

5.25 
4 

o.s l 
0 

16.75 , 

0 
0 
0 
0 

0 
0 
0 
0 
0 
0 

0 
0 
0 
0 
0 
0 

0.00 

i 
Sub-total j 

3,75 1 
1.25 
0.00 
0.00 

0.00 
0.00 
0,00 
1,00 

0.00 1 
0,00 

o.oo \ 
0.50 1 
2,75 

a.so I 
0.25 
0 .00 

0.00 
0.25 
5.25 l 
4 .50 
1.00 I 
o.oo I 

I 
I 
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MEMORANDUM 

To: Shulamith Elster 
Seymour Fox 

From: 

Date: 

Re: 

Sol Greenfield 
Annette Hochstein 
A rt Rotman 
John Woocher 

,-7 
/ 

Jim Meier./l- '--

December 29, 1992 

Second Draft of Planning Guide 

Enclosed is the second draft or the planning guiuc for Lct1d Communi ties. J would 
appreciate your comments by Tuesday January 5, if at all possible. 

Best wishes for a happy and healthy New Y ear. 

► UKELES ASSOClATES INC. 
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LEAD COMMUNITIES PLANNING GUIDE 

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 
continuing Jewish education needs of an entire community. 

The purposes of these guidelines are to: 

• establish a timeframe for planning process benchmarks so that the first stages of 
implementation can begin in the Fall of 1993, 

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

• give some measure of uniformity to the planning process that each of the lead 
communities will engage in during tbe next months. 

Each community will need to tailor these guidelines to its own circumstances. While 
these guidelines encompass the full scope of the planning process, we acknowledge and 
emphasize that given the real constraints of time and resource limitations, no community can 
feasibly carry out every step. Each community must strike a balance between thoroughness and 
readiness to take action. 

As a general principle the object is to build upon the work and the research that has 
already been done in each community. It usually does not make sense to reinvent the wheel. 
On the other hand, it is sometimes necessary to retrace steps in order to enlist new constituents 
in a broad coalition. 



I. FIRST STEPS 

Rationale 

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

Major Activity Areas 

There are two major areas for attention: 

1. Initial mobilization of lay leadershjp 
2. Introducing the idea into the community 

Building a "wall-to-wall coalition" is one central objective of the Lead Communities 
project. A widening net of stakeholder involvement is Jewish education is the instrument for 
engaging a larger portion of tbe Jewish community. The mobilization of project leadership is 
the pivotal starting point for achieving that objective. 

The first issue is to identify core leadership to spearhead the 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, and the structure must allow ample 
opportunity for constituents to obtain a stake in the process. Box 1, Concentric Circles of 
Leadership, suggests a framework for organizing the project. 

Tasks 

1. Identify key leadership, including: 

. Champion 

. Lay leaders and major donors 

. Educators 

. Rabbis 

. Professionals 

2. Establish the oversight Commission, composed with representation that reflects the broad 
spectrum of the community. E.g., leadership from: 

. Federation 

. Synagogues 

. Communal agencies and organizations 

. Schools and programs 

2 



Box 1: Concentric Circles of Leadership 

One way to organize to reconcile the dual objectives of strong and thoughtful leadership 
coupled with wide involvement is to develop expanding circles of leadership. For 

example: 

• Steering committee, composed of 10-15 members, delegated by the Commission to 
handle active operational responsibilities and decisions. The Steering Committee would 
meet approximately monthly, the full Commission every 3 months. 

• Commission, composed of 35-50 members, serves as a forum for priority setting, 
policy development, long-range planning, coordination, and review of 
task forces recommendations. 

• Task Forces, to address substantive issues and make recommendations to the full 
commission, and/or to monitor and evaluate projects once they begin operations. (See 

below.) 

• Ad Hoc Working Groups. to be set up on an ad hoc basis by individual task forces to 
investigate special issues, work out program implementation details, confer with end users 
to ensure receptivity to program ideas or refine details, etc. 

As a rule, broad representation of diverse constituencies is desirable at every level of 
organization. However, the top levels of leadership generally should contain a higher 
percentage of lay representation, while larger numbers of professionals, stakeholders, and 
agency staff are desirable on the task fo rces and ad hoc groups. 
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• Compile packets of background information and distribute to each of the committee 
members. Box 2 contains a selection of materials that may be useful for this purpose. 

Box 2: Examples of Background Materials 

• A Time To Act 

• Draft of CIJE letter of agreement 

• 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 

• Establish a detailed timetable for the project by working backward from the year one 
end date, as well 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.) 

• Prepare a tentative agenda for the first committee meeting to review with the chair. 
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Box 3: Illustrative Planning Framework 

Phase 

1. Start-up 

2. Self-study 
(Needs Analysis 
and Profile) 

3. Critical Issues 

4. Mission or 
Vision Statement 

5. Strategies and 

Priorities for 
Action 

6. Programs 

7. Financial 
Resource 
Development 

8. First year 
action plan 

Deliverable 

(1) • Form committee 
• Detailed workplan 
• Agree on mandate 

(2) • Form committees 

• Design scheme 
• Profile of Jewish education; strengths and 

weaknesses 
• Report on findings 

• Formulate issues 

• Draft community mission statement 

• List of recommendations for each major 

client group with priority rank ings and 

priority sequencing 

• Draft guidelines 
• Define program priority areas and new 

initiatives 
• Issue:: call fur program proposals 

• Fundraising plan (e.g., potential donors, 
strategies, targets, timetable) 

• Draft budget with resource objectives 
• Compile summaries of program options 
• Prepare first year implementation plan 

5 

Committee Meeting Subject 

la. Major issues in Jewish Education 
lb. Review of workplan 
le. Develop "charge" to committees 

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

3. Resolve strategic issues; make 

choices 

4. Approve mission/vision statement(s) 

5. Recommendations on priorities 

6. Define program priorities 

7. Approve and agree on assignments 

for carrying out plan. 

8a. Set resource objectives ($) 

Sb. Select programs for next year 
8c. Approve overall implementation 
plan 



3. 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: 

• Population groups, e.g.: 
1 - 5: early childhood 
6 - 13: elementary school age 
14 - 18: high school/post bar/bat-mitzvah 

• Delivery system, e.g.: 
Day schools 
Supplementary schools 
Informal programs 

• Functional, the classic "Board of Directors" model, e.g.: 
Programs 

- Pilot projects 
- Best practices 

Fundraising 
Coalition building and marketing/networking 
Monitoring and evaluation 
Educator's survey 
Five year planning 

• Programmatic, e.g.: 
Personnel 
Israel experience 
Synagogue programs 

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

• 

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

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

Priorities: Do the topics represent articulated, or likely, priority areas of the 
community or the commission. 
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The time and commitment of top lay leaders to serve as chairs, and the depth of capable 
professionals to service the task forces are factors to consider in deciding on the number of 
committees. 
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II. SELF-STUDY 

Rationale 

Good information is the foundation of good decision making. In real life, however, we 
are often required to take action based on incomplete or imperfect knowledge. In planning a 
community-wide initiative on Jewish education, this is especially true. The self-study -- learning 
more about the needs, resources, dynamics, and aspirations of the community -- therefore should 
be an iterative process. 

The first phase is oriented toward the first year action plan, what can be learned tbat will 
inform decisions and plans for the 1993-94 year. A by-product of the first phase self study is 
a clearer definition of what is not known that impacts on the critical choices. Delineation of the 
gaps in information will help fr:-ime the second phase of the self-study, a more thorough 
investigation which will then proceed over tbe next year and a balf to two years. 

The basic purpose of tbe self-study is to provide a baseline for Commission deliberations 
and establishment of program priorities. It should provide a common foundation of information 
for Commission members, level the playing field about assumptions (without which participants 
in the debate are driven to present opinions and perceptions with the force of fact), enlighten 
even the most knowledgeable insider, and identify the critical issues and choices the Commission 
needs to address. It also: 

• Identifies unserved and underserved needs for Jewish education, as perceived by groups 
within the community. 

• Helps identify critical issues, or choices that will need to be addressed. 

• Provides a common base of information to enlighten decisions on critical issues. 

• Clarify areas of agreement in moving toward establishing a standard of achievement 
that is acceptable within the community. 

Thinking about programs and priorities later in the process should be based on the best 
available information on educator needs and potential users of the programs in Jewish education. 
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Elements of Self-Study 

A self study of Jewish education in a lead community will have several elements: 

(1) A needs analys is 

(2) A profile of the Jewish education enterprise in the community, including information 
on (see box 6): 

• Student participation 
• Personnel characteristics 
• Program resources 
• Financial resources 

Needs Analysis 

A needs analysis identifies unserved and underserved needs for Jewish education, as 
perceived by groups within the community. 

Educators' Survey: The critical importance of personnel in Jewish education dictates that 
an educators' survey be an early and major component of the needs analysis. 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 4 contains ideas 
for areas to cover in a SUivey of Jewish education personnel. 

The object from the beginning should be the development of an ongoing database about 
personnel. Given the scope of desired information on the human Jewish education infrastructure, 
the educator's survey will surely become increasingly sophisticated in subsequent years. 

Make sure to involve educators in the design of the survey. 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 tbe overall objectives of the commission. 

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

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

• Immediate vs. future round data: Consider ease of availabi lity together with the 
urgency of need in establishing informat ion sequencing. (See also Box 5, on 
"Targeting.") 
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• Database: Allow for growth, in number of information fields as well as in number of 
records. 

• Involve educators. 

• Select staff or consultants: In selecting staff, or contracting with a consultant, 
thoroughly review expectations and workplans. 

In view of the importance, complexity, and ongoing nature of this aspect of the lead 
community effort, it may be advisable 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 4: Educators' Survey: Suggested Categories for Inventory 

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

• Affiliation preference 

• Formal education background (e.g., degrees, Jewish and secular licensure, progress 
toward National Board licensure) 

• In-service staff development (particularly, courses and workshops taken in the 
community) 

• Jewish education experience ( e.g., years of experience, present and recent positions, 
full-time and part-time; camp, other summer and other part-time jobs) 

• Secular education positions 

• Salary history, in Jewish education 

• 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 know ledge 
Skills 
Special talents 

• Attitudinal questions (e.g., Jewish education career intentions; job satisfaction and 
priority concerns) 
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Client Groups: With respect to other potential client groups, two important issues should 
be articulated and addressed up-front: 

1. Whicb sub-groups should be srudied? 

2. What is the appropriate definition of need? 

Targeting: While it would be nice, in theory, to understand the complete quilt of needs 
for Jewish education in the community, in practice this is not realistic in the time available for 
taking action. The first step, therefore is to select the key groups, in addition to Jewish education 
professions, to be the focus of research during the first round. 

At a minimum, the needs analysis should address the following categories unless they 
previously have been studied. 

• Early childhood 

• Ages 5-13 

• Post Bar/Bat Mitzvah 

Given limited resources, it may make sense to fine tune the targeting still further by 
looking at specific age groups in particular program areas, for example, Israel programs for teens. 

Box 5: 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? 

• Feasibility: What resources of time, effort, money are needed to answer the 
open questions? 

11 



Measures of Need: There are three conceptual ways of considering need: 

a. "Market:" Demand by a defined set of people. 

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

c. "Receptivity:" What people might 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 criteria for targeting will be helpful in narrowing the measures 
as weU. See also Box 6. 

Box 6: Selecting the Measure of Need 

Here are some other considerations to bear in mind in deciding bow 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 bas a clear and definable s take in the 
outcomes of the service area. The caliber and training of professionals is a case in point. 

• It is a major undertaking, and perhaps impossible at this time, to define objective 
standards of how much Jewish education one should have. Similar individuals will vary 
dramatically in their self-perception of their own need for Jewish education. 

• Ip a needs analysis it is virtually impossible to "measure" receptivity, for example to 
a charismatic champion. It is possible to exami ne programs that have been successful 
elsewhere to expand the vision of decision matters, 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. 
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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 

data on the numbers of programs, by type, their capacities and actual enrollments 

data on numbers and characteristics of personnel 

utilization of space 

levels of funding, and 

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 quality. For example, while a community may appear to have enough supplementary 
school programs, the more crucial issue is how good are they? 

The quality 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. 

If enrollment or attendance is low, or dropoff at age 13 is high, is it because the 
prospective students are not out there or because the programs are poorly designed or run? 
Information on the quality 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. Given the imperative to get underway quickly, we would 
encourage you to rely on existing information on quality and effectiveness, to the extent possible. 
Findings and gaps uncovered in one round define the task for the next round. 

Generally speaking, three types of measures can be used: (1) input, (2) output or 
performance, and (3) outcomes. See Box 7 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 to develop 
community-wide performance indicators and what should they be? 
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Box 7: 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 involvement, number of teachers 
participating in in-service training, 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 informal Jewish education by age group, levels of student and 
parent satisfaction, drop out rates pre and post bar(bat) mitzvah, perlormance 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. 

• Outcomes are the most difficult to measure. I t is useful to articulate what these might 
be, even if the data is not available, because 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 tbe next generation; affiliation with 
synagogues, communal organizations , support of Israel and Jewish institutions, etc. 

BenchmarksO:asks 

1. Design Needs Analysis 

a. Focus: Select the primary groups to study. 

b. Measures: Decide on the perspective for measuring the need of each group. 

c. Develop Concept Scheme: Layout decisions on design for discussion with 
commission. 

2. Co llect information: on present participation levels. (See Box 8.) 

3. Estimate of community need/demand. 

4. Gaps [3 minus 2]: A comparison of the market demand for the present programs will 
give an estimate of the unmet needs: who are the "unserved" or "underserved" groups 
in the community from the point of view of adult Jewish education? 
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Box 8: Methods 

Defining Potential Markets: Four types of information can be used to identify potential 
user groups: 

• Available demographic studies and data: enrollment trends, statistics on personnel 
involved in Jewish education and communal affairs (e.g., full-time, part-time, turnover, 
longevity ... ), enrollment trends in local day and supplemental school programs (as a 
predictor of future personnel demands). 

• Other national and local studies, commission and planning reports: such as the report of 
the Commission on Jewish Education in North America, local reports of task forces on 
Jewish continuity, and strategic planning reports that give insights on trends or external 
forces that will impact on needs. Experience in other cities can be analyzed for possible 
relevance. Opportunities for program modification or expansion will be identified where 
substantial unmet needs are documented and where new revenue opportunities appear to 
exist. 

• Discussion or Focus groups: with selected consumer groups (such as day and 
supplementary school educators, synagogue lay leaders, students) to gain insights on 
access barriers as well as desires. 

• Questionnaires: attitude surveys of selected sectors of the Jewish community: e.g. 
about student career interests; motivations for participating in specific program; views of 
institutional or program strengths or weaknesses; perceptions of their own needs or desires 
for Jewish education; and past and anticipated involvement in Jewish affairs. 

Identify a variety of submarkets. Attempt to estimate the size of each submarket, the 
extent of the need and the competition. 

Profile 

1. Develop profile of present Jewish education personnel by drawing on the data from 
the educator 's survey. 

• Size of key groups of personnel (e.g., day school principals, day school 
teachers, supplementary, early childhood, camps counselors, JCC program staff, 
other informal education personnel) by institution/program 

• Skills, expertise and background 
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2. Develop demographic profile of Jewish education needs in the community. 

• Jewish population characteristics: cohort sizes (e.g., early childhood, school age 
lay leaders, adult education learners, college-age youth, other special groups, like 
mixed married couples) 

3. Analyze program capacities and participation rates (formal and informal programs, by 
institution/program) 

• Develop a profi le of the institutional resources, programs and services presently 
available in the community. Estimate the capacity of these programs if they are 
not being fully utilized. (See Box 9 for information to include in a profile.) 

Box 9: Elements of an Institution or Program Profile 

• Students: 
. Enrollment and graduation trends 
. Age range 

• Educators: 
. Numbers of full- and part-time 
. areas of expertise. 

• Program components: 
. Subjects 
. Degree(s) offered 
. Activity duration 
. Methods 
. Support resources (e.g. library, training) and services 

• Finances 
. Cost per unit of service 
. Revenue and expenditure trends 
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Deliverables 

The end product of the needs analysis and profile is a report that describes for each 
targeted group: 

a. The size of the total potential market. 
b. The size of the likely market, "ripest" for Jewish education. 
c. The characteristics of the parts of that market ripest for Jewish education. 
d. Profile of resources including strengths, weaknesses and major gaps 
e. The factors influencing participation. 
f. The most appropriate methods for meeting the needs of this group. 
g. Who should provide the Jewish education. 
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III. CRITICAL ISSUES 

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. The needs assessment and the in depth analysis of program operations through 
the profile will provide the information needed to sort out and clarify the fundamental decisions. 

Deliverables: 

• Explicit assumptions 

• Formulation of critical issues 

• Document summarizing consensus of committee on each critical issue 

Benchmarks and Methods 

1. Assumptions: 1n designing the best possible system for coordinating and supporting 
Jewish education, there will be several fundamental "givens" ( e.g., that the school in a 
congregation is the primary educational vehicle for supplementary education). 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. 

Box 10: Sample Assumptions 

1. The primary instrument of supplementary education is the school within a 
congregation. 

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

3. Some type of central entity or entities will be needed to support Jewish education 
in the community. 

18 



2. Critical Issues: The important choices faced by the community in defining the purposes, 
overall content, and priorities in Jewish education. The planning committee will attempt 
to reach agreement on what the important questions regarding future investment in Jewish 
education throughout the community. 

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.) 

Box 11: Classification of Issues 

l. Mission-level issues -- i.e. choices relating to the vision, philosophy and the role of 
the community in initiating or supporting the emerging needs. 

2. Policy issues -- i.e. choices relating to the broad policies relevant to carrying out 
the community's mission. Some of these choices relate to professional 
development (e.g. the balance between in-service and pre-service training for pre­
school teachers); recruitment (e.g. the balance between new entrants into the field, 
continuing education, and re-training people from other fields) . 

3. Standards and Program Issues -- choices relating to the content and level of 
programming in Jewish education. 

4. Resource and organization Issues -- i.e. choices relating to the internal capacity of 
the community to support mission and policies ( e.g. the financial resources, agency 
roles, possible coordinative and integrative mechanisms). 
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IV. MISSION OR VISION STATEMENT 

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 should project a the self-image of 
the community in relation to 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. 

Deliverable 

A one paragraph to one page Mission Statement 

Benchmarks and Methods 

Because of its importance, and the difficulty of crafting a good one, the mission s tatement 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. 

It should represent the resolution of mission-level critical issues and frame a broad response to 
the needs assessment. Some parts of the mission sta tement are not likely to be very 
controversial; others might be extremely controversial. It is helpful to identify the major options 
in relation to each critical issue as a framework for the key discussion at which the mission 
statement gets formulated (see illustration in Box 12 below): 

Box 12: Illustrative Mission/Options Chart 

CRITICAL ISSUES OPTION A OPTION B OPTION C 

1.0 Community Community Joint community- Community 
posture on an Israel responsibility to congregation-family responsib ility to 
experience for insure that every responsibility to insure that xx% of 
young people young person has an insure that every young people have 

Israel experience young person has an an Israel experience 
opportunity Israel experience opportunity 

opportunity 

Critical Issue 2.0; Option 2.0A Option 2.0B Option 2.0C 
etc 
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V. SETTING STRATEGIES AND PRIORITIES 

Rationale 

The purpose of this part of the planning process is to insure that scarce Jewish communal 
resources available to Federation and other communal entities for Jewish education are directed 
to the community's needs and mission. This is accomplished by: selecting effective strategies or 
policies; 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 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, not only dollar 
allocation decisions in the budgeting process, but also decisions about use of non-fiscal resources 
(such as government relations), and resource development (such as foundation and endowment 
development). 

Deliverables 

• List of policy recommendations for the improvement of Jewish education 

• Recommended priority rank and desirable sequence for each recommendation 

• List of criteria used to select and rank policy recommendations. 

Benchmarks and Methods 

Good methods of priority analysis inform and support human judgment, but do not try to supplant 
it; formulas or mechanical weighing or scoring methods are typically not useful. 

Options are the items that are ranked in priority-setting. In other words, an "option" is something 
that is a potential recipient or user of a commission resource. An options structure is an 
organized, systematic listing of all the possible options. The decision as to what to list as an 
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option is an absolutely crucial one; for once that decision is made, it defines what gets ranked 
in priority-setting. 

A good structure for priority-setting should help decision makers connect broad concerns with 
specific services or programs -- both those that exist as well as those program or services that 
do not, but that reflect community concerns. 

There are three sources of criteria relevant to setting priorities among options: 

■ Criteria that are suggested by analyses of community needs. Other things being 
equal, one would tend to give priority to settings where the total needs are very 
large (e.g. supplementary schools) or where the gap between existing and needed 
services is the largest ( e.g. in-service education). 

■ Criteria that derive from the Mission Statement 

■ Criteria that derive from continental experience in planning for Jewish education 

Sample criteria for the selection of effective strategies (policies) and priorities are 
illustrated in Box 13. 

Box 13: Sample Criteria for Selecting Strategies and Priorities 

• Support professionalization of principals and teachers -- including incentives for 
higher levels of education. 

• Encourage deeper communal involvement and support of Jewish education. 

• Maximize effective utilization of resources (minimize duplication). 

• Maximize the opportunity to integrate formal and informal educational techniques 
(e.g., family shabbatonim; camping+ study programs; Israel study programs). 
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VI. DESIGNING PROGRAMS/PILOT PROJECTS 

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 c ircles of adherents. 

The recent history of Jewish education, as with many other enterprises, contains too many 
instances of programs being thrown at problems out of a sense of frustration or crisis. 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 groupings: 

• Supplementary schools 
• Early childhood Jewish education 
• JCCs 
• Israel experience 
• Day schools 
• Jewish camping 

We envision programs being launched in two stages: first a few pilot projects to energize 
the project; and a subsequent series of programs reflecting the vision and priorities of the 
commission, which may also be phased to reflect funding flows or other factors. 

Pilot Projects 

A community may wish to launch a small number of pilot programs early in the process 
to gain visibility for its lead community project, to mobilize the community and create a sense 
of excitement, and to test ideas about whkh it has a reasonably high level of confidence of 
success. Programs selected as pilot should be ones which are likely to be consistent with long 
term directions, or likely to show reasonably dramatic results in a short period of time. Box 14 
contains sample criteria for use in selecting pilot projects. 

Selecting pilot projects that address high priority infrastructure needs -- namely personnel 
and community mobilization -- is another way of helping to ensure the viability of the effort. 
Sample pilot programs are listed in Box 15. 
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Box 14: Sample Criteria for Pilot Project Selection 

• 

• 

• 

• 

• 

Improves professional status of teachers, principals, and informal educators 

Promises short-term success and visibility 

Maximizes the opportunity to replicate good resu lts from other communities (e.g., 
via "Best Practices"). 

Promotes multi-agency programming and cooperation 

Maximizes parental involvement 

Strengthens congregations 

Box 15: Sample Ideas for Pilot Projects 

Personnel 

• In-service training for educational leadership -- school principals and JCC program 
directors. 

• In-service training for 2 teachers and 2 informal educators from each institution. 

• Summer seminar in Israel for selected educators 

Community Mobilization 

• Leadership training program for congregational and agency board members. 

• A series of public forums on "best practices" and/or the community vision. 
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Commission Programs 

A coherent set of programs should evolve from the commission process, reflecting the 
vision, strategies, priorities, and recommendations of the commission. A refined set of criteria 
for program selection should also naturally evolve from those deliberations. 

Program Selection: There are several methods for eliciting and selecting program ideas, 
and working out program implementation details: 

• Request for proposal (RFP) process 
• Delegate responsibility for specific recommendations to agencies 
• Empower task forces as part of commission deliberations. 

Box 16 offers suggestions for developing program recommendations which, with some 
modifications, apply to each of the above selection approaches. 

Box 16: Steps in Developing Program Recommendations 

• 

• 

• 

• 

• 

Brainstorm program ideas 

Adapt commission criteria for evaluating ideas 

Compare with other communities 

Test assumptions: define questions and obtain answers 

Confer with users 

Detail program needs, operations and implementation 

Estimate costs 

Set priorities and phasing among program ideas 

Present priorities and justification to Commission 
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VII. FINANCIAL RESOURCE DEVELOPMENT 

Develop a short-term and a long-term strategy for obtaining funding to support 
Commission initiatives. Obvious potential categories include: 

• Annual campaign allocations for local services (either increased amounts or 
reallocations) 

• Creation or expansion of a fund for Jewish education 

• Major donors 

• Foundations (Jewish oriented, and possibly secular ones also) 

Naturally, primary attention will focus on obtaining resources for start-up efforts. 

We recommend that fundraising for this effort proceed in a planful way, much like the 
annual campaign: 

1. Package most attractive program ideas 

Select the most engaging program ideas to showcase 
Package or repackage programs to be most appealing 

2. Identify potential funders in different categories, e.g.: 

Major donors 
Medium/large donors 
Family foundations 
Community foundations 
National foundations 

3. Match programs to funder interests 

4. Identify person/team to make first contact. Consider enlisting Commission members 
for this role. 

5. Follow-up, as appropriate. 
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VIlI. PREPARE FIRST YEAR ACTION PIAN 

A. Program/Task 
B. Responsibility 
C. Cost and funding 
D. Timetable 
E. Performance Management 
F. Program Evaluation 
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Mr. Arthur Rotman 

Annette Hochstein 

Dear Art, 

December 10, 1992 

RE: Letter of Understanding 

I am responding to the draft of the letters of understanding for 
Atlanta, Baltimore, and Milwaukee as forwarded to me by Jack on 
the 2nd of December -- these differ from the earlier versions I 
had. 

As discussed at our meeting of November 23rd with MLM, theletters 
do not represent the joint understanding that would result from a 
mutually agreed design of the project. Rather, they represent the 
communities ' understanding of the project at this time (see in 
particular the preambles to the letter referring to the CIJE as 
aassisting them in their current plans). 

While it would perhaps be preferrable to go to work without this 
written agreement, it may not be possible to do so. Therefore, it 
was decided to include a specific clause limiting the agreement 
to one year. This is in order to allow us to negotiate the " real" 
agreement during the current year as the elements of the 
projects, the resources required and the contributions of the 
CIJE and of the community become specific and clear . 

The current letter is also problematic on the following particu­
lars : 

1 . The total amount of money a community will commit; 
2. The need to hire special staff for the project; and 
3. The definition of the current year as a planning year - ­
while both parties would want it also to be an action year (e.g . , 
pilot projects). 



I hope these notes are useful towards your meetings in the commu­
nities -- any progress from the current version would be great. 
You will certainly find out whether and how it is possible to 
progress from the current version . Do we want to consult further 
with MLM on this at our forthcoming meeting? 

Best regards, 
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To: 
From: 
Date: 
Re: 

MEMORANDUM 

Art Rotman qJ 
Jack Ukeles 
12/1/92 
Draft Letter of Understanding 

cc: Annette Hochstein 

---· -- ----

=============-===============-- ------------------------------
I enclose drafts of three Letters of Understanding. These drafts reflect the changes 
suggested by Milwaukee and Baltimore and a conversation with Steve Gelfand in Atlanta. 

I have also made some changes reflecting the changing calendar. All new material is in 

italics. 

] changed the format slightly: instead of a Dear Mr. .... , it is set up as a letter without 
a salutation; just two equal co-signers. I think that this gives a better "partnership11 tone . 

Please note the following unresolved issues: 

1. The language about the local financial contribution in the case of Baltimore reflects 
the language proposed by them. It is very close to what we had originally -- they added 
a 11commit our best efforts to ... 11

; and included non-local as well as local resources in the 
40% increment that they will try to achieve. I used the same language for Atlanta. The 
language Milwaukee proposed is considerably softer. It is not clear that this difference 
would fly in Atlanta or Baltimore. Therefore I included "Baltimore-type language in the 
Milwaukee draft, with a 11Milwaukee-type11 qualifier. 1 think it will be a tough sell in 
Milwaukee. 

2. The original draft committed CIJE resources for consultation using a roster of 
experts. This followed from a number of discussions in your office and earlier decisions 
reflected in the Guidelines sent out to Lead community applicants. If CIJE is now 
backing away from this commjtment, this needs to be explained to the communities. I 
have deleted the sentence about a roster of experts. This is not a change which will be 
missed by the local staffs. 

If CIJE is now prepared to provide resources to be used for either consultation or staffing 
(as per the communities request at the Workshop), than this paragraph needs to be 
amended to reflect CUE support for staff or consultants. (see page 2). In which case, I 
think we will have no problem with the change. 

3. Atlanta objected to the specifity of the staffing requirement. Upon re-reading, I 
didn't think it was so terrible. Maybe they can suggest language to soften. 

4. Atlanta expressed concern about the lack of parity in language: ''There is specific 
language regarding expectations of lead communities, but only general language regarding 
expectations of CIJE. More consistancy of language is preferred. 11 I have not addressed 
their concern. 

► UKELES ASSOClA TES INC. 
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COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

LEAD COMMUNITIES PROJECT • Mailing Address · 163 Third Avenue #128 · New York, NY 10003 
tel : (212) 532-1961 · fax: (212) 213-4078 

December 2, 1992 

LETfER OF UNDERSTANDING 

The Jewish community oflBalt~mor(l' and tbe Council for Initiatives in Jewish Education (CIJE) 
have agreed to participate in a joint local-contir.ental collaboration for excellence in Jewish 
education, called the Lead Communities Project. 

The Commission on Jewish Education in North America (COJENA) found that the best way to 
generate positive change at the continental scale is to mobilize the commitment and energy of 
local communities to Jewish continuity, and recommended the creation of lead communities. 

The lead community is expected "to function as a local laboratory for Jewish education; to 
determine the educational practices and policies that work best; to redesign and improve Jewish 
education through a wide array of intensive programs; to dcmonstrnte what can happen when 
there is an infusfon of outstanding personnel into the educational system, with a high level of 
community support and with the necessary funding. 111

• 
2 

The Jewish community of Baltimore has established a Commission on Jewish Education of THE 
ASSOCIATED. The community views the Lead Communities Project as an opportunity to hreak. 
new ground in our strategic planning process for Jewish education. Ac a lime when we are 
begi.nni.ng to shape our consensus document, we feel that CIJE can provide che critical u.ssistance 
our community needs, both in terms of professional e:,.pertise and financial resources, to move 
its educational agenda forward. At the same time, we believe Baltimore can serve as a model 
of progress and performance in Jewish education for other North American Jewish c:ommunities. 

This letter is a summary of discussions between the Council for lniliatives on Jewish Education 
(CIJE), and the Baltimore Jewish Federation. Its purpose is to clarify our mutual expectations 
with regard to the implementation of the Lead Communities Project in Baltimort. 

This Jetter covers the period to August 31, 1995 . 

1992-93 is the Planning Year (see below) 
1993-94 is the first Action Year 
1994-95 is the second Action Year 

:..~-· ( 

1 A Time to Act (Universi ty Press of America, Lanham, Md.,1990), p. 17; i::ee also pp. 67 - 69. 

2 Sec also Lead Communities: Program Guidelines (January, 1992) pp. 7-11. 
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COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

During 1992-93, the Jewish community of Baltimore with the advice and assistance of CJJE, will 
prepare a five year plan for improving Jewish education. The plan will include: a needs 
assessment, mission or vision statement(s), program priorities, and a strategy for financial and 
human resource development. The plan will build on the work of the Commission on Jewish 
Education of THE ASSOCIATED and incorporate appropriate elements of work already 
completed. 

Along with the five year plan, the community will also prepare an Action Program for 1993-94 
which will include the schedule of the specific improvements to be undertaken; and the costs 
and revenues associated with each specific improvement effort. 

During 1993-94, the community will carry out the implementation of the first year's Action 
Program and prepare an Action Program for 1994-95. 

During 1994-95, the community will carry out the implementation of the second year"s Action 
Program and prepare an Action Program for 1995-96. 

In support of these efforts, CUE agrees to: 

■ 

~ ii . II 
:· 

■ 

• 

■ 

Offer models of successful programs and experience through the Best Practices Project. 
Best practices will be identified in a variety of areas, including: Supplemenrnry 
Education; Early Childhood Education; JCC programs; Israel Experience; Day School; 
Campus Programs; Camping; and Adult Education. Information on all areas will be made 
available between December 1992 and the summer of 1993. The lead community will 
consider adapting and introducing these models in the light of local needs and interests -during the Action Years of the project, with the advice of CIJE. 

Provide technical assistance in planning and educational development. 

Work to focus continental resources for Jewish education on the lead communities, 
specifically, the CIJE will introduce potential funders to the community - - including 
contine1,:~! founda tions interested in specific pr ·ect areas. 

Negotiate with foundations, orgau,.,_, 
institutions, JCCA and JESNA -- t L• ... _ • ; t. 

contribution to Lead Communities. 

'1d prnviders of programs -- trammg 
the nature of their inv o lv ement en.:! their 

■ Provide a monitoring, evaluation and feedback system to serve both the Lead Community 

and CIJE. 

■ Convene lead community leadership for periodic meetings on common concerns. 

2 
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COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

The Lead Community agrees to: 

• Establish a Lead Community Committee to direct the project. The Committee will be 
made up of top community leadership representing all elements of the community -­
Federation, congregations, institutions involved in formal and informal education, and the 
full spectrum of religious movements represented in the community. The Committee will 
be chaired by LeRoy Hoffberger. 

■ Provide opportunities (such as town meetings or subcommittees) for stakeholders from 
all sectors of the community to meaningfully participate in the planning process -­
including consumers of Jewish education, (e.g., parents and students), educators, board 
members and Rabbis. 

■ Appoint a Lead Communities Planning Director to staff the Lead Communities Committee 
and to coordinate the work of educational and pl?.nning professional resources in tbe 
community on the Plan. Senior professionals in the community (e.g. the Planning 
Director of Federation and the Direcwr of the BJE) are expected to be fully involved in 
the process. 

■ Prepare a five-year plan, and annual action programs (as described above). 

■ Appoint a Lead Communities Director to direct the Action Program for 1993-94 
onward. 

■ Integrate the findings of the Best Practices Program appropriate to the Lead Community 
(as discussed above). 

■ Identify and begin one or more experimental programs within the first year. 

■ Address the building of the profession of Jewish education, and t hereby address the 
shortage of qualified pe["sonneJ. 

■ Mobilize community suppor t to the cause of J ewish education. 

■ Commit its best efforts to significantly expand the communal resources committed to 
Jewish education. Based on one community's experience in implementing the 
recommendiitions of its Commission on Jewish continuity, "significant expansion" should 
result in a target of at least a 40% increase in communal resources for Jewish education 
by the third year action program. The definition of communal resources endorsed and 
underscored here includes the roial dollars from which funds would be allocated, 
including regular allocations, local and non-local foundation grants, endowment funds 
raised through its Fund for Jewish Education, and other sources of funds. 

■ Collaborate with CIJE on the monitoring. evaluation and feedback system, and utilize the 
results. 

3 
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■ Work with CIJE to disseminate the results of their experience to other communities. 

During the summer of 1993 and the summer of 1994, the work of the preceding year will be 
reviewed by the panners. This Agreement may be terminated at the end of one of these reviews 
if it appears to either partner that the other has failed to perform in relation to this agreement. 

CIJE 

By:--------­

Title: 
Date: ------- --

4 

Federation 

By:---------­

Title· 
Date! _ _________ _ 
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COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

LEAD COMMUNITIES ~AOJECT • Malling Address · 163 Third Avenue #128 · New York, NY 10003 
tel: (212) 532· 1961 · fax: (212) 213-4078 

December 2, 1992 

L ETTER OF U NDERSTANDIN G 

The Jewish community oftAtlanl.ff'and the Council for Initiatives in Jewish Education (CIJE) have 
agreed to participate in a joint local-continental collaboration for excellence in Jewish education, 
called the LeAd Communities Project. 

The Commission on Jewish Education in North America (COJENA) found that the best way to 
genernte positive change at the continental scale is to mobilize the commitment and energy of 
local communities to Jewish continuity, and recommended the creation of lead communities. 

The lead community is expected "to function as a local laboratory for Jewish education; to 
determine the educational practices and policies that work best; to redesign and improve Jewish 
education through a wide array of intensive programs; to demonstrate what can happen when 
there is an infusion of outstanding personnel into the educational system, with a high level of 
community support 11nd with the necessary funding. "1

• 
2 

The Jewish community of Atlanta has established a Council for Jewish Continuity. The 
community views the Lead Communities Project as an opportunity to increase significantly the 
quantity and qualiry of Jewish education services locally, as well as to act as a model for other 
Jewish communities in North America of how Jewish education can be improved i.11 order to have 
a measurable effect on Jewish continuiry. 

This letter is a summary of discussions between the Council for Initiatives on Jewish Education 
(CIJE), and the Atlanta Jewish Federation. Its purpose is to clarify our mutual expectations with 
regard to the implementation of the Lead Communities Project in Atlanta. 

This letter covers the period to August 31, 1995. 

1992-93 is the Planning Year (see below) 
1993-94 is the first Action Year 
1994-95 is the second Action Year 

1 A Time to Act (University Press of America, Lanham, Md. ,1990), p. 17; sec also pp. 67 • 69. 

- --- r. .. , ..... ,; ..... ., fhnm1rv. 1992) pp. 7-11. 
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COUNCIL FOR INITIATIVES 
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During 1992-93, the Jewish community of Atlanta with the advice and nssistance of CIJE, will 
start to prepare a five year plan for improving Jewish education. The plan will include: a needs 
assessment, m ission or vision statement(s), program priorities, and a strategy for financial and 
human resource development The plan will build on the work of the Council for Jewish 
Continuity and incorporate appropriate elements of work already completed. The community, 
by May l, 1993 will prepare an outline of the 5 year plan identifying the major topics to be 
covered, preliminary findings, and program ideas. 

The community will also prepare an Action Program for 1993-94 which will include the schedule 
of the specific improvements to be undertaken; and 1he costs and revenues associated with each 
specific improvement efforL 

During 1993-94, the community will carry out the implementation of the first year's Aclion 
Program and prepare an Action Program for 1994-95. 

During 1994-95, the community will carry out the implementation of the second year's Action 
Program and prepare an Action Program for 1995-96. 

In support of these efforts, CIJE agrees to: 

■ Offer models of successful programs and experience through the Best Practices Project. 
Best practices will be identified in a variety of areas, including: Supplementary 
Education; Early Childhood Education; JCC programs; Israel Experience; Day School; 
Campus Programs; Camping; and Adult Education. Information on all areas will be made 
available between October, 1992 and the end of May, 1993. The lead community will 
adapt and introduce these models in the light of local needs and interests during the 
Action Years of the project, with the advice of CIJE. 

■ Provide technical assistance in planning and educational development, at no cost to the 
community. 

■ Work to focus continental resources for Jewish education on the Lead 
C.Ommunities. Specifically, the CUE will introduce potential funders to the 
community -- including continental foundations interested in specific project areas. 

■ Negotiate with foundations, organizations, and providers of programs -- trnining 
institutions, JCCA and JESNA -- to define the nature of their involvement and their 
contribution to Lead Communitic:s. 

■ Provide a monitoring, evaluation and feedback system to serve both the Lead Community 
and CIJE. 

■ Convene lead community leadership for periodic meetings on common concerns. 



. . . 
. . · .. · 

: ·! 
. ' 
• I .. 

. i 
-1 

.. , 

.. 
vC::.'-'•"-''- .&. ::r::,~ ~ , .., ....,, 11 ru 

··-··-· -··· - ··-·-- ··----· - --- , , •-• ,_ I ''-"• , .., ___ -..,-..,._, t -'--' 

COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

The Lead Community agrees to: 

• 

• 

• 

Establish a Lead Community Committee to direct the project. The Committee will be 
made up of top community leadership representing all elements of the community -­
Federation, congregations, institutions involved in formal and informal education, and the 
full spectrum of religious movements represented in the community. The Committee will 
be chaired by William E. Schatten, MD. 

Provide opportunities (such as town meetings or subcommittees) for stakeholders from 
all sectors of the community 10 meaningfully participate in the planning process -­
including consumers of Jewish education, (e.g., parents and students), educators, board 
members and Rabbis . 

Appoint staff to the Council for Jewish Continuity and to coordinate the work of 
educational and planning professional resources in the community on the Plan. Senior 
professionals in the community (e.g., the Planning Director of Federntion and the Director 
of the BJE) are expected to be fully involved in the process . 

■ Prepare a five-year plan, and annual action programs (as described above). 

■ Appoint staff to direct the Action Program for 1993-94 onward. 

■ Integrate the findings of the Best Practices Program appropriate to the Lead Community. 
(as discussed above). 

■ Identify and begin one or more experimental programs within the first year. 

■ Address the building of the profession of Jewish education, and thereby address the 
shortage of qualified personnel. 

■ Mobilize community support to the cause of Jewish education. 

■ Commit its best efforts to s ignificantly expand the communal resources committed to 
Jewish education. Based on one community's experience in implementing the 
rc::commendations of its Commission on Jewish Continuity, "significant expansion" should 
result in at least a 40% increase in communal resources for Jewish education by the third 
year action program. The definition of communal resources cdnorsed and underscored 
here includes the total dollars from which funds would be allocated, including regular 
i:tllocations, local and non-local foundation grants, endowment funds, and other sources 
of funds. 

■ Collaborate with CIJE on the monitoring, evaluation and feedback system, and utilize the 
results. 
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■ Work with CIJE to disseminate the resultS of their experience to other communities. 

During the summer of 1993 and the summer of 1994, the work of the preceding year will be 
reviewed by the partners. This Agreement may be tenninated at the end of one of these reviews 
if it appears to either partner that the other has failed to perform in relation to this agreement . 

CJJE 

By:--------­

Title: 
Dine: ---------

4 

Federation 

By:---------­

Title: 
Date: -----------
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bRAtT COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

LEAD COMMUNITIES PROJECT · Mailing Address · 163 Third Avenue #1 28 • New York, NY 10003 
tel: (212) 532-1961 · fax: (212) 213-4078 

December 2, 1992 

L EITER OF UNDERSTANDING 

The Jewish community o1'Ml1Whu~aod the Council for Initiatives in Jewish Education (OJE) 
hiwe Agreed to participate in a joint local -continental collaboration for excellence in Jewish 

. education, called the Lead Communities Project. 

The Commission on Jewish Education in Nonh America (COJENA) found lhat the best way to 
generate positive change at the continental scale is to mobilize the commitment and energy of 
local communities to Jewish continuity, and recommended the creation of lead communities. 

The lead community is expected "to function as a local laboratory for Jewish education; to 
determine the educational practices and policies that work best; to redesign and improve Jewish 
education through a wide array of intensive programs; to demonstrate what can happen when 
there is an infusion of outstanding personnel into the educational system, with a high level of 
community support and with the necessary funding. "1· 

2 

The Jewish community of Milwaukee has established a Jewish Education Task Force. The 
community views the Lead Communities Project as an opportunity to create a vision and to 
frame Milwaukee's agenda for Jewish education for the 1990's, 10 gain a broad base of support 
and participacion, to implement a plan that improves the overall qualiry of what is offered and 
that address service gaps, and to facilitate new initiatives in area.t that address Jewish comi.nuity 
concerns. 

This letter is a summary of discussions between the Council for Initiatives on Jewish Education 
(CIJE), and the Milwaukee Jewish Federation. Its purpose is to clarify our mutual expectations 
with regard to the implementation of the Lead Communities Proj ect in Milwaukee. 

This letter covers the period to A ugust 31, 1995. 

1992-93 is the Planning Year (see below) 
1993-94 is the first Action Year 
1994-95 is the second Action Year 

1 A Time to Ac1 (University Press of America, Lanham, Md.,1990), p. l 7; see also pp. 67 - 69. 

2 c-___ ,r,s T PR<i C'.ommunities: Program Guidelines (January, 1992) pp. 7-11 . 
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During 1992-93, the Jewish community of Milwaukee with the advice and assistance of CIJE, 
will start to prepare a five year plan for improving Jewish education. The plan will include: a 
needs assessment, mission or vision statement(s), program priorities, and a strntegy for financial 
and human resource development The plan will build on the work of the J cwish Education Task 
Force and incorporate appropriate elements of work already completed. The community, by May 
1, 1993 will prepare an outline of the 5 year plan identifying the major topics to be covered, 

preliminaryfindingsan.dprogramideas. \.,)1., ~~~ ~ I • l'-' rl 1.vi'o(, .. r r; ,.rtv0·.,:r '.? 
The community will also prepare an Action Program for 1993-94 which will include the schedule 
of the specific improvements to be undertaken; and the costs and revenues associated with each 
specific improvement efforl \ I I , / . r 

r/.J fl'€>'v o,- t~ " rb., \r)f/1 ..... \,J· h· ,.)_ ,/A,;· ti\ (\"'J -µ '51,Z/. 3 Y1 ' 

During 1993-94, the community will carry out the implementation of the first year's Action 
Program and prepare an Action Program for 1994-95. 

During 1994-95, the community will carry out the implementation of the second year's Action 
Program and prepare an Action Program for 1995-96. 

1n support of these efforts, CIJE agrees to: 

• 

• 

• 

• 

• 

• 

Offer models of successful programs and experience through the Best Practices Project. 
Best practices will be identified in a variety of areas, including: Supplementary 
Education; Early Childhood Education; JCC programs; Israel Experience; Day School; 
Campus Programs; Camping; & Adult Education. Information on all areas will be made 
available between October, 1992 and the summer of 1993. The lead community will 
consider adapting and introt!ucing these models in the light of local needs and interests 
during the Action Years of the project, with the advice of ClJE. 

Provide technical assistance in planning and eduCZ_'i.?~7 development at no cosi 10 the 
community. )J..c=:t.± ' {iJ _ -iA-J .J.;,..l · .J"• _a. -.!.:J_~ 
~ . I fiJ .hd . hl d .. , Work w focus continental resources or ewzs e ucatton on t e ca communzt1es, 
specifically, the CJJE will introduce potential funders to the community 
includine ~antinental foundations interested in specific project areas. 

Negotiate with foundations, organizations, and providers of programs -- training 
institutions, JCCA and JESNA -- to define the nature of their involvement and their 
contribution to Lead Communities. 

Provick a monitoring, evaluation and feedback system to serve both the Lead Community 

srnd CUE. 

Convene lead community leadership for periodic meetings on common concerns . 

2 
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1) .i u r~~ k u 
The Lead Community agrees to: -

- iii:& 

• 

• 

• 

Establish a Commission on Jewish Education to direct the project. The Commission will 
be made up of top community leadership representing all elements of the community -
Federation, congregations, institutions involved in formal and informal education, and the 
full spectrum of religious movements represented in the community. The Commission 
will be chaired by Louise Stein and Jane Gellman. 

Provide opportunities (such as town meetings or subcommittees) for stAkeholders from 
all sectors of the community to meaningfully participate in the planning process -­
including consumers of Jewish education, (e.g., parents and students), educators, board 
members and Rabbis. 

Appoint a Lead Communities Planning Coordinator in 1992-1993 to staff the Commission 
on Jewish Education and to coordinate the work of educational and planning professional 
resources in the community on the Plan. Senior professio nals in the community are 
expected to be active participants. 

■ Prep;ire a five-year plan, and annual action programs (as described above). 

■ Appoint a Lead Communities Coordinator 10 direct the Action Program for 1993-94 
onward. (Which may be the same person as the Planning Coordinator.) 

■ Integrate the findings of the Best Practices Program appropriate to the lead community 
(as d iscussed above). 

■ Identify and begin one or more experimental programs within the fi rst year. 

■ Address the building of the profession of J ewish education, a nd thereby address the 
shortage of qualified personnel. 

■ Mobilize community supp ort to the cause of J ewish education. 

[ option one-Milwaukee] 
■ Work to maintain and expand the aggregate communal resources devoted to Jewish 

education. While it is recognized that Milwaukee already allocates a higher percentage 
of its annual Campaign to Jewish education than most other communities, the 
Commission on Jewish Education and the Milwaukee Jewish community will seek to 
obtain chose financial resources needed to meet the goals of che project chrough 
endowment funds, local foundation grants and other sources of local funds. 

l option two - JBU] 
■ Commit its best efforts to sign ificantly expand the communal resources committed to 

Jewish education. Based on one communi ty's experience in implementing the 
recommendl'ltlons of its Commission on Jewish Continuity, "significant expansion" should 

3 
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result in at least a 40% increase in communal resources for Jewish education by the third 
year action program. The definition of communal resources endorsed and underscored 
her/includes the total dollars from funds would be allocated, including regular allocations, ___, 
local and non-local foundation grants, endowment funds, and other sources of funds. 
Recognizing that Milwaukee already allocates a higher percentage of ils annual 
Campaign to Jewish educatum than most other communities, and has one of the highest 
rates of per capita expenditures for Jewish education in North America, this will be a 
difficult objective to reach. 

Collaborate with CIJE on the monitoring, evaluation and feedback system, and utilize the 
results. 

Work with CIJE to disseminate the results of their experience to other communities . 

During the summer of 1993 and the summer of 1994, the work of the preceding year will be 
reviewed by the partners. This Agreement may be terminated at the end of one of these reviews 
if it appears to either partner that the other has failed to perform in relation to this agreement. 

CIJE Federation 

By: By: 

T;!!e: Title: 
Date: Date: 
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A MODEL FOR 
PROGRESSIVE PLANNING 
IN THE JEWISH 
COMMUNITY 

Jacob B. Ul,elcs 

INTRODUCTION 

The Need for Progressive Policy Planning 

The polit:y choices raced by the /\mcric.:an .Jewish co1111m111i1y in both the inter­
national and the dotnC.'-li!.: arenas require the best possible ana lys is of policy 
alternatives and their consequences as well as the highest possible quality of 
leadership. /\mong the many challenges facing Jewish leaders in the United 
States arc the ncctl to strengthen Jewish identity and affiliation, modernize Israel­
Diaspora relations, rescue Soviet Jewry, support the Jewish family, mitigate the 
impact of poverty and near-poverty on Jews , and maintain and enhance quality 
Jewish care for the elderly and the disabled. 

Yet despite the demands of these challenges, the n1ethmJs, tools, an<l data 
used for Jewish policy planning arc often primitive. Research efforts arc often 
postponed because, in the face of lhe need to resettle the remnant of European 
Jewry , to eslablish and support the Stale of lsrncl, ancl to strengthen Jewish life 
i11 North /\nH.:rit:a , the 1.:01111m111 ily has been rclll<.:la111 lo invest si;:m.:c c.:01n1m1nal 
dollars in rcscan;h and planning. Thii,; approach is u1Hlcrsl11ntl11blc but i;h()rt ­
sightcd. Many talented volu11lecrs anti professionals in a variety of Jewish com­
munal organiuit ions struggle with complex problems 0 11 a clay-to-<lay basis. 
without adequate methods or support. Scarce resources will go further if solutions 
arc thought lhrough. Even in the most forward-looking secular orgmtization, the 
pressure to act tlocs not necessarily encourage contemplat ion and analysis. Jewish 
eomlllunal institutions arc 110 different. 
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Scope of This C hapter 

The purpose of this drnplcr is lo suggest a model for polky plun11ing I uppro­
priatc to the Jcwi!ih communal enterprise in North America in the 1990s. 

The purpose of policy planning is to improve lhe content anti process uf 
communi ty dec;ision making. By "improved tlecisions'' we me,rn I hut decisions 
are more rntional in Ille use of scarce cummumtl resources. more humane unc.1 
just in the tradition or the Jewish prophets, aml more effective in improving the 
quulily of Jewish life and reducing conflit:t. 

There arc several imporl,1111 caveats that limit this discussion. First, the role 
of lay leadership in planning and the intcrnc.:tion between lay lca<lcrs an<l prof es­
sionals in lhc Jewish communal planning process is a very important subject 
requi ring an exposition of its own. An in-depth treatment is beyond the scope 
of this dwplcr. In general it is assumed lhat professionals collect and c:1nalyzc 
information and clarify choices while lay lcn<.Jcrs make policy decisions, often 
wilh profc:-sionals providing recommendations. This is 1101 lo suggest !hat the 
relationship is always so clear. Scconu. plnnning for fun<.1-rnising or for resource 
ucvelopmcnt in gcncrnl is a separate subject. Some or the prim.:iplcs of planning 
devek>pcd below arc rclcvunl, but fu nd-raising tends to operate m; a separate 
liclc.J . Thirc.J , this is not a discussion of planning at the level of " technique," 
such as how to conduct a field survey, computer mapping, or the construct ion 
of forecast ing mouels. Such subjects require a separate lrealmcnt am.I arc loo 
specific ror this volume. 

THE ELEMENTS or A MODEL FOR JEWISH 
COMMUNAL PLANNING 

The Context: The Voluntary Sector 

When n Jewish community entity cnguges in planning. it shares some common 
clc111c11ts with any other organization or institution. Typically, at least in North 
America, Jewish community institutions arc part or a vast "third scctor"-the 
voluntary or 1101-f'or-prolit sector, sometimes called the independent sector. Uni­
versities, hospitals. and scltlemcnt houses arc part of a huge world pcrchctl, 
o/'tcn precariously, between lhc worlds of govern ment an<.J the private sector. 
Planning in the imicpcnucnt sector shares some clements with cnch. Like gov­
ernment , voluntary agencies respond tu social rather than economic objectives. 
Multiple constituencies each have their own definition of the community interest. 
Like private industry. voluntary agencies do not have to deal with the vngnries 
of electoral poli tics or the frequent changes in direction associated with newly 
clcclctl officials. Voluntary agencies arc " between" the two worlds of govern­
ment and the private sector in another sense ns well. They often receive funding 
both from public agencies as well as from private sources. 
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T he complexity of this co11texl for Jewish planning, as well as Ille cu111plcxily 

or the Jewish corrnnuni ly itsclL suggests that the plnn11ing model cannot be a 
simplisti<.: one. Rather. ii is a mulli<l imensioned model featuring response to al 

least three dimensions: first, geography or scale; seeon<l. the content of the policy 
agenc.Ja; and third, the size anti complexity of the policy problem. 

The Structure of Jewish Communal Planning 

One way to organize the structure antl content of Jewish policy planning is 
in relationship to the geography of Jewish policy making. The rationale for this 
approach--<.:lcarly not the only one-is that the institutions and policy issues 
associated with various levels of geography lend to be tliffercnt. 

Policy planning can take place at any one or live different scales: international, 
continental /national, regional, local, community, or neighborhood. A complete 
planning model or system woulu have a rully developed apparatus for planning 

al each level. An apparatus for planning shoultl include a base of in formation 
anti analysis and a mult iorganization i11still1tion for using tha1 information to 
make decisions that itlcally initiate or sti111uta1c action 011 a comprehensive 
agcn<la. Of course. planning on the neighborhood level only makes sense for 
the largest Jewish communi1ics. The only relativel y well-developed cleme111 in 
Jewish policy planning at the present time is the local level. The local rec.leration 
is typically the most important central institution ror the developlllenl and im­
plementation or a community's Jewish policy. 

Cmmli 11ativc bodies invulvctl in international Hnd national or continental policy 
arc limited to a narrow range of i::;sucs (e.g., the Conference of Prcsitlcnts or 
Major Jewish Organi;wtions or the World Zionist Congress) or arc essentially 
advisory (e.g., the Council of Jewish Federations or the National Jewish Com­
munity Relations Advisory Committee). Much of the discussion about Jewish 
life docs deal with international or national/continental issues. but there is no 
Jewish communal structure ror meaningful international or natio1wl planning. A 
key missing factor in the domestic arena has been the failure to develop mean­
ingful regional entities. In an informal way, communit ies such as J\1la111a. Chi­
cago, and Denver do play an important role in relation to their region an<l the 
Jewish life in smaller. neighboring communilics. Bui many aspects uf Jewish 
c.:olllmunal existcm:c would benefit from formal, ongoing coopernli(m among 

communit ies in the different regions of North America. 
In the largest metropoli tan areas, "dccentrnlization" is on the communal 

agenda. With Jews living in so many different pans or a metropolitan area, 
neighborhood planning is an important element in Jewish policy planning. 111 
Los Angeles anti New York, for example, this planning at the neighborhood or 
"community" level is likely to have an impact in the ruturc 0 11 the organirntion 

of tlccision making. fund-raising, and service. 



114 Pla1111ing in the Jewish Community 

The Policy Agenda 

While some issues or concerns exist at every level of Jewish life (e.g., main­
tenance of Jewish culture anti identity), many issues arc specific to a particular 
planning level . 

Tl,e /11tematio11(1/ Plc11111ing Agenda. This, the bromlcst scale of Jewish plan­
ning. is defined by the forces that affct:l Jews everywhere; by the movements­
voluntary and olhcrwise-of Jews from one contincnl or country tu nnothcr; by 
the relationship with Israel; and by special situatio11s or crises in one part of the 
world that require the concern and involvement of Jews in other places. Facing 
the 1990s, the most important of these issues involves the relationship between 
Israel 1111d the Diaspora, the development of a Soviet Jewish community nnd 
rcsct1lc111enl of those who can leave; anc.l rcs<.:uc and relief of oppressed Jews 
(/\rah countries and Ethiopia). Existing international programs in Jewish culture 
anc.l education in the effort to enhance Jewish identity arc likely to be expanding 
in the coming ycurs. 

The Co11ti11e11ral/Natimwl Plc11111i111< lt~end(J . National levels of Jewish pla11-
11i11g arc defined by issues specific lo a given wnlinent or country that arc likely 
to affect many or all Jews within that area. For example, differences in climate, 
economy, history. and the dominant culture ure likely to create different Jewish 
agendas in South America and in Europe. 111 North America, the Jewish agenda 
is deeply affected by relationships between the Jewish communi ty and the federal 
government among different groups of Jews and between Jews and non-Jews. 
The muvc111cnt of Jews from the olucr cities of the Northeast anu the Midwest 
lo the Sunbelt creates problems and opportunities that should be uealt with 
nationally. The sotm:limes confl icting goals of mainlaining Jewish unity while 
respecting Jewish pluralism need to be iiddrcsscd nationally. Current concerns 
about the recruitment and Jewish cc.luca1io11 or future Jewish leaders is similarly 
a national issue. 

The Rcgio11al />la1111i11g Agenda. By definition, the Jewish plnnni11g agenda 
in each region of Norlh America is likely to be different. Geographical areas 
that arc experiencing Jewish population growth have different problems than do 
areas that face Jewish population cJedinc. Some issues may more appropriately 
be addressed al the regional level. For example, the organization and management 
of services to Jewish college students is increasingly being viewed in a regional, 
rather 1ha11 a local or national, planning framework. While national policies 
regarding the recruitment of Jewish educators :1re needed, the development of 
specific programs to recruit, train, aml place Jewish educators-principals and 
tcacl1ers-is likely lo be pursued most sensibly on a regional basis. 

The lorn/ Pla1111i11g ltge11da. Local agendas arc diverse and often differ from 
area to area. In some communities. maintaining tics between the Jewish and 
non-Jewish populations is crudul; for example. as Jewish leaders work to main­
tain a lmrnd coalition with racial or ethnic groups, holh lo ensure Jewish sccuri1y 
and to retain government funding on a local level rm critical human services. 
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l11 many localities concern about intermarriuge and ident ity loss has fueled greater 
interest i11 a11u support for Jewish educ:.iti~Jtt. Developing appropriate strategics 
for caring for an increasingly varied and much oltler population or Jews is such 
an important theme that perhaps it belongs simultaneously 011 the local nnd on 
the regional, national . or international agendas as well. J>rogrnms for Jewish 
singles and for the growing number of single-parent f,unilies arc also increasingly 
important elcme111s in local Jewish planning agendas. 

The structure anti contelll of pol icy define two dimensions of the planning 
model; the nature or lhe pol icy problems themsel ves provides another. 

TYPES OF PLANNING PROBLEMS 

Policy problems rnnge from the general to the speciHc, from the complex lo 
the not-so-complex. Planning studies cnn tukc sevcrnl years with reams of data 
or a few weeks with limited data and a good c.leal of "expert opinion." For 
example. a communily-widc policy on the response to Jewish poverty could 
involve a process of research, policy formulation, action demonstration , and 
evaluation, costing many thousantls of tlollars and taking several years to design. 
Al the other extreme, a tlonor or fountlnlion might make a grant available for c1 

weckeml volunteer-based feeding program for the poor. if the site coulc.l be 
selectec.J anc.J the program set up within thirty days. 

A system of four classes of policy problems is helpful in thinking about , and 
engaging in, Jewish communal planning: (I) issues; (2) programs; (3) priorities; 
and (4) strategics. 

This sequence of types or policy problems is dist inguished by increasingly 
complex policy questions and an increasingly brnatl policy-making environment 
as one moves from " issues" through "programs" to "priorities" anti "strat­
egics." /\ planner facing the task of tlcvcloping a "strategy" nectls 10 respond 
wilh n witlc range of alternatives based on broad criteria. ancl must have sub­
stantial lcacl time and resources lo conduct research and collect in formation. A 
planner fadng the resolution of an "issue" typically needs less time and clala, 
anti can be satisfied with fewer alternatives anti crilcr ia. 

Issue!> 

Issues arc II t.:lass or policy problems that require relatively specific pol icy 
choices in a policy-making environment tlrnt includes a relatively small number 
or clearly defined decision makers. Of"len lhc range of alternatives is effectively 
tlc!ined by the agency framework where relatively narrow criteria apply (e.g., 
time, cost. reasibi lity, am! limi tcc.1 definitions of crfcctiveness). Untlcr such 
circumstances, it is appropriate to assign a li111ltcu amount or time for data 
guthcri11g an<.J analysis. Assessments of probable consequences of alternatives 
arc likely to be highly conjectural. Given such n problem. a planner is likely to 
<.Ju relatively lilllc original research, and is more likely tu rely on existing <lata 
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sources, careful intcrvicwi11g of actors in relation to 1hc problem, uml previous 
stutlics. 

Any specific community decision can turn into an "issue''-if important 
decision makers or the constituencies they represent disagree or arc unccnain 

about how to proceed. Issues arc often precipitated by a crisis or u new oppor­
tunity. 

Ca.\'C E.w1111,lc•: l.r.,·l{c'. 1\11 old nonsectarian summer camp on n beautiful silc 
has run through its c11dowmcnt income amJ is about lo dose. Its prcdomi11a111ly 

Jewish hoard is prepared to offer 1hc si1c 10 the local federation, free or charge, 
if they agree to opernle it as a Jewish camp. The decision must be made in 

several weeks or i t wi ll be offered lo a nonsectarian sponsor. 

Solllc community dccisiun makers arc enthusiastic-focusing on the tradition 
of service lo be maintainetl, the belief' that tile community is short of quality 

camping fm.:ilitics , the beauty anti economic value or the site. Others arc 
skeptical-worried about main1cnance costs anti the restrictions on future use­
amJ remind other leaders of a previous bad e,:pcriencc w ith a "white clcplwnl." 

The planner is asked 10 assess the pros and cons or c1cccpling the site and to 
come up with a rccommc11tla1ion. This is a <.:lassie issue-short lcud time, limitctl 

optio11s, many u11k11ow11s, .inu controversy. Clearly, such a situation uoes not 

allow one to ask anti answer fumlnmcntal questions (e.g., the total need l'or camp 
slots), nor IO develop new programs (e.g., family camping l'or single-parent 
ra111ilies). One is constrained by existing programs and is limited to shortlwnd 
111cthmls or cstimaling. 11cctls ,111<..I cmas. The.: issue is dclincd. ideas about alter­
native uses or the site arc collected. the costs c.1ml hencrits of em:h recommcnd:llion 
arc assessed quickly. and u recommendation is made. The process of developing 
a rccummcntlalion includes some negotiation with the exis1ing camp board to 

allow for lung-term use or the site for 01her than camp purposes, thus reducing 

the opposition lo the acccplancc of the gift. 
The next. somewhat larger policy problem involves uecisiom; about entire 

programs. 

Programs 

This class o f' policy-planning problems involves 1hc development. review, and 
evaluation or spcdlic types of service or rcsp,msc to need!.. Prngrnm pl111rnlng 
aml priority planning (lhc next class) involve policy problems :mu appropriate 
analytic tools o f intermediate complexity and scope. Program studies tend to be 
somewhat more general and longer-range than planning lo resolve issues. Thus 

these problems lend themselves to somewhat bronder cff orts al informntion­

g.athcring and analysis anti involve more tlcc.:isions than planning lo resolve issues. 
Jewish communities are often involvcu in program design-the development of 

new programs to respond 10 new prnblem:,; or lo renew the com1m11rnl altm:k on 
old problems. Communities or org:mizations have rcct!ntly launched progrnms 
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to combat homelessness. to support Jewish AIDS victims, and to provide Jewish 
education lo board or professional leadership. 

Central organiwtions-fe<lcrations or foundations-f'rcqucnlly review pro­
grums !hat already exist: deciding whether or nol lo fun<l , to renew or not to 
renew a previous grant. tu expanJ or keep lhc fu11Ji11g at lht! same leve ls. For 
example, !he board of a community center may call for a review of a program 
for teens or of one for single-parent fami lies. 

From time to time (although not often enough) a Jewish organization will 
launch a f"ull-scale evaluation of a program (e.g., a summer camping experience 
for o lder persons). Such a review might focus on the extent lo which a program's 
objecti ves arc bt!ing mcl am.I on the balance of costs and benefits tu participants 
atH.1 to the conHnun ily at large. 

Needs assessment is oflen an inlegrnl part or program design or evaluation. 
I lowevcr. the question "is this program real ly nee<lcJ" too uftcn is answered 
subjectivcly-baseJ 011 a limiletl number of anecdotes about a few intlividuals. 
While " needs" cannot be mcasurcll scicntilically, one can move beyond the 
purely subjective. 

Estimat ing needs for services involves significant problems of measurement. 
Stalemcnls about need contain value judgments. ror example, looking, at the 
same populalion, two observers will draw uilTcrent conclusions about Ille number 
or day care slots needcJ . ii' the tirst believes tlrnl day care suits only chil<lren 2 

years or older, and the second believes that tlay care is appropriate for children 
of 6 months and oltlcr. Thus, there is u subject ive component to needs assessment. 

Secontl. objective data about needs and about services are hard to assess . For 
example , there is little information about the amount or services actually being 
delivered. and even less infornmtio11 about the q uality of' service. It is even more 
dil'licult to find i11forma1io11 on the <.leg.rec to which services arc ut il ized or how 
much people would use the services if they were available. 

At best. only an approximate 111ec1sure or need is f'casihlc . Some analysts have 
relied on Ille judgmcnl of key informants to overcome these difficulties; others 
have tried to "mine .. :;uth quantitative measures as arc available. Uolh ap­
proaches should be use<l. 

Dala analysis, the lirst method, compares data on 1hc number or people in 
each popu lation group (likely lo be in need) to the amount of service available 
within a specif it: geographic area, or in the entire city. Thus i r one analyzes lhc 
need for home care servi<.:c for lhe elderly, the relevant <.Jain Involves lhc number 
or older persons (by age category: e.g., 60 to 69. 70 lo 79 .. 80 ant.I over; anti 
pmsibly also by income level): the hours of' home care service currently available 
(by type and cost or program): and a standard tu suggest whether more home 
care is ncetlc<l . 

Standards or judgment arc sometimes relative-perhaps based on the per­
centage of older persons living in the neighborhood being stutlied compared with 
the pcn:en\age of home care slots available in the same ncighht>rhood. Comparing 
the pcrccn1agc ul' people in a particular popul.11ion group in a region with the 
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percentage or services providctl thal population in the region will show whether 
or nol that population is receiving its "proportionate share" of the community's 

services. 
In other cases, standards of need may be absolute (i.e .. the hours of home 

care that should be provided-based, for example, 011 guidelines set by u national 
authority-per hundred older persons multiplied by the number of older persons 
in the area). This need would be compared with the amount of service nvuilablc 
to gel an estimate of the "net need" or size of the service gap. 

In aduition to the data analysis, information about service gaps is also derived 

from expert jut.lgmcnt, the responses of knowledgeable persons. Key informants 
might be prof cssionnls. board members of relevant agencies, or service users 

themselves . 

Priorities 

Jewish communal organizations face the classic allocation dilemma of central 
fu11dillg organizations: necc.Js typically outweigh resoun.:cs. This general problem 
is cxaccrbatcc.J by a particu lar one: Jewish commu1ml funu-rnising nationally is 
growing very slowly. Thus, for the foreseeable future in most communities there 
will be a relatively small amount of new money each year. 

The purpose of a community priority system is tu e nsure that scarce communal 
dollars arc allocated according lo the cmnmunily's priorit ies. Establishing prior­
ities fur any community is extremely difficult because or the multiplicity of 
constituencies and their differing values. /\. particular service may be very im­
portant to one group and unimportant lo miothcr. The challenge is to design and 
implement a system that integrates an<l balances varying perspectives on need. 

In principle, it would be desirable lo base community priorities on an assess­
ment of 11m11e1 needs: the gap between the neeus of a specific population nnd 
the available services equals unmet needs. The larger the gap between what is 
needed and what is available, tile more acute the unmet needs, and, by extension, 
the more urgen t the priority lo provide more of that type of serv ice . 

It is easier to reach agreement about priorities where life anti ucath are involved: 
nutritional necus or tile elderly, for example. ll is m()re difficult lo assess the 
need for services such as those offered by community centers. Some services 

arc used by the entire community rather than by any particular indivitlual-such 
as activities on behalf of Soviet Jewry or neighborhood preservation. 

Since the focus is on setting priorities, it is sufficient to develop a sense of 
relative needs rather than to altempt the more uiflicult task of measuring absolute 
needs. 

Three dimensions of priority are relevant: services, people, and g.cog.rnphic 
areas. Thus a priority-allocation system should be able to support comparisons 
among different kinds of services, different groups of people, and different 

geographic areas. 
The three dimensions of choice i<.lentified nbovc-service:;, people, 'and geo-
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graphic area-need lo be spelled out concretely in three classifications. The 
geogrnphy of lhc service area needs lo be divided into meaningful segments, a 
definition of population groups established, anti u program or service classifi­
cation selected. 

The identification of useful criteria for decision making involves the identi­
fication of relevant values; for example, giving !he highest priority to programs 
thal serve those in greatest need. lt also requires the specification of un index 

or standard to provide a way to measure neeJ. 
Especially in the design of an initial information system, crilcria nee<l lo be 

relatively simple and relatively few in number. Often "surrogate measures" arc 
use<l when we cannot measure need directly; so we measure it inuircctly, such 
as using a per capita Jistribution of an existing service to rank geographic areas. 

Using criteria to rank possible programs, areas, or population groups requires 
the collection of information. This information makes ii possible Lo uevclop and 
,ipply the stamlard , whclhcr lhc focus is 011 client populations, unmet needs, or 
\.Vhcrc the greatest needs ex isl. Collecting useful information is costly, and there 
arc limits to the amount of informal ion lhal can be absorbed by decision makers. 
It is difficult lo conceive of managing the complexity of priority choke in all 
but the smallest communities without using a computer. There arc a number of 
possible appr0c1ches: at a minimum, one should use a computer to store infor­
mation anti produce specilled reports on a prearranged schctlulc. At a maximum, 
one could develop an inlcractive system in which an individual decision maker 
can be presented with a series of computer screen menus relating information 
to the choices to be made. The consequences of each sci of decisions could be 

computed. 

Strategics 

Strategic analysis defines a class of policy problems in whic.:h the policy 
problem is very large-an economic development :,trntegy for a region, for 
example. The policy-making environment is diffuse anti likely to involve many 
<lecision makers as users of the analysis. /\llernativcs developed in such mi 

environment should be more wide-ranging, involving (be search mcthous de­
signed to generate alternatives anti brou<l criteria rocusing 011 short- an<l long­
range costs anti the probable effectiveness aml impact from a variety of poinls 
of view. Such problems are likely to have substantial lcu<l times for research, 
such as the opportunity to generate primary data through surveys. 

The purpose of strategic planning is to chan an overall <lircction for an 
agency-not a <lclailcd blucprinl ror m.:tion. Strategic planning is an 011goi11g 
process-rn!her than a one-time effort. Tile document called the strategic plan 
is a summary of !he strategic thinking of an organization at a parlicular point in 
lime. Sensible strategic planning is mitl-rangc: a time horizon or three to five 
years is the 1i1aximum feasible given the uncertainties of communal organi'l.alionnl 
life. The heart or a strategic plan is a mission statement. 
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/\ 11Hss1011 statement shi,ultl project c1 clear view or the self-image of the 
organi1,alion; what ii seeks lo accomplish and how it relates lo the community; 
whom il seeks to serve and how. The purpose or the mission statc111ent is to 
suggest priorities for action . and the overall elllphases in the organization's 
program. A good mission statement conveys not only what the orgnnizution is 
trying to be but also what it is not trying to be. The process or developing a 
mission statement should itself be a community-building exercise. involving 
representatives of key constituencies along with boar<l and professional leader­
ship. Most important, the process <4' prepari11g a 111issio11 state111e111 should co11-
.fi'o11f and rC'.wfre major choices <f direction Jc1ci111: the a,:ency. Co11jlicts over 

mle 011d p11r1,osc> sho11/d be dealt with openly and not papered over. 

THE USES OF STRATEGIC PLANNING 

Strategic planning should guide (and not determine) specifk decision making 
in many areas, such as: 

• Client-group emphases 

• Scrvicclprogrnm mix 

• Locc:1ti01v'racilit ics 

• Publi<: image am! cummunicalions 

• Uutlgcting 

• Fund-raising 

• l3oan.l development 

• Slaff <lcvclopmcnl 

111 the previous two sections of this chapter. two <.li111ensions of a planning 
system have been defined: geography and type of policy problem. In the next 
section, a general method for Jewish policy planning will he suggested. 

A GENERAL METHOD OF JEWISH POLICY PLANNING 

The literature of planning over the last thirty years has been <.10111inatcu by the 
debate between Ilic rationalists ·and the incrcrnentalists. The dassic theory of 
planning is rooted in the theory of rational action. lt posits a model that begins 
with the establishment or a goal; the idcntificaiion of alternative me.ins to attain 
the goal; the collection and analyi;is or information bearing 011 the relationship 
between means anti ends (such as the probability anti degree or value of goal 
allai11ment associated with each or the alternative means); and the !-election of 
the means with !he highest expected value (the highest probability or attaining 
the highest possible level or gmd a!lai11mc11t). 

111 response (o this model. the i1icn.:mcntali:,;ts have mgucd that in the com-
1mt11i1y selling (lypic.:al or the voluntary sc<.:tor. including. the Jewish corn1mrnity) 
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or Ille governmental sclli11g.. ii is exlrcmcly <lirricul l to reach agreement ttbout 
goa ls. In tile Jewish community. different co11s1itue11cics--<lcfincc.l by itlcology. 
socioe<.:OllOlllic stutus, .igc, e(C.-lll'C likely to approar.:h <.lifTcrcnt COllllllllnity 
issues with different i1m1gcs of the appropriate goals. In uny event. the cognitive 
burdens of asccrlaining (or predicting) all lhe possible means und lhe cxpee1ed 
value of each means-goal combination are loo great. 

In contrns1. incremcntulists have suggested that community or governmental 
decision 111aking involves a mixture of competit ion and cuupcration among com­
peting interests in which the "public interest" is analogous 10 the unseen hand 
of the economic markclplacc. People strive lo agree on means without necessari ly 
agreeing on or even explicating goals. 

Jn effect, the incrementalisls make a case against planning. Yet those who 
sec lhc world us eminently improvable, wonuer: if the unseen hand is so bco­
eficial, why arc there so many obviously unsol vc<l communal problems'! in­
creasingly. planners arc recognizing that I here is n "mic.Jdlc way. '' Unlike the 
pure rationalist, they lwvc no expeclalion that specific cornmunily goals can he 
scl and agreed lo ur lhal ull the allernalivc courses of action can be ident ified. 
There is an m:ccplance or the reality anu legitimacy of a vmicly of interest groups 
competing wilh one a11uthcr for their own inte rests . 

On the olher hand, unlike the incrementalist, 1hc modern community planner 
believes that systematic onalysis of appropri,tlc facts amt .in effort to explicate 
relevant vHlues can yield a better community result than the clash of competing 
interest-groups ulonc. 

While every locality and every policy problem is unique, the following genernl 
steps arc applicable. 

Step 011e: Jde11tify Fhe /)c>/icy issue or problem needing rc.wlwicm i11 rhe co111-

1111111iry: In a community planning process, the first critical step is tu reach 
agrcemcnl among participants as lo what the problem or issue is. While this step 
seems obvious, the l'or111ulalion of the problem is often le ft implicit. In almost 
uny ki nd or problem solving, a useful problem defin it ion is at least 50 percent 
of the solution. Fl>r example. a commiuec looking al the stalus of Russian Jewish 
immigrants in a commu11ity might do wel l to reach agreement as 10 whether the 
critical concerns arc in the area o f' rcsclllcmcnl; in !he areas of jobs and housing; 
in the area of acculturation to American norms. such as voling participation anti 
lilcrncy; or in lite area of Jewish a<.:cullurntiun . in levels of participmion in Jewish 
cuucalional amJ <.: ultural activity. An ugenda for II comprehensive plnnnlng lituc.ly 
might inc.:luJe al l three issue sets, bul !he planncr(s) should explicate the dct.:isions 
lo be mat.le and the areas of concern. 

Step T11·0: l\s.\'('S.\' Fhe policy-111aki11g e11l'iro11me111 111iFhi11 which Fhe policy prob­
lem or is.me resides. l)eciphering the environment or a policy decision is like 
preparing a road map of an island bcrorc climbing lo its summit. Planning docs 
not take place in a vacuum. Establishing a cum111illcc. commission. task force. 
project, or stuuy lo develop policy normally means that important in<lividuuls 
or groups in the Cl)mmunily have become c.:oncerneu ilbout ;1 subject or issue. It 
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is rare for any issue to be completely new. One needs to understaml the sources 
of concern that lcatl lo the new focus or interest. 

In untlc11aki11g planning. it is important lO develop an early c1n<.l systematic 
u11<Jcrstamli11g or the dedsiun makers aml other acton; likely lo affect the outc.:omc 
o f a planning recom111endation, the agency or agencies likely to be involved, 
and the constituencies with a slake in the outcome. 

Step Three: Identify policy options that represent altenwtiw! 11•ays to resolve 
the policy is.\"11<' or problem. Once the policy problem or issue is defined and a 
"road map" of the policy environment is developed, the next step involves the 
search for possible solutions or resolutions. 

The development or policy oplions is likely to involve subsla11lial information 
gathering and a11alysis-i11tcrviews with decision makers, scrvi<.:e provitlers an<l 
users, analysis or recommendations or actions in similar situations in this or 
olhcr communities. brninslorming wilh "wise people," and construction of cJe­
cisioll !recs or options graphs 10 clarify choices. The product of this s1ep is a 
!isl or 1wo or more allcrnative possible courses of aclion or options. 

Step Four: lcle11tijj1 rite criteria that are relevant to clwm;i11g c1111011g altcr-
11ati1•<'.'i. The purpose or this step is to specify 1he cri1eria or standards relevant 
lo choosing among lhe altcrnutives i<.lcntilicu in step lhrce above. In the mulli­
co11slituc11cy c11 viron111ent typical of Jewish c.:om11111n11I life, different crilerin 
reflecting cJifferent values are likely 10 be imporlant lo different groups. The 
policy analyst seeks to define cri teria reflecting a range of values representative 
of the concerns of different groups. 

The cxtenl lo which different options arc likely lo advance particular values 
can be seen us "measures of effectiveness." Thus in selecting. among alternative 
sites for a community center, one site may be more ''effective'' in terms of its 
accessibility lo older persons living in a ncxt-<.Joor seni_or housing <.Jevclopmcnt 
and another site may be more "effective" in ten·us of its accessibility to families 
because of superior parking. In addition lO "effectiveness·• measures, criteria 
arc likely to involve considerations or cost, timing, and feasibility. 

Step Ffre: Access rite pros a11d cons of each a/1emmii1e i11 terms of relevant 
criteria and identify the preferred solwio11s. The fifth and final step in the 
planning model involves an effort tu predict the consequences of each option or 
alternative in terms of each criterion. I f a reasonable estimate <.:an be matle of 
the probable impact of each op1io11. the pros a11d <.:ons of cm:h option c.:nn be 
c.:onstrnc1ec.l: "pros" arc a likely posi tive outcome with regard to a criterion or 
value. In almost any planning siluation. the selection of an option involves 
"tratleoffs," weighing different mixes of gains anti losses. 

The results of such a process are illustrated in Table 9.1. The pros or the first 
oplion arc effectiveness in terms of the first criterion. and low cost. The "cons" 
arc low effectiveness in terms of the second cri terion and slow implementation 
speed. On the other hand, the "pros" of the sccom.l option arc crrcclivcncss in 
terms of the second criterion . and probable speedy implcmcntatio11; the "cons" 
arc low effectiveness in terms of the first criterion and high projected cost. Each 
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Table 9.1 
Critcria- Altcrn:aivcs Matrix 

Eff ecti vcness 
Criterion 1 

Option A Not Effective 

Option D Not Effective 

12122608760 

Effectiveness 
Criterion 2 

Effective 

Not Effective 

Nov. 10 1992 10:34AM P03 

Cost Feasibility T ime 

High Feasible Fast 

High Feasible Slow 

in this table, iL can be seen that the problem comes down to 
choosing among two options (e.g., two sites for a geriatrics center; 

two plans for combatling homelessness; two different policy proposals 
for enhancing the Jewish family, etc.); and five criteria-two kinds 
of "effectiveness" or value satisfaction criteria; cost; feasibili ty ( e.g., 
community acceptance); and time (e.g., time to implement). 
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of these options appcurs to be feasible. Thus the analyst's contribution in this 
case is lo provide the basis for eliminating other options (which might have 
substantial political supporl), and clarifying the choices or tradcoffs involved in 
choosing the first ur second options. T!1is live-step model is adaptable to a wide 
variety of policy-planning situations and problems. l3ut as described above, 
policy planning can range from large comprehensive, mulliycar stu<lies to rel­
;Hively quick "think pieces" or policy responses on a speci fic issue or decision. 
The "client" could be an international organii.ation or a neighborhood group. 
The moue! docs have to be adjusted to ril the specific circumstances. 

CONCLUSIONS: TOWARD A COMPREHENSIVE 
PLANNING SYSTEM IN THE JEWISH COMMUNAL 
SETfI NG 

Planning implies coordination anti some degree of centrali1.ation. It suggests 
a rational prm:css of decision mnking rather than one ln1seu on whim. emotion, 
or power alone. ll implies a balance between the use of information u11u infusion 
of relevant values; it involves content as well as process. Jews venerate the past 
and live in the present. History has 1nughl us 1101 10 expect too much from the 
ruture. We tend to be crisis-responsive, rcHctive, and 1101 proactive. Yet unless 
we plan more systematically. complex problems will linger instead or getting 
resolvetl. Precious time, money, anti energy will cont inue to be wasted in tlu­
plication of effort in some areas while otl1er issues wi ll fall between the crncks. 

While the commitment to communal plmrning, at least at the ((lc.:al level, seems 
lo be growing in North America. we have a long wny lo go. In all of North 
America, there is no nat ional Jewish policy think lank- no Brookings lnslilution, 
no Kennedy School. no Rand Institute. The last such effort-the Institute of 
Policy Analysis of the Synagogue Council or J\mcriea-<lie<.l through lack or 
support. 

A serious co111111i1111cnt to a planning system--one cc1pablc of uealing with 
issues. programs, priorities, and strategics al the g lobal, contincntal/rrntional, 
rcgio11:1 I, metropolitan area, and neighborhood level- requ ires a radicc1l reor­
ganization of Jewish l ife, a radical change in the recruitment am.I training or 
Jewish profo~sionals, anti a major commitment on the part of Jewish lrty lead­
ership to a new way of doing business . 

In the early part of the twentieth century. in community after community. 
Jewish federations were forged to bring oruer out or c haos in kwish organizn­
tional I ifc. Today. nothing short of such a major effort on a global. if nol n 
national level, will bring Jewish communal planning lo a central role in communal 
li fe. 

NOTE 

I. The terms .. poli<.:y pla1111i11g.." "sm:ial pnlky analysis, .. anti "polky analysis" 
will be used intcr<.:hangcahly in this t:haplcr, Pulic.:y planniug is dclincd as the development 
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anti prl·~cnlatiPn l'f l'l'li1.·~· l'ptil,m, \l'~1.·tht·r with \'n>:s and t·t111:s 1,f l'nrh 1,pti1111, Tile 
prnccs~ 11.~cs l':-.plic11 \.·11tcria. pwjccts the pt\l\lahk t'llllS1.'quc111.·1:~ l,f :1llc1 na1h·cs. am\ 
makes explicit value judgments about various outcomes. The approach is issue-oriented 
and <lattt-inlensivc. 

. . \ 
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LEAD COMMUNITIES PROJECT Mailing Address 

If'• brand fax transmittal memo 7671 I# or pages • 5 
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Phone# 

Fax~ 

COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

iii mr H1r; .g me 
163 Third Avenue #128 · New York, NY 10003 

tel: (212) 532-1961 · fax: (212) 213-4078 

October 21, 1992 

LETTER OF UNDERSTANDING 

>ea r Mr. Meyer; 

I am writing to confirm that the Jewish community of Milwaukee and the Council for Initiatives 
in Jewish Education (CIJE) have agreed to participate in a joint local-continental collaboration 
for excellence in Jewish education, called the Lead Communities Project. 

The Commission on Jewish Education in North America (COJENA) found tbat the best way to 
generate positive change at the continental scale is to mobilize the commitment and energy of 
local communities to Jewish continuity, and recommended the creation of lead communities. 

The lead community is expected "to function as a local laboratory for Jewish education; to 
determine the educational practices and policies that work best; to redesign and improve Jewish 
education through a wide array of intensive programs; to demonstrate what can happen when 
there is an infusion of outstanding personnel into the educational system, with a high level of 
community support and with the necessary funding."7• 8 

The Jewish community of Milwaukee has established a Milwaukee Association for Jewish 
Education. The community views the Lead Communities Project as an opportunity to 
.................................................................................................... 

This letter is a summary of d iscussions between the Council for Initiatives on Jewish Education 
(CIJE), and the Milwaukee Jewish Federation. Its purpose is to clarify our mutual expectations 
with regard to the implementation of the Lead Communities Project in Milwaukee. 

7 A Time ro Act (University Press of America, Lanham, Md.,1990), p. 17; see also pp. 67 - 69. 

8 See also Lead Communities: Program Guidelines (January, 1992) pp. 7-11. 



COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

This ktter covers the three year period from Sept 1, 1992 through August 31, 1995. 

1992-93 is tbe Planning Year (see below) 
l 993-94 is the first Action Year 
1994-95 is the second Action Year 

During l 992-93, the Jewish community of Milwaukee with the advice and assistanc" of CIJE, 
will prepare a five year plan for improving Jewish education. The plan will include: a needs 
assessment, mission or vision statement(s), program priorities, and a strategy for financial and 
human resource development. The plan will build on the work of the Milwaukee Association 
for Jewish Education and incorporate appropriate elements of work already completed. The 
community by February 1, 1992 will prepare an outline of the 5 year plan identifying the major 
topics to be covered, preliminary findings, program ideas and tentative conclusions. 

Along with the five year plan, the community will also prepare an Action Program for 1993-94 
which will include the schedule of the specific improvements to be undertaken; and the costs 
and revenues associated with each specific improvement effort.9 

The plnn and the action program will be completed by May 31, 1992. 

During 1993-94, the community will carry out the implementation of the first year's Action 
Program and prepare an Action Program for 1994-95. 

During 1994-95, the community will carry out the implementation of the second year's Action 
Program and prepare an Action Program for 1995-96. 

In support of these efforts, CIJE agrees to: 

■ Off er models of successful programs and experience through the Best Practices Project. 
Best practices will be identified in a variety of areas, including: Supplementary 
Education, Early Childhood Education, JCC programs; Israel Experience; Day School; 
Campus Programs; Camping; & Adult Education. Information on all areas will be made 
available between October, 1992 and the end of May, 1993. The lead community will 
adapt and introduce these models in the light of local needs and interests during the 
Action Years of the project, with the advice of CIJE. 

■ Provide technical assistance in planning and educational development The community 
will have access to assistance from a roster of experts provided by CIJE at no cost to the 
community. 

9 Sec Appendix A for a brief description of some of the possible a reas of content of a Lead 
Communities Plan. 
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Introduce potential funders to the community -- including continental foundations 
imerestecl in specific project areas. 

Negotiate with foundations, organizations, and providers of programs -- training 
institutions, JCCA and JESNA -- to define the nature of their involvement and their 
contribution to Lead Communities. 

Provide a monitoring, evaluation and feedback system to serve both the Lead Community 
and CIJE. 

Convene lead community leadership for periodic meetings on common concerns. 

The Lead Community agrees to: 

■ £.<;tablish a Lead Community Committee to direct the project. The Committee will be 
made up of top community leadership representing all elements of the community -­
Feuerntion, congregations, institutions involved in formal and informal education, and the 
full spectrum of religious movements represented in the community. The Committee will 
he chaired by ............................. .. 

■ Provide opportunities (sucb as town meetings or subcommittees) for stakeholders from 
all sectors of the community to meaningfully participate in the planning process -­
including consumers of Jewish education, (e.g. parents and students), educators, board 
members and Rabhis. 

■ Appoint a Lead Communities Planning Director to staff the Lead Communities Committee 
and to coordinate the work of educational and planning professional resources in the 
community on the P lan. Senior professionals in the community (e.g. the Planning 
Director of Federation and the Director of the BJE) are expected to be fully involved in 
the process. 

■ Prepare a five-year plan, and annual action programs (as described above). 

■ Appoint a Lend Communities Director to direct the Action Program for 1993-94 
onward. 

■ Integrate the findings of the Best Practices Program appropriate to the Lead Community. 
(as discussed above). 

■ Identify and htgin one or more experimental programs within the first year. 

■ Build the profession of Jewish education, and thereby address the shortage of qualified 
personnel. 

3 
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■ Mobilize community support to the cause of Jewish education. 

• Significantly expand the communal resources committed to Jewish education. Based on 
one community's experience in implementing the recommendations of its Commission on 
Jewish Continuity, "significant expansion" should result in at least a 40% increase in 
communal resources for Jewish education by the third year action program. Communal 
resources include regular allocations, endowment funds, local foundation grants, and other 
sources of local funds. 

■ Collaborate with OJE on the monitoring, evaluation and feedback system, and utilize the 
results. 

■ Work with CIJE to disseminate the results of their experience to other communities. 

During the summer of 1993 and the summer of 1994, the work of the preceding year will be 
reviewed by the partners. This Agreement may be terminated at the end of one of these reviews 
if it appears to either partner that the other has fai led to perform in relation to this agreement. 

CIJE 

By:---- - --- ­

Title: 
Date: ________ _ 

4 

Federation 

By: ___ ____,;. ____ _ 

Title: 
Date: _____ _____ _ 
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(ILLUSTRATIVE) 

APPENDIX: TOPICS LIKELY TO BE ADDRESSED BY A LEAD COMMUNITJES PLAN 
----------------------===-==---=================================--

How the community plans to approach major improvements in educational personnel (e.g., 
in-service education for all educators) 

What improvements are e nvisioned for each major setting within which Jewish education 
takes place: congregations and supplementary schools; JCC's, Israel experience; Day 
schools; and camping; higher Jewish educalion campuses 

How to create a more supportive climate for Jewish education 

How to approach the Jewish education of each major group in the life cycle: singles; 
fami lies with young children; teens; the collcg~ years; empty nesters; o lder people 

How the community plans to encourage linkage~ (e.g., between formal and informal 
educational experiences) 

5 
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From : Ukeles Associ a tes Inc. PHONE No. 12122608760 

To: 

From: 

Date: 

Re: 

l\1EMORANDUM 

Annette Hochstein 

Jack Ukelcs~ 

October 5, 1992 

Lead Communities Letter of Underst:rndlng 

Oc~. 05 15S2 7 : 03PM P02 

l am writing to continue our discussion about the Letter of Understanding on Lend 
Communities. l had hoped to have a teleconference before Art left for Europe, hut 
we were not able to get it together, because of chagim aml individual scl1edules. 

As l understand it, you and Seymour have two major concerns: 

] ) that the draft lc ner does uol appropriately convey the idea that the l .ead 
Communities Project is about ::;ystemic change, it sounds like jus1 another 
commission. 

2) that the document need~ to include much more of the specific content of the 
Lead Communities Project as envisioned in "A Time tu Act" and subsequent 
materials. 

We may have a disagreement about the nature and purpo~e of this document; we 
may also disagr~e about how Lo generate change. 

I believe that we need to do it, not talk about H. The Lener of Umforstanding 

rcprcxcnh tnlk, iiof agga~: me longer WC !pend proooooin, thw 1.611H 9f 
Understanding, the more frustrated everyone will get. Our initial visits to the three 
communities where we talked through the draft document (but didn't give them 
anything in writinp;) rcvcnls that: 

\.,,._,.,; -----~ 
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2) they now know what CIJE brings to the collaboration and whal is expected 
of the communities. 

3) they want to get on wilh it. 

The only way to develop a commitment to systemic change is to work with the 
communities in a careful year-long educational process. That should be our goal 
for this year's work -- their plan shou]d be a concrete expression of the maximum 
thal is achievable. 

1 I understclnd your anxiety given all that you and Seymour have invested in this. 
But l look for u lHtlc more confldem;.c thnt Art, Shul~mith ~nd l share your bas jc 

vision and know what we arc doit1g. 

Tbe rec\1 risk to this project is not the language of the Jencr uf understanding, but 

the , effort to b~ok_er contii~ental resource~. When one of the CIJE 11fund-raisers'' 
proJccted a 10 % increase rn local resources to Jewish education as an acceptable 
lead communities outcome, I was truly surprised. If CIJE had a solid plan to 
assemble a ten mmion dollar war chest, we would be in a lot better shape to pursue 
the ag~nda I beli~vc thnt w e share. 
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MEMORANDUM 

To: Arthur Rotman 
Shulamith Elster 
Annette Ilochstein 
Sol Greenfield 

From: Jim Meier/-:--

Date: October 5, 1992 

Re· ' . Preliminary Outline for LC Planning Manual 

Attached is a draft outline for the planning manual for Lead Communities. I look 
forward to your comments and reactions. 



From Ukel es Associates Inc. 

[ drnft 10-4-92] 

I. Annlysis of needs 

PHONE No. 12122608750 

Lead Communities Planning Guide 
Preliminary Outline of Contents 

A. Current C()mmunity demographics~ 

1. Population characteristics: cohort sizes 

Oct. 05 1992 10:33AM P02 

2. Jewish educntors, hy cotegory ( e.~. day school principals, day school teachers, 
supplemtmtary, early childhood ... ) 
3. Other Jewish education target group sizes ( e.g., lay leadors, adult educ~tion 
learners, communal service professionals, college-age youth, other speciul groups) 

B. Present progrnm capacities and participation rates 

1. Participation rnles (formnl nnd informal progrnms) 
2. Progrom copocities (directory of resources, enrollment c::1pacities) 

. Institutions 
• Programs 

3. E.<.timate of community need/demand 
4. Gaps (B3 - 132) 

JI. Assessment of stnmt;ths und wenknesses (Wbnt works, whal doesn't work) 

A. Areas for assessment 

1. lnstitl1tions tind progrnms 
2. Students (levels of attainment) 
'.1. Personnel development 
4. Ltty involvement nnd lendership 
5. lnforrnsition (s:y~tem cnpnhilitie~) 
6. Coordination und col111borntion within system 
7. Uses of technology 

B. Exploratory c;omparh;uns (Programs and performnnce in other places) 

111. Strntc:gic issues (confrontlng and resolving criticnl choice~) 

A. l1fonlif y strategic choices 
B. Resolve strnlcgic clwicc:s 
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C. Develop community-wide mission or vision statement(s) 

IV. Estobllshing strategies and priorities 

A Formulate strategies 
R. Bstnhlish priorities 

J. Population groups 
2. Programs 
3. Enabling functions/resources 

V. Designing programs (to Rddre!-!- priorities) 

A. Initiate program ideni; or strategies/preliminary proposals 

1. 1.eHdership (lay $Ind professional) 
2. lnslitutions and human resources (including collaborRtion) 
3. Prosrams (including Israel trips, personnel) 
4. Phmnin£t uncl e.v:-tluation 
5. Finuncial resources 

B. Select program priorities/rhnsing 

Oct.05 1992 10:33AM P03 

VJ. Prepnre implementation strates>': mulll -yenr framework, first yoar nction progrnm 

A. Program/fask 
B. Responsibility 
C. 01st smd funding 
D. Timet11ble 
E. Performance Management 
F. Program Evaluation 

VII. Next Steps: Implementing the plRn 

A. First.year action plan oversight 
R. Mid-course modifications 
C. Prepare second•yc.ar 11c.tion phm 

APPENDICES 

2 
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General format for each section 

Section heRding 

Rationale: W hat the section is nbout, why it Is irnportnnt, how it relates to the planning 

process. 

Deliverables: Important junctures, or delivernbles, nnd when they must be completed to keep the 

project on schedule. 

Denchmarks: Critical reyuircmcnts and oplionnl steps/tnsks to ochievc the henchmnrks for the 
phase. 

Methods: "How" to do the task. 

: ~~~o_:_:_l'-~-'~_v==~==.,...=.~=~"".~~1_n~1~e-1_1-t'-i;~,~t;=·:..=u~g~g~e=s=·t~i~,,.:.:;e=~=h~in~t~s=,~==o~r~e~n~h~a~n=c=_:::-,e==m,=··==~·="'=· ·=o=~~ti~<.1=n=~s=-=·,,.,·~==i 

Point person(s): Recommendation,; on who should oversee tnsk, nnd who neeck to bC! 
involved or hove input. 

Time gu idelines: Approximnte minimum/m(l.ximum time to set nside to curry out tu1:k. 

Exnmples: 

3 



TO: 

FROM: 

DATE: 

SF, SW, CAROLINE 

AH 

APRIL 15, 1993 

MEMORANDUM 

RE: MARSHALL LEVIN AT APRI L SEMINAR IN JERUSALEM 

I spoke to Marshall Levin. He will be happy to come to Jerusalem 
for the seminar. He raised two major issues that have been 
troubling him. One is problems they have in Baltimore resulting 
from Sara Lee 's meeting with the Reform rabbis and educators. 
These Reform rabbis and educators expressed the fact that they 
believed that they are not involved as much as their colleagues 
in Atlanta and Milwaukee. And Marshall said that they (the 
profess i ona 1 s -- Daryl Friedman and himself) a re "put on the 
line" versus their lay leadership . 

Two -- they are very concerned about lay participation from 
Milwaukee at the May seminar. They feel that the Milwaukee lay 
1 ea de rs w i l l s peak to the i rs and the i rs w i 1 l not under s tan d why 
there is participation from Milwaukee and not from themselves. 

We discussed the possibility of presenting this as differential 
stages in the 1 ead communities project and that Milwaukee is 
further ahead than Baltimore. He somewhat went along with this 
but is not rea lly satisfied. 

Marshall will come to Jerusalem. We need to make reservations (I 
off erect him the Mori ah hotel -- Caroline cou 1 d you p 1 ease make 
reservations). He will probably be arriving on the 26th and 
returning by the late night flight on the night between the 29th 
and the 30th. He has to be back on Friday, the 30th . 

Caroline will receive a pro forma invoice with details of 
reimbursement -- please take care of this immediately -- he needs 
payment right away. So, we should be in touch so that you can ask 
Cl eve 1 and to pay him. He wi 11 1 et you know whether to reimburse 
his travel agent or himself. 

Shmuel -- I told him that you were the coordinator of the seminar 
and that all details would be forthcoming from you. 

PROBLEM: We have not informed our other staff members in the 
United States that we are inviting Marshall. This needs to be 
done immediately in order to pre-empt any prob 1 ems. Prob ab 1 y, 
Steve and Shulamith should be informed ASAP. 
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Quite a bit of grumbling still about CIJE getting its act 
together -- he knows about Shulamith. 

c.c.: Carmela Rotem 

2 



TO: 

FROM: 

DATE: 

SF & SW 

AH 

MARCH 22, 1993 

MEMORANDUM 

RE: CIJE -- LEAD COMMU NIT IES 
DESIRED OUTCOMES -- MARCH-SUMMER 1993 

We need to get started in the lead communities on the following 
elements: 

A. 

1. 

2. 

3. 

4. 

B. 

1. 

2. 

3 . 

4. 

5. 

Joint work -- CIJE-LC Now 

Develop pi lot project 

Best practices in supplementary school 
a. Present to various audiences 
b. Work with educators and l ay people 

Goals project 
a. Work with training institutions and school people 

Relaunch the monitori ng, evaluation & feedba ck proj ect 
a . The lives of educators and first complete report by 

the summer 

Process & Set-Up 
rt I I'~ 

Hi"e~ ful l-time project director 

Launch local commission 

Set-up task forces 

Do educators' survey 

Mobilize the leadership 
a. Presentations to lay people 

rabbis 
educators 
professionals 

6. Work with training institutions 
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C. 

1. 

2. 

3. 

D. 

1. 

2. 

3. 

4. 

5. 

We will, in addition, do the following: 

Provide expertise 

Help with new hires , if requ i red 

Help with training institutions 

Process at CIJE Level 

Board 

Sub-comittees 

Funding/fund rai sing 

Work with foundations 

P.R . 

E. Set next planning seminar date and launch work with training 
institutions and LC together 
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TO: 

FROM: 

DATE: 

SHMUEL 

Annette 

MARCH 21, 1993 

Hello Shmuel, 

MEMORANDUM 

Re : TH E CIJE 

I would appreciate it enormously if you would go through any CIJE 
or May seminar related f axes, mai l or other forms of 
communication and would deal with them. If you make your 
suggestions and recommenati ons, then Seymour or I wi 11 respond. 
If I'm not i n, maybe get to Seymour -- if I am in, we'll decide 
how to move ahead. 

Also what is important at this time is to make an initial list of 
the things we want to achieve with the lead communities at this 
ti me and pr i or i ti z e th em . By i n i ti al 1 i st I mean those sever a 1 
things that we need to move ahead with over the next few months 
in order to proceed and see progress. 

They include launching a pilot project and giving it visibility 
so that the sense of progress be known and perceived throughout 
the community. 
They include the Educators Survey. 
They include ongoing work with the loca l commission -- we need to 
follow up on mobilization and scheduling in this regard. 
And they include work with the best practices project in a 
systematic way . 

I suggest that you prepare an overview of where each community is 
at as regards this -- it could even be in table form -- with a 
sense of timing and of the input that is required from us. At the 
same time, the place of the May seminar as a means of bringing in 
the goals project and making progress on all of these should also 
be taken into consideration. 

It looks like we could have both Josh Elkin and Danny Pekarsky 
take on a consulting role, each for one community. I f we decide 
that we want to go this route (something we ought to consider 
already this week) we may want to try and bring them, or consider 
b r i n g i n g th em to the s i mu 1 at i on semi n a r at the end of Apr i 1 - -
for consideration and for discussion. 

Thank you very much for suggesting an agenda for tomorrow . I will 
try to have maybe a short part of the day devoted to "show and 
tel 1" -- that is to discuss each of the i terns that you are 
suggesting for update -- and to focus on some of the key issues 
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facing the Institute at this time as the major part of the day. 

I wil 1 a 1 so try to convene a meeting of Danny, Ori anna, Es te 11 e, 
yourself and me about the database as soon as I can - - depending 
on other things, I may try to convene it still today. 

Shmuel, RE: PROJECT DESCRIPTION PAGE FOR BUDGET 

I would appreciate it if you could give the CIJE page to Estelle 
-- she did not receive it on Thursday -- and the MAF one to me. 

Another Matter 

If it is 0.K. with you, tell Ginny that we will take the 
Wednesday conference call time. Tell her that we will try for a 
couple of weeks and see where we are at. Please note that I will 
be in this week -- note for yourself but don't tell Ginny that I 
probably won't be here next week -- that will be for Seymour and 
yourself . Seymour should be informed; he should get a copy of the 
fax to Ginny telling about the Wednesday afternoon; Suzanna 
should also be informedi· Orianna can do that for you -- about 
what time the telecon wi 1 be. 

Thanks. 
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TO: 

FROM: 

DATE: 

SHMUEL 

ANNETTE 

MARCH 17, 1993 

MEMORANDUM 

Please add to the things we have in New York the following list : 

2 more Time to Act ' s ; another copy of the proposals of YU and of 
HUC; and another set of the background papers to the Commission. 

Another Matter: 

Dear Shmuel, 

In order to comp 1 ete the budget proposa 1 for this current year, 
we need to send descri ptions of the projects. I am enclosing the 
1992 descriptions of the MAF Consultati on -- which this year is 
primarily work with the t r aining inst itutions -- and of the CIJE, 

~ \~0 which as you know has exploded thi s year into something as big as 
\J t~ you know. -t ~\) "' 01 Could you please prepare drafts of t hose 2 documents for 1993 7 

' making sure that t he text is congruent with the proposed budget , 
A ,,s) J. and possibly rel ating t o any maj or discrepancy in the budget this 
'I\.,~ year versus the budget last year. Thi s is fairly urgent since I 
")~ _must mail it all by next week. Th anks for your help. 

\" ~\ And vet another matter 
'o" 

A._~/~ 

(1 
Shmuel, the CIJE wants a regul ar conference call with us. They 
are suggesting Friday, 3:00 or 3: 30 (obvi ousl y f rom your home) , 
or al tern ate l y, Tuesday or Wednesday 3: 30 p. m. We are checking 
with everybody in order to know. 

Wi 11 you p 1 ease check wi t h Seymour and me and yourself our 
ranking of preferences and let Ginny know by fax; then she will 
arrange over there. 

And vet again another matter 

I spoke at 1 ength with Ruth Cohen in Milwaukee and will need to 
make you connect with her . The lady feels enormously overwhelmed 
mainly in her work - - though she is clearly moving ahead better 
and more thoughtfully than all the others. At the same time , she 
probably does not know terribly much about the uni verse she is 
involved with or the tasks. I have a sense that she might bear a 
from time-to-time phone call to find out. So I would adv i se that 
what you might do i s to plan a call, have me be in on the first 
mi nute or two by saying who you are , introducing you -- and 
giving it over to you so that you can give her ongoing advise . By 
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the way, the same might become true very quickly with Chaim 
Botwinik and we might want to do that. I don't know about 
Atlanta. Steve Gelfand has a very very hard time being positive. 
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TO: 

FROM: 

DATE : 

MEMORANDUM 

SF & SHMUEL WYGODA 

ANNETTE 

MARCH 17, 1993 

RE: MAY TRIP TO THE U.S. 

We are planning for work in the U.S. that calls for a trip from 
May 9th-May 18th; work on the CIJE may be shorter by a couple of 
days. 

I have asked Ginny to make arrangements for 3-4 consecutive days 
of meetings in Cleveland during this period, as follows: 

1. At least 1 initial day with the training institutions 
(Davidson, Abramson , Schiff, Hi rt and Lee) to discuss work with 
the lead communities -- and poss i b 1 y some work on their MAF 
grants. This would be followed by 2 days with the communities. In 
this scenario we might elect to invite the training institution 
representatives to remain for some, or all, of the first day of 
meetings with the communities. We might, for example, divide 
ourselves into two groups -- one who would work the second 
morning with the training institutions on a specific matter 
re 1 at i ng to them; and the other beginning the seminar with the 
communities while the second half of that day would be a joint 
one of the training institutions and the lead communities. All of 
that, of course, is to be simulated at the end of April -- the 
way we have scheduled our simulation. 

The rest of the time would of course be our ongoing work with the 
communities. 

Please note that Atlanta has now decreed once more that Seymour 
and Annette don't "hear" the communities well and have no 
understanding for Atlanta's difficulties in paying for their trip 
or giving staff time for the CIJE in May. I believe we ought to 
lay this notion to rest very quickly. We all know now that 
Atlanta professionals are not involving their lay leadership in 
any of the decisions. I have but little doubt following our 
meeting with the lay leadership that they would make staff time 
and funding probably a priority for the benefits that would 
accrue from active participation in the CIJE . I think we ought to 
advise among ourselves as to how to deal with this. (SHH and SRE 
have bought into the Atlanta staff 1 i ne; thereby underscoring 
once more the different way that we work with lay leadership.) 

Irrespective of any of this, I believe we want to move ahead with 
the meeting. Should we invite Marshall Levin to the first day 
with the training institutions? 
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Ginny will let us know about the scheduling -- this meeting will 
take place in Cleveland . I have told Ginny to leave 2 days open 
for our scan consultation in Boston, Seymour -- as we discussed. 
As soon as we ~et further data from Ginny, we wi 11 be able to 
complete logistical arrangements. 

Shmue 1 - - I to 1 d Ginny that you wou 1 d be the centra 1 person 
dealing with this seminar and that you would also be the central 
coordinator. So over to you! !! 
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Mandel Institute 

Tel. 972-2-617 418; 618 728 

Fax: 972-2-619 951 

Facsimile Transmission 

Dr. Shul amith Elster To: Date: __ F_e_b_r_ua_r_y_ 1_2_,_19_9_3 _ _ 

No. Pages: _ _:o2=--- -----

----------------
Annette Hochstein 

From: ---------------
Fax Number: oo/ - 3o J, c:J3o -i:;;Jo/ cl.. 

Dear Shulamith, 

Re: Agen da for Meetings wi t h Communities 

It was good tel econ i ng yesterday : I think we a re moving ahead 
rapidly. Here are some thoughts concerning your discussions with 
the communities re: the agenda for our visit. 

As far as we are concerned, the following items are of priority : 

1. To clarify further our game pl an and ideas so that the 
discussion with the communities, the deliberations with them, are 
focussed on the lead commun i ties project. This would lead to 
mutual exchanges concerning how we and the communities want to 
best move ahead . (Also because Steve Ge l fand's letter is so far 
from knowing the game plan we have.) 

2. To respond to the communities' needs in implementation: 

a. 
b. 

C. 
d. 

Development of a pilot project 
The l ocal process: each community moving along with the 
establ ishment, the agenda, the development, of its local 
commission process at the rate appropriate to local 
circumstances. The planni ng guide may prove here a use­
ful point of departure for communications. 
The best practices project 
Personnel needs (we would like to understand what 
senior educational personnel is needed/missing l ocally 



e. 

f. 

and consider together with the community if we might 
be able to assist in finding appropriate people) 
Working with the denominations -- where appropriate, 
developing the links and methods for workin9 together 
Introducing the goals project (the idea of 1t) 

3. Whatever the communities' needs are. 

This is just meant as input for your own thinking as you develop 
a draft agenda with them. I will respond to such draft(s) as soon 
as you forward it/them to me . 

As regards the issue of knowing what is happening on the planning 
and educational development scene in each community -- your 
question of the 10 questions to Lauren : I be 1 i eve that what we 
need most is for you to be f u 11 y informed as regards their 
initiatives (e .g. , are they doing an educators survey1 If yes, is 
that survey commensurate with the notion of comprehensiveness and 
with the methodolo~y that we had in mind when suggesting such a 
survey? How does ,t fit in with the plan's thinking? At what 
stage of development is it? Etc.). The same would be true for the 
issue of the development of a tra i ning program at Emory 
University . 

I guess it is partly the function of reading their plans and 
talking to them to find out what is really happening , or 
happening a 1 ready, so that we can be informed by you and have 
thus an informed conversation with them . Tel 1 me if this makes 
sense. 

Shabbat Shalom, 

Best regards, 

(Jw;}:}r 
Annette 



TO: 

FROM: 

DATE: 

MEMORANDUM 

STEVE HOFFMAN, SHULAMITH ELSTER & GINNY LEVI 

ANNETTE HOCHSTEIN 

FEBRUARY 8, 1993 

RE: LEAD COMMUNITIES : NEXT STEPS 

Dear Fellow Travellers, 

Despite the hectic schedule it was wonderful being with you. I 
hope everyone got home safely and well . So as not to forget 

-. ... 

and before reading formal minutes, I am faxing this preliminary 
and probably incomplete list of what we need to produce, promises 
made, meetings to convene or confirm, and steps that are 
otherwise necessary in order to continue the job of building 
credibility, momentum and good work in the lead communities. 
Please see this as a random list which I'll be happy to see 
integrated in any master list of assignments that Ginny may be 
compiling . I have not related to the board meetings in this page. 

a. Documents: 

1. The planning guide should be produced and sent to the 
communities within the next few days. 

2. ·• The Best Practices Guide and Best Practices in the 
Supplementary School document should be circulated among us at 
the very end of this week or the beginning of next week, to be 
produced during the week of the 15th and placed in the hands of 
the communities before our next round of visits later in 
February. 

b . A pilot project for Baltimore : 

1 . Barry Holtz and Shulamith Elster to visit with the 
planners in Bal timore and undertake conversations with them 
towards the design and development of a first pilot project. A 
meeting will t ake place on February 23rd {l:00- 5 : 00 p . m. ?) with 
SF, AH, BH, SRE, and the planners in Baltimore to further discuss 
this . {Ginny could you please convene this meeting?) 

c. Negotiat ions on funding for a p lanner : 

1 . To remind us, Atlanta is asking for some funds to cover 
a position from March- July (we were not ful ly clear on this) . 

1 



Baltimore is probably open to negotiations. In any case, we need 
to discuss this with MLM - and perhaps SHH to continue the 
conversation with the communities . (I believe conversation is 
probably very important right now, to let them know in general 
that we are following up and not neglecting anything.) 

d. We need to further define how ongoing planning and work 
guidance will be given to the communities. 

e. Planning meeting: 

1. In light of the communities ' strong message concerning the 
differences between them and the need to develop different 
solutions to problems, we are now reconsidering the usefulness of 
a joint planning meeting on March 3rd and 4th. There are several 
alternatives. One would be to visit the communities again in the 
coming weeks (Baltimore and Milwaukee are scheduled. Atlanta is 
a less clear need and assignment.) Another alternative -­
suggested to us in Baltimore, would be to hold a satellite 
teleconference instead of the planned meeting - on March 3 or 4. 
(Botwinick available at certain times only). We would discuss 
matters common to the communities, including the planning guide 
and best practices document or other matters of common interest 
We could use the opportunity to have a staff meeting in Cleveland 
at the same time. 

We ought to discuss and decide this very soon -- and then inform 
the communities as soon as possible. 

f.I am working with Adam and Ellen on getting the monitoring, 
evaluation and feedback project in sync with the work in the 
communities and useful to the process. 

g. Milwaukee: Howard Neistein wanted to be briefed on the agenda 
for our visit on the 22nd. Steve could perhaps talk to him in 
the same spirit that you prepared the other communities for our 
visit. 

It is probably important to rapidly contact the communities -
under whatever pretext, in order to let them know that we are 
following up on our visit, and that next steps are forthcoming. 

Looking forward to hearing from you all, 

Best regards~ 
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TO: 

FROM: 

DATE: 

SHULAMITH ELSTER 

ANN ETTE HOCHSTEIN 

FEBRUARY 7, 1993 

MEMORANDUM 

RE: MI LWAUKEE -- COMMISSION AGENDA 

Dear Shulamith, 

I hope that you have returned safely and recovered from the busy 
week we had together. Upon my return home, I read the minutes of 
the last meeting of Milwaukee's Steering Commit tee (thanks for 
forwarding them) and would like to point to a challenge there. 

I find it di ffi cult to understand how the agenda that was 
discussed reflects that of the CIJE or of the Lead Communities 
Project . One get the sense that Milwaukee is proceeding as if it 
were setting up again a commission on Jewish education or Jewish 
continuity without the benefit of the work already accomplished. 
Of course from my distance I do not know if this is just my 
perception based on a document or if it is fact. We need your 
guidance on that . If this is indeed the case, I recommend that 
we undertake a number of steps that might help modify the agenda 
for the first plenary meeting of Mil\~aukee's commission on 
February 25 . 

1. Find out if Dr. Cohen, the planner in Milwaukee, has 
received and read the following documents: 

a. A Time to Act 
b. The background materials to the 5 Commission meetings. 
c. The Commission research reports. 
d. The 3-year plan of the monitoring, evaluation, feedback 
project. 
e . Barry Holtz' s memo to the Senior Policy Advisors and maybe 
the paper that was given to the Board of the CIJE I believe last 
year. 
f . "Lead Communities at Work" (pointing out that this is a 
document for discussion). 
g. The planning guide -- as soon as it is ready . 

If she has not read read these I believe it is urgent to give 
these documents to Dr. Cohen, and to begin with her the 
substantive dialogue that needs to be unde r taken. If she has 
received all of these materials, I believe it may be useful to 
have with her a conversation on how Milwaukee is considering 
getting to the agendas of dealing with the shortage of personnel 
and community mobilization. Of course we will be in Milwaukee on 
the 22nd and that will give us an opportunity to discuss or being 
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· .. -.... 

discussing this together -- but given the proximity to their 
Board meeting, I believe it would be very useful if you could 
have this conversation as early as possible. 

2. For fear of belaboring the point: I bel i eve it is important 
that you accompany Barry Holtz on the 16th of February to 
Milwaukee in order to provide continuity in whatever dialogue can 
take place. I hope that there will be a meeting of Barry with Dr. 
Cohen during that day . 

Any news on dates for a visit by Barry and you to discuss to the 
pilot project in Baltimore? Please let me know. 

I look forward to hearing from all of you very soon. 

Best regards, 

Annette 

c . c. : Ginny Levi 
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TO : 

FROM: 

DATE : 

SHULAMITH ELSTER 

ANNETTE HOCHSTEIN 

FEBRUARY 7, 1993 

MEMORANDUM 

RE : MILWAUKEE -- COMMISSION AGENDA 

Dear Shulamith, 

I hope that you have returned safely and recovered from the busy 
week we had together. Upon my return home, I read the minutes of 
the last meeting of Milwaukee ' s Steering Committee (thanks for 
forwarding them) and would like to point to a challenge there. 

I find it difficult to understand how the agenda that was 
discussed reflects that of the CIJE or of the Lead Communities 
Project . One get the sense that Milwaukee is proceeding as if it 
were setting up again a commission on Jewish educat ion or Jewish 
continuity without the benefit of the work already accomplished . 
Of course from my distance I do not know if this is just my 
perception based on a document or if it is fact. We need your 
guidance on that. If this is indeed the case, I recommend that we 
undertake a number of steps that might help modify the agenda for 
the first plenary meeting of Milwaukee's commission on February 25 . 

1. Find out if Dr. Cohen, the planner in Milwaukee, has received 
and read the following documents : 

a . A Time to Act 
b . The background materials to the 5 Commission meetings . 
c . The commission research reports . 
d. The 3-year plan of the monitoring, evaluation, feedback 
project . 
e. Barry Holtz ' s memo to the Senior Policy Advisors and maybe the 
paper that was given to the Board of the CIJE I believe last year. 
f . " Lead Communities at Work" (pointing out that this is a 
document for discussion). 
g. The planning guide - - as soon as it is ready . 

If she has not read read these I believe it is urgent to give 
these documents to Dr. Cohen, and to begin with her the substantive 
dialogue t hat needs to be undertaken. If she has received all of 
these materials, I believe it may be useful to have with her a 
conversation on how Milwaukee is considering getting to the agendas 
of dealing with the shortage of personnel and community 
mobilization . Of course we will be in Milwaukee on the 22nd and 
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that will give us an opportunity to discuss or being discussing 
this together - - but given the proximity to their Board meeting, I 
believe it would be very useful if you could have this conversation 
as early as possible. 

2 . For fear of belaboring the point: I believe it is important 
that you accompa ny Barry Holtz on the 16th of February to Milwaukee 
in order to provide continuity in whatever dialogue can take place. 
I hope that there will be a meet ing of Barry with Dr. Cohen during 
that day . 

Any news on dates for a visit by Barry and you to discuss to the 
pilot project i n Bal timore? Please let me know. 

I look forward to hearing from all of you very soon. 

Best regards, 

Annette 

c.c .: Ginny Levi 
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TO : 

FROM: 

DATE : 

MEMORANDUM 

STEVE HOFFMAN, SHULAMITH ELSTER & GINNY LEVI 

ANNETTE HOCHSTEIN 

FEBRUARY 8, 1993 

RE : LEAD COMMUNITIES : NEXT STEPS 

Dear Fellow Travellers, 

Despite the hectic schedule it was wonderful being with you. I 
hope everyone got home safely and well. So as not to forget 
and before reading formal minutes, I am faxing this preliminary 
and probably incomplete list of what we need to produce, promises 
made, meetings to convene or confirm, and steps that are 
otherwise necessary in order to continue the job of building 
credibility, momentum and good work in the lead communities . 
Please see this as a random list which I 'll be happy to see 
integrated in any master l ist of assignments that Ginny may be 
compiling . I have not related to the board meetings in this page. 

a . Documents: 

1. The planning guide should be produced and sent to the 
communities within the next few days. 

2. The Best Practices Guide and Best Practices in the 
Supplementary School document should be circulated among us at 
the very end of this week or the beginning of next week, to be 
produced during the week of the 15th and placed in the h ands of 
the communities before our next round of visits later in 
February. 

b. A pilot project for Baltimore : 

1. Barry Holtz and Shulamith Elster to visit with the 
planners in Baltimore and undertake conversations with them 
towards the design and development of a first pilot project . A 
meeting will take place on February 23rd (1 : 00-5:00 p.m. ?) with 
SF, AH, BH, SRE, and the planners in Baltimore to further discuss 
this . (Ginny could you please convene this meeting?) 

c. Negotiations on funding for a planner: 

1. To remind us, Atlanta is asking for some funds to cover 
a position from March-July (we were not fully clear on this). 
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Baltimore is probably open to negotiations. In any case , we need 
to discuss this with MLM - and perhaps SHH to continue the 
conversation with the communit ies . (I believe conversation is 
probably very importan t right now, to let them know in general 
that we are following up and not neglecting anything.) 

d . We need to further define how ongoing planning and work 
guidance will be given to the communities . 

e . Plann i ng meeting : 

1 . In l i ght of the communities ' strong message concerning the 
differences between them and the need to develop different 
solutions to problems , we are now reconsidering the usefulness of 
a joint planning meeting on March 3rd a nd 4th. There are several 
alternatives. One would be to visit the communities again in the 
corning weeks (Baltimore and Milwaukee are scheduled. Atlanta is 
a less clear need and assignment.) Another alternative -­
suggested to us in Baltimore , would be to hold a satellite 
teleconference instead or the planned meeting - on March 3 or 4. 
(Botwinick available a t certain times only). We would discuss 
matters common to the communities, including the planning guide 
and best practices document or other matters of common interest 
We could use the opportunity to have a staff meeting in Cleveland 
at the same time. 

We ought to discuss and decide this very soon -- and then inform 
the communities as soon as possible. 

f.I am working with Adam and Ellen on getting the monitoring, 
evaluation and feedback project in sync with the work in the 
communities and useful to the process. 

g. Milwaukee : Howard Neistein wanted to be briefed on the agenda 
for our visit on the 22nd. Steve could perhaps talk to him in 
the same spirit that you prepared the other communities for our 
visit. 

It is probably important to rapidly contact the communities -
under whatever pretext, in order to let them know that we are 
following up on our visit, and that next steps are forthcoming . 

Looking forward to hearing from you all , 

Best regards, 
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Mandel Institute 

Tel. 972-2-617 418; 618 728 

Fax: 972-2-619 951 

Facsimile Transmission 

To: --~M+=-r-. -s~t+:--4eJo..11~1e~Hu;o1-+f~f-i:.:1m,.;,i.a-A,n------ Date: -----..➔F-..e>-l=b~rl+lu~a-l"-r)-'d--'-7-1-, -lt-"-9t-..9HJc---

From: _...:.A...!.!n.!..!.n.!.!:e::....:t::....:t:.!a:e~H~o.::..c.:.:.h =-s t.:::..:e=-1!..:· n.:....... _____ _ No. Pages: ________ _ 

Fax Number: 

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

Dear Steve, 

I have watched the video tape you gave me with great interest . 
Just wanted to let you know that I think it succeeds in conveying 
several messages that may be useful for the lead communities: A 
sense of much thoughtful activity, a focus on personnel, the 
possibility of allocating significant additional funds to 
education, the role of Israel, the involvement of articulate and 
convincing leadership and more. 

I would feel very comfortable giving copies of this video to the 
lead communities, for their own use -- whether in their 
commission or in other appropriate settings. 

At the same time, I thought while watching it how good it would 
be if we could produce (if perhaps one could froduce in 
Cleveland?) a similarly convincing tape but that wou d focus on 
the thoughtful planning process that is required in order to lead 
to quality programs. Such a tape would, or could, focus both on 
the work of the commission and articulate its principles and 
perhaps deal with the various elements -- from best practices to 
the articulation of goals. Of cou r se that should not delay the 



., 
' .. 

use of the Cleveland tape, which would appear on the scene as a 
"best practice. 11 

Looking forward to hearing from you. 

Best regards, ~ 

Clv1.A_,J.,,v_z 
Annette 

c.c. : Ginny Lev i 



TO: 

FROM: 

DATE: 

SHMUEL WYGODA 

ANNETTE 

FEBRUARY 7, 1993 

Dear Shmuel, 

MEMORANDUM 

We should try and meet on Wednesday during the morning in order 
to discuss our agenda, inc luding your trip to the U.S. and work 
for the CIJE as well as the training institutions issue . 

Please make sure that you see any documents that I brought back: 
I brought back documents from the communities, though I was the 
source of most documents. The main thing that is new is Jack 
Ukeles' planning document. You can wait till it arrives by mail -
-which should be any of these days -- before you read it. It will 
be in the hands of the community mid-week, this week. I hope that 
a best practices document will be forthcoming next week. 

Thanks. 



Received: by HUJIVMS (HUyMail- V6k); Fri , 29 Jan 93 14 : 19 : 33 +0200 
Date: Fri, 29 Jan 93 14 : 19 +0200 
From: <ANNETTE@HUJIVMS> 
To : mandel@hujivms 
Cc : annette, 

annette 
Subject : Lead Communities and Institutions of Higher 
Learning 

Dear Shmuel, 

We are considering the possibility of organizing a seminar in 
Jerusalem with representatives of the training Institutions 
(Aryeh, Sara Lee, Shiff, anyone else); the JCCA and our 

Jewish 

own staff (Barry and Shulamith -- possibly Ginny), to work on a 
three-topics agenda: 

1 . The contributions of the training i nstitutions to the 
Lead communities 

2 . The educated Jew project -- towards implementation (really 
first acquaintance : Twersky, Brinker and Greenberg will all 
be here at that time and can present/teach/discuss). 

3 . The personnel training programs (MAF grants) 

The seminar could take place at the Mandel Institute 
during the third week in March (I am leavi ng on the 28th 
and want to be here t he whole time - so it should end no later 
than the 26th). 

Alternative dates should be looked into -- e.g . after Pessah . 
The problem is that we should not delay - i n order to use 
good will and enthousiasm and to gear up for real things with 
the communities. 

If you like the idea, the seminar is yours to organize (of 



course with Caroline to work with you on all practical, 
organizational and administrative matters) . 

If you like the idea after thinking about it, I suggest that 
you do some initial elaboration and discuss it during this 
week with Seymour. It should be 3-5 days long, very intensive, 
very productive, very rich, and at the same time 
swend people away energized and equipped for actual progress . 

Please give a copy of this Seymour and to Caroline, 

Shabbat Shalom 

Annette 



MEMORANDUM 

TO: SHMUEL WYGODA 

FROM: ANNETTE 

DATE: JANUARY 31, 1993 

Shmuel, 

If I did not speak to you then I'd like you to know that I did 
speak to Shira on Friday. I also spoke to Allan and suggest that 
you take advise with him . 

Also found out the following: some people have been accepted and 
wi 11 most probably choose another school ·h some candidates were 
told in their letter of refusal that they ave been wait-listed . 

I do hope that things work out and wish you very much good luck. 

Annette 
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August 12, 1992 

LEAD COMMUNITIES AT WORK 

A. INTRODUCTION 

The Commission on Jewish Education in North America completed its work with five 
recommendations. The establishment of Lead communities is one of those recommenda­
tions, but it is also the means or the place where the other recommendations will be played 
out and implemented. Indeed, a lead community will demonstrate locally, how to: 

1. Build the profession of Jewish education and thereby address the shortage of qualified 
personnel; 

2. Mobilize community support to the cause of Jewish education; 

3. Develop a research capability which will provide the knowledge needed to inform decisions 
and guide development. In Lead Communities this will be undertaken through the 
monitoring, evaluation and feedback project; 

4. Establish an implementation mechanism at the local level, parallel to the Council for 
Initiatives in Jewish Education, to be a catalyst for the implementation of these recom­
mendations; 

5. The fifth recommendation is, of course, the lead community itself, to function as a local 
laboratory for J ewisb education. 

(The implementation of recommendations at the continental level is discussed in separate docu­
ments.) 

B. THE SCOPE OF THE PROJECT 

1. A Lead Community will be an entire community engaged in a major development and 
improvement program of its Jewish education. Three model communities will be chosen 
to demonstrate what can happen where there is an infusion of outstanding personnel into 
the educational system, where the importance of Jewish education is recognized by the 
community and its leadership and where the necessary resources are secured to meet 
additional needs. 
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LEAD COMMUNITIES AT WORK 

The vision and programs developed in Lead Communities will demonstrate to the Jewish 
Community of North America what Jewish education at its best can achieve. 

2. The Lead Community project will involve all or most Jewish education actors in that 
community. It is expected that lay leaders, educators, rabbis and heads of educational 
institutions of all ideological streams and points of view will participate in the planning 
group of the project, to shape it, guide it and take part in decisions. 

3. The Lead Community project will deal with the major educational areas - those in which 
most people are involved at some point in their lifetime: 
• Supplementary Schools 

• Day Schools 

• JCCs 
• Israel programs 
• Early Childhood programs 

In addition to these areas, other fields of interest to the specific communities could also 
be included, e .g. a community might be particularly interested in: 
• Adult learning 
• Family education 
• Summer camping 
• Campus programs 
• Etc ... 

4. Most or all institutions of a given area might be involved in the program ( e.g. most or all 
supplementary schools). 

5. A large proportion of the community's Jewish population would be involved. 

C. VISION 

A Lead Community will be characterized by its ongoing interest in the goals of the project. 
Educational, rabbinic and lay leaders will project a vision of what the community hopes to 
achieve several years hence, where it wants to be in terms of the Jewish knowledge and 
behavior of its members, young and adult. This vision could include elements such as: 

• adolescents have a command of spoken Hebrew; 
• intermarriage decreases; 

• many adults study classic Jewish texts; 
• educators are qualified and engaged in ongoing training; 
• supplementary school attendance has increased dramatically; 
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LEAD COMMUNITIES AT WORK 

• a locally produced Jewish history curriculum is changing the way the subject is addressed 
informal education; 

• the local Jewish press is educating through the high level of its coverage of key issues. 

The vision, the goals, the content of Jewish education would be addressed at two levels: 

1. At the communal level the leadership would develop and articulate a notion of where it 
wants to be, what it wants to achieve. 

2. At the level of individual institutions or groups of institutions of simflar views ( e.g., all 
Reform schools), educators, rabbis, lay leaders and parents will articulate the educational 
goals. 

It is anticipated that these activities will create much debate and ferment in the community, 
that they will focus the work of the Lead Communities on core issues facing the Jewish 
identity of North American.Jewry, and that they will demand of communities to face complex 
dilemmas and choices ( e.g., the nature and level of commitment that educational institutions 
will demand and aspire to). At the same time they will re-focus the educational debate on the 
content of education. 

The Institutions of Higher Jewish Learning, the denominations, the national organizations 
will join in this effort, to develop alternative visions of Jewish education. First steps have 
already been taken ( e.g., ITS preparing itself to take this role for Conservative schools in 
Lead Communities). 

D. BUILDING THE PROFESSION OF JEWISH EDUCATIO N 

Communities may want to address the shortage of qualified personnel for Jewish education in 
some of the following ways: 

1. Hire 2-3 additional outstanding educators to bolster the strength of educational practice 
in the community and to energize thinking about the future. 

2. Create several new positions, as required, in order to meet the challenges. For example: a 
director of teacher education or curriculum development, or a director of Israel program­
mmg. 

3. Develop ongoing in-service education for most educators in the community, by program­
matic area or by subject matter ( e.g.tbe teaching of history in supplementary schools; adult 
education in community centers). 
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LEAD COMMUNITIES AT WORK 

4. Invite training institutions and other national resources to join in the effort, and invite them 
to undertake specific assignments in lead communities. (E.g. Hebrew Union College might 
assume responsibility for in-service education of aJI Reform supplementary school staff. 
Yeshiva University would do so for Orthodox day-schools.) 

5. Recruit highly motivated graduates of day schools who are students at the universities in 
the Lead Community to commit themselves to multi-year assignments as educators in 
supplemen- tary schools and JCCs. 

6. Develop a thoughtful plan to improve the terms of employment of educators in the 
community (including salary and benefits, career ladder, empowerment and involvement 
of front-line educators in the Lead Community development process.) 

Simultaneously the CIJE has undertaken to deal with continental initiatives to improve the 
personnel situation. For example it works with foundations to expand and improve the 
training capability for Jewish educators in North America. 

E. DEVELOPING COMMUNITY SUPPORT 

This could be undertaken as follows: 

1. Establishing a wall-to-wall coalition in each Lead Community, including the Federation, 
the congregations, day schools, JCCs, Hillel etc ... 

2. Developing a special relationship to rabbis and synagogues. 

3. Identify a lay "Champion" who will recruit a leadership group that will drive the Lead 
Community process. 

4. Increase local funding for Jewish education. 

5. Develop a vision for Jewish education in the community. 

6. Involve the professionals in a partnership to develop this vision and a plan for its implemen­
tation. 

7. Establish a local implementation mechanism with a professional head. 

8. Encourage an ongoing public discussion of and advocacy for Jewish education. 
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LEAD COMMUNITIES AT WORK 

F. THE ROLE OF THE CIJE IN ESTABLISHING LEAD COM­
MUNITIES 

The CIJE, through its staff, consultants and projects will facilitate implementation of 
programs and will ensure continental input into the Lead Communities. The CUE will make 
the following available: 

1. BEST PRACTICES 

A project to create an inventory of good Jewish educational practice was launched. The 
project will offer Lead Communities examples of educational practice in key settings, 
methods, and topics, and will assist tbe communities in "importing," "translating," "re-in­
venting" best practices for their local settings. 

The Best Practices initiative has several interrelated dimensions. In the first year the 
project deals with best practices in the following areas: 
* Supplementary schools 
* Early childhood programs 
* Jewish community centers 
* Day schools 
* Israel Experience programs 

It works in the following way: 

a. First a group of experts in each specific area is recruited to work in an area ( e.g., 
JCCs). These experts are brought together to define what characterizes best practices 
in their area, ( e.g., a good supplementary school bas effective methods for the teaching 
of Hebrew). 

b. The experts then seek out existing examples of good programs in the field. They 
undertake site visits to programs and report about these in writing. 

As lead communities begin to work, experts from the above team will be available to be 
brought into the lead community to offer guidance about specific new ideas and programs, 
as well as to help import a best practice into that community. 

2. MONITORING EVALUATION FEEDBACK 

The CUE has established an evaluation project. Its purpose is three-fold: 

a. To carry out ongoing monitoring of progress in Lead Communities, in order to assist 
community leaders, planners and educators in their work. A researcher will be commis 
sioned for each Lead Community and will collect and analyze data and offer it to 
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LEAD COMMUNITIES AT WORK 

practitioners for their consideration. The purpose of this process is to improve and 
correct implementation in each Lead Community. 

b. To evaluate progress in Lead Communities - assessing, as time goes on, the impact 
and effectiveness of each program, and its suitability for replication elsewhere. 
Evaluation will be conducted by a variety of methods. Data will be collected by the 
local researcher. Analysis will be the responsibility of the head of the evaluation team 
with two purposes in mind: 1) To evaluate the effectiveness of individual programs and 
of the Lead Communities themselves as models for change, and 2) To begin to create 
indicators ( e.g., level of participation in Israel programs; achievement in Hebrew 
reading) and a database that could serve as the basis for an ongoing assessment of the 
state of Jewish education in North America. This work will contribute in the long term 
to the publication of a periodic "state of Jewish education" report as suggested by the 
Commission. 

c. The feedback-loop: findings of monitoring and evaluation activities will be con­
tinuously channeled to local and CIJE planning activities in order to affect them and 
act as an ongoing corrective. In this manner there will be a rapid exchange of 
knowledge and mutual influence between practice and planning. Findings from the 
field will require ongoing adaptation of plans. These changed plans will in turn, affect 
implementation and so on. 

During the first year the field researchers will be principally concerned with three ques­
tions: 

(a) What are the visions for change in Jewish education held by members of the com­
munities? How do the visions vary among different individuals or segments of the 
community? How vague or specific are these visions? 

(b) What is the extent of community mobilization for Jewish education? Who is involved, 
and who is not? How broad is the coalition supporting the CIJE's efforts? How deep 
is participation within the various agencies? For example, beyond a small core of 
leaders, is there grass-roots involvement in the community? To what extent is the 
community mobilized financially as well as in human resources? 

(c) What is the nature of the professional life of educators in this community? Under 
what conditions do teachers and principals work? For example, what are their salaries 
and benefits? Are school faculties cohesive, or fragmented? Do principals have of­
fices? What are the physical conditions of classrooms? Is there administrative support 
for innovation among teachers? 

The first question is essential for establishing that specific goals exist for improving Jewish 
education, and for disclosing what these goals are. The second and third questions concern 
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LEAD COMMUNITIES AT WORK 

the "enabling options" decided upon in A Time to Act , the areas of improvement which 
are essential to the success of Lead communities: mobilizing community support, and 
building a profession of Jewish education. 

3. PROFESSIONAL SERVICES 

The CIJE will offer professional services to Lead Communities, including: 

a. Educational consultants to help introduce best practices. 

b. Field researchers for monitoring, evaluation and feed-back. 

c. Planning assistance as required. 

d. Assistance in mobilizing the community. 

4. FUNDING FACILITATION 

The CUE will establish and nurture contacts between foundations interested in specific 
programmatic areas and Lead Communities that are developing and experimenting with 
such programs ( e.g., the CRB Foundations and youth trips to Israel; MAF and personnel 
training; Blaustein and research). 

5. LINKS WITH PURVEYORS OR SUPPORTERS OF PROGRAMS 

The CUE will develop partnerships between national organizations ( e.g., JCCA, CLAL, 
JESNA, CAJE), training institutions and Lead Communities. These purveyors could 
undertake specific assignments to meet specific needs within Lead Communities. 

G. LEAD COMMUNITES AT WORK 

The Lead Community itself could work in a manner very similar to that of the CUE. In fact, it 
is proposed that a local commission be established to be the mechanism that will plan and see 
to the implementation and monitoring of programs. 

What would this local mechanism (the local planning group) do? 

a. It would convene all the actors; 

b. It would launch an ongoing planning process; and 

c. It would deal with content in the following manner. 
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LEAD COMMUNITIES AT WORK 

1. It could make sure that the content is articulated and is implemented. 

2. Together witb the team of the Best Practices project and with the Chief Education Officer, 
it would integrate the various content and programmatic components into a whole. For 
example: it could integrate formal and informal programs. 

It could see to it that in any given area ( e.g., Israel experience) the vision piece, the goals, are 
articulated by the various actors and at the various levels: 

• by individual institutions 
• by the denominations 
• by the community as a whole. 

In addition, dealing with the content might involve having a "dream department" or "blues­
kying unit," aimed at dealing with innovations and change in the programs in the community. 

H. LAUNCHING THE LEAD COMMUNITY - YEAR ONE 

During its first year (1992/93) the project will include the following: 

1. Negotiate an agreement with the CUE including: 

a. Detail of mutual obligations; 

b. Process issues - working relations within the community and between the com­
munity, the CUE and other organizations 

c. Funding issues; 

d. Other. 

2. Establish a local planning group, with a professional staff and with wall-to-wall repre­
sentation. 

3. Gearing-up activities, e.g., prepare a 1-year plan, undertake a self-study (see 6 below), 
prepare a 5-year plan. 

4. Locate and hire several outstanding educators from outside the community to begin work 
the following year (1993/94). 

5. Preliminary implementation of pilot projects that result from prior studies, interests, 
communal priorities. 

6. Undertake an educational self-study, as part of the planning activities: 
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LEAD COMMUNITIES AT WORK 

Most communities have recently completed social and demographic studies. Some have 
begun to deal with the issue of Jewish continuity and have taskforce reports on these. 
Teachers studies exist in some communities. All of these wi ll be inputs into the self-study. 
However, the study itself will be designed to deal with the important issues of J ewisb 
education in that community. It will include some of the following elements: 

a. Assessment of needs and of target groups (clients). 

b. Rates of participation. 

c. Preliminary assessment of the educators in the community ( e.g., their educational back-
grounds). 

The self-study will be linked with the work of the mon.itoring, evaluation and feedback 

project. 

Some of the definition of the study and some of the dala collection will be undertaken with 
the help of that project's field researcher. 
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DRAFT FOR DISCUSSION ONLY THE CIJE-PREL/MINARY WORKPLAN SEPTEMBER 1992 

THE CIJE-PRELIMINARY WORKPLAN 
1992 / 1993 

A. Function, Structure and Staffing Assumptions 

The following assumptions guide this plan: 

1. The function of the CUE is to do whatever is necessary to bring about the implementation 
of the Commission's decisions. This includes initiating action, being a catalyst and a 
facilitator for implementation. The CUE is not a direct provider of services except 
consultations. 

2. The CIJE is a mechanism of the North American Jewish community for the development 
of Jewish education. Optimally an increasing number of leaders would see it as their 
organization for purposes of educational endeavours. 

3. It will always be a small organization with few staff and high standards of excellence. We 
assume that its staff will include, in addition to the Executive Director, and an administra­
tive support staff, a planner, a chief education officer, a director of research and community 
projects, as well as possibly some additional staff with content expertise. 

4. The plan is based on the assumption that the assignment includes fundraising for the CIJE 
and for the CIJE's contribution to Lead Communities. 

B. Establishing Lead Communities 

The bulk of the CIJE's work for this coming year will be the pro-active efforts required to 
establish lead communities, to guide them and guarantee the content, the scope and the 
quality of implementation, and to help raise the necessary funds for the CIJE's share in their 
work, as well as for the lead communities themselves (the CIJE's role in funding was debated 
at the August meetings - I am not sure that this formulation accurately reflects the debate). 
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DRAFT FOR DISCUSSION ONLY THE CIJE-PREUMINARY WORKPLAN SEPTEMBER 1992 

C. Elements of the Workplan for Lead Communities 

• Immediate: Preparation, Negotiations and Launch 

1. Prepare written guidelines for lead communities (LC), including proposed agreement, 
planning guidelines, description of the project and of the CIJE's support role. 

2. Prepare CUE staff for the assignment with LCs and have periodic staff meetings for 
ongoing work. Items 1 and 2 involve further preliminary development of the concept of 
Lead Communities, its translation into specific content and practice. 

3. Offer ongoing guidance and backing to the two support projects: Best Practices and 
Monitoring, Evaluation and Feedback. 

4. Launch the dialogue with lay and professional leadership in each LC towards an under­
standing of the broad lines of the project, an agreed-upon process for the project and the 
formulation of an agreement or contract. The chronology is to be determined. IN par­
ticular, we discussed the question of whether we ought to push for rapid, written agreement, 
or rather engage in a joint learning process that would lead to agreement when the 
communities are more knowledgeable. Whatever the decision, the dialogue with the 
communities would revolve around the concept of Lead Community, the terms of the 
project, the planning and decisionmakingprocess, the relationship with the CUE-includ­
ing funding and the two projects. 

5. Work with educators and rabbis in the community: they usually have strong views, com­
mitments and expectations on which we will want to build. 

6. Convene an ongoing (monthly?) planning seminar of the lead communities and the CIJE 
to further develop and design the concept of LCs. Given the innovative and experimental 
nature of the project, much needs to be worked out jointly with the best available talent 
joining forces for the design and planning work. This will also provide a basis for networking 
among LCs. 

The character of the first meeting, to be convened as soon as possible, is yet to be 
determined ( e.g., should it be a major meeting aimed at socializing, acquainting, familiariz­
ing the leadership (lay and professional) with the ideas, staff, actors, projects, foundations, 
related to the CUE; or should it be a smaller meeting of several representatives of each 
community and of the CIJE (see appendix B for possible scenario). 

7. Set up the various expert contributions of the CUE: 

a) Provide planning guidance and guidance for the community mobilization process 
( community organization and ongoing trouble- shooting). Prepare guidelines and 
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discuss them with the communities. Assist as needed in the establishment of a strong 
planning group ( committee, commission), with wall-to-wall representation. 

b) Negotiate with foundations, organizations and purveyors of programs the nature of 
their involvement and their contribution to lead communities. Begin training them for 
the assignment ( e.g., discuss the institutions of higher Jewish learning, their role in 
in-service and pre-service training, as well as their role for the articulation of visions or 
goals of Jewish education; work with the JCCA, JESNA, CAJE, CLAL; approach 
program-oriented foundations with specific programs). This requires preparing back­
ground documents -for example, what would the Israel experience be in a lead 
community- and discussing with the appropriate organization or foundation their 
interest in taking all or part of the program upon themselves. 

c) Provide funding facilitation as required. 

d) Provide planning guidance for: 

1) The self-study 

2) The one-year plan 

3) Pilot projects to be launched in year 1 

4) The five-year plan 

e) Complete plans for the introduction of the Best Practices project into the community 
and make educational consultants available to the communities. 

f) Introduce the Monitoring and Evaluation project in the community (field researchers 
to conduct preliminary interviews) and help process the findings of the periodic 
reports (first one in January 1993). 

g) Provide guidance for the development of vision-, mission-, goal- statements at institu­
tional and community levels. 

h) Appoint a key staff consultant for each community to mediate the content ( community 
mobilization; building the profession) and make educational consultants available for 
specific needs ( e.g., develop in-service training programs for early childhood 
educators; re-invent a best practice supplementary school model into the community). 

i) Develop networking between communities. 

j) Develop means of communications and P.R. 

8. Toward the end of the year: gear-up towards implementation 
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• Ongoing Work-General CJJE and Related to Lead Communities 

1) Board meetings (August and February), executive group, board committees (lead com-
munities, Monitoring/Evaluation, Best Practices) and camper assignments. 

2) Senior advisory group meetings or conference calls. 

3) Monthly CUE-lead communities planning seminar. 

4) Fundraising. 

5) Ongoing contacts with constituencies ( organizations, purveyors of programs, foundations, 
lay leaders, educators, rabbis). 

6) Staff meetings (for planning and discussion of educational content- twice a year). 

7) Guidance to key projects. 

8) Networking with educators, organizations and institutions. 

9) Plan the second and third years of the project. 

D. Beyond Lead Communities: 

Major areas of endeavor of the CUE and suggested action in each area for the next 12 months 
(please note: areas 1, 2, and 3 below must be dealt with both at the continental level and in 
lead communities). 

1. Community mobilization and communications 

Plan and launch the activities that will help mobilize communities, organizations and leaders 
to Jewish education and create more fertile grounds for access to the resources required 
(beyond the three communities selected). Areas of endeavour might include: 

• Work with the 23 applicant communities to the Lead Communities Project (or with 
any differently defined large group of communities) to capitalize on goodwill, initial 
interests, local initiatives. This should initially include a very limited number of ac­
tivities -until the CIJE's work load permits more. For example: during the coming 
year one might convene once or twice representatives of the communities to share 
with tbem two topics 
-findings of the Best Practices Project and methodology of the Monitoring, Evalua­
tion and Feedback Project 
-and meetings with programs and representatives of programmatic foundations 
(CRB for Israel; Melton for the adult mini-school; Revson for media; etc.). 
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• Launch a communications program that will continue the work begun with the publi-
cation of A Time to Act. 

In too many quarters the work of the CUE is not known. This limits our effectiveness, 
particularly with reference to fundraising, and misses on important opportunities for com­
munity mobilization. 

This area has not yet been planned and very limited work was done to date. 

2. Building the profession of Jewish education 

In order to deal with the shortage of qualified educators a thoughtful plan needs to be 
prepared concerning action required at the central or continental level. We have deferred 
dealing with issues such as a portable benefits plan, salary policies, what would it take to meet 
the shortage of qualified personnel in terms of both pre-service and in-service training 
(beyond the grants to the training institutions), etc. In the course of the current year we may 
want to begin planning of the work. (I believe this requires initially an in-house or commis­
sioned planning piece.) 

3. Developing a research capability 

Two steps were taken so far: the development of two major research projects to support the 
development effort in lead communities (Holtz and Gamoran) and the preparation of a 
background paper by Dr. Isa Aron. We have not yet found financial support for this project. 

4. Establishing lead communities 

(See above). 

5 



January 26, 1993 

Fall Seminar- Some Sugge s tions 

An event to start work, inform, set the terms, create the dialogue. 

The components might include: 

1. General meeting of CUE and lead community representatives re: the project in general 
and the CIJE's contribution. Includes CIJE and lead community lay leadership (10-20 
people per community plus CIJE staff and consultants, as well as lay people for part of the 
meetings). 

a. Communities introduce themselves, their views, hopes, ideas, past achievements, etc. 

b. The CIJE introduces the present state of the lead community idea - its evolution from 
the Commission to today. The notion of these communities as spearheads for systemic 
change -for addressing the problems of Jewish education/continuity. 

2. Lay leaders to lay leaders- issues of funding and community mobilization. 

3. Vision and goals: presentation and djscussionfollowed by work with representatives of the 
training institutions and others who will be leading this effort. 

4. Professionals, educators, rabbis: build upon their work, commitments, convictions. 

a. Discussion of the project, the process, getting to work. 

b. The Best Practices Project: presentation and discussion-includes consultants on 
content. 

c. Monitoring, Evaluation and Feedback: same. 

d. Planning: 
• self-study 
• pilot projects 
• one year plan 
• five year plan 
• the ongoing CIJE seminar 

5. Networking among lead communities. 
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FALL SEMINAR-SOME SUGGESTIONS JANUARY 26, 1993 

6. Meetings with organizations, purveyors of programs and programmatic foundations: to 
discuss specific interests and projects 
• in-service training programs 
• CAJE 

• !ESNA 
• JCCA 
• the Melton mini-school 
• the CRB foundation 
• etc. 

7. Closing session and discussion of next steps. 
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PREPARATION FOR COMMUNITY VIS I TS 

1. First simulation of projects: 

a. Goals project (document?) 
b. Pilot projects 
c. Best practices 

2. Top-down , Bottom-up 

3 . The l ea d co mm u n i t i es i de a v er s us the i r p l an s , on go i n g 
strategic planning process , declared priorities , etc. 

4. Federations versus denominations 

5. What does the CIJ E contribute to this? 

6. The $40,000 

7. The CRB probl em 

8. What an ed ucator/rabbi/lay person should know 

9. What documents should be handed out? 

10. Overal l strategy 
Initial presentation 
New documents required? 

11. The letter of agreement or its elements 

12. Timeline 
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Mandel Institu te 

For the , \(h ~,need S tudy and Developme nt or .k\',,j...,h Educ.:~11 ion 

January 24, 1993 

Dear Hank and Ginny, 

Following our telephone conversation I am fowarding to you 
various documents regarding the CIJE and Lead Communities . You 
probably have seen some of them. 

The enclosed materials include the following : 

a) CIJE/Lead Communities~ General Material 

1) "Lead Communities at Work . 11 

2) The CIJE -- Preliminary Workkplan 1992/1993 . 
3) Set of transparencies used for presentation at November 

Planners Workshop. 
4) Minutes of the Lead Communities Planning Workshop -­

November 1992, New York City. 
5) A ten point agenda for work in the Lead Communities 

worked out by AH & SW with SRE . 

b) Monitoring, Evaluation k Feedback Project 

1) Monitoring, Evaluation and Feedback in Lead Communities 
Tentative plan of work for 1992-1993. 

2) Monitoring, Evaluation and Feedback in Lead Communities: A 
Three Year Outline. 

c) Best Practices Project 

1) Field reports on supplementary schools (full Holtz document 
forthcoming next week). 

d) Planning 

1) First draft of the letter of understanding. 
2) Second version of the letter of understanding following 

Ukeles negotiations . 
3) Memo by AH to AR re : letter of understanding . 
4) A draft of the "Planning Guidelines" was prepared . I am 

heavily revising it. Will be ready by early February . Our 
revisions on first 10 pages enclosed for your information . 

1 

I' O .B -1-l'17 kru,;1k•m •Hll.l,4, '"';1,:I Tel IJ::!-flDC::?1<. hi\. O:!-f,1 1l'l'il OjJ~ .IJ2--t,IS72'i )l!:!?\) 11111-1.J O)?\!Jli' -1.llJ~ 1n 

BIT'\JI~ \:11. - \t \ '- DEUn H UJ I\ \ I S - \))\)'J ·on 



e) Materials on the Communities 

1) Memo by SE to AR re: Baltimore . 
2) Minutes of the Milwaukee Steering Committee on Jewish 

Education. 

We will redesign the documentation loop and copies of all new 
documents should come to you straight. 

Hope this is helpful. 

Best regards, 

2 



~1andcl I nsfitufe ~~lt~ 11:>t:3 

January 19, 1993 

Ms. Sara Lee 
Director, The Rhea Hirsch School of Education 
Hebr ew Union College 
3077 University Ave . 
Los Angeles, CA 90007-3796 
U. S . A. 

Dear Sara, 

Following your conversations with Seymour, we are pleased to 
forward to you a package of materials that may be useful towards 
your forthcoming early February meetings. 

All the documents are internal, non-publ:shed documents of the 
Mandel Institute - - we are sending them for your use only in the 
hope that you will find them interesting and of help. We have 
included the following: 

A. The Educated Jew Pro jec t 

1 . "The Educated Jew" -- 1991 Executive Summary for our board 
members . 

2 . Draft paper by Prof. Isadore Twersky . 

3 • Draft paper by Prof . Moshe Greenberg. 

4. Draft paper by Prof . Menachem Brinker . 

5 . & 6. Papers by Prof . Israel Scheffler . 

7. Paper by Prof. Michael Rosenak. 

B. The Lead communities -- General 

1 . Lead Communities at Work (very internal working paper) . 

2 . Monitoring, Evaluation & Feedback in Lead Communities : 
Workplan for 1992/1993 . 

3. Latest memorandum from Bar ry Holtz on the Best Practices 
Project . 
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These documents on the Educated Jew Project rep resent the 
backgrou nd thinking that might inform approaches to the goals 
project. The documents on Lead Communities illustrate the overall 
thinking within which t he development of visions, goal s, mission 
statements for specific institutions, movements or for the 
overall community would be inserted. 

As you well know, it is our belief that an ongoing interest -­
increasingly profound and informed -- i n the goals of Jewish 
education by educational, rabbinic and lay leadership will be one 
of the important means and assets for ensuring the quality of 
Jewish education in the community . 

* * * 

You may want to consider and discuss several possible roles for 
your Movement in the lead communities. These range from taking 
leadership in the above-mentioned subject of goals to taking 
leadership in providing additional outstanding personnel for the 
Reform Movement ' s schools and programs in the lead community to 
engaging your educational, rabbinic and lay leadership in 
thinking and planning about all of these, to developing 
systematic in-service training for the rabbinic and educational 
personnel in the community's Reform schools . 

The following are some further elaborations on t hese points: 

1. Setting educational goals: What role would you want to take 
as regards helping or leading l ocal institutions and your own 
constituencies in defining their vision and goals for Jewish 
education? There are many possible ways to go about this effort. 
One possibility is to identify a qualified individual who would 
be charged with coordinating this effort in the lead communities 
(his or her function might be limited to one project or be an 
overall coordinator for all your efforts in one or all lead 
communities). You may find a conversation with Aryeh Davidson 
useful -- the conservative Movement has begun to work on this 
complex and you may find it useful to hear how they are going 
about it . 

2 . Personn el in lead communities: The question of the 
educational and rabbinic leadership, their mobilization, their 
training, the staffing of programs, the possible in- service 
educational efforts that may need to be developed -- all of these 
related to the central resources of the Movement and to your own 
definition of the role you want to have in the lead communities . 

3. As you know, the Best Practices Project is gearing up for 
early work in the communities . Its first effort has been in the 
area of supplementary education. The issue of how the Movement 
might want to use, adapt, adopt, translate, implement the 
findings of the Best Practices Project -- particularly in the 
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areas of personnel and program -- to the Reform Movement's 
supplementary or day schools in the lead communities should be 
addressed . You may want to discuss this with Barry Holtz. 

We have not related here to the overall role that Reform rabbis 
and educators might want to play in the governance of the lead 
communities project -- commissions are being formed , taskforces 
and subcommittee will probably be formed in the corning year. In 
all of those you may want to look into what would be an 
appropriate and effective role for the Movement to take. 

We hope that this is useful or helpful and are certainly 
available for any further clarification or documentation that you 
may require. 

Warm regards, 

Annette Hochstein & Shmue l Wygoda 
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~: Dr. Shulamith Elster January 18, 1992 

Annette Hochstein & Shmuel Wygoda 

Dear Shulamith, 

Re : The Planning Guide 

We are forwarding to you a heavily revised version of the first 
part of the planning guide . Of course what I added needs 
language editing to fit within the tone of the whole document. 
We would love to have your comments on this and would 
appreciate your giving copies to Art Rotman and Jim Meier/Jack 
Ukeles . Would you like to set up a conference call with Jim, 
Jack, yourself and us here to discuss the next draft? It would 
be great if that could be the final one . 

Best regards, 

1 



FACSIMILE TRANSMISSION 

TO: H.L.Zucker and V.F.Levi 

FROM: Annette Hochstein 

DATE: 15/1/93 

- ---·- -- . - ------- ------------------------------

Re: Contacts with Communities 

The attached memos may help to further clarify the issue of contacts 
with the lead communities. They include: 

Exhibit 1. -- memo to A.R. of December 7 ~ I don't believe he dealt 
with this agenda when visiting Baltimore . The other communities 
were not visited. 
Exhibit 2. -- memo to you summarizing contacts between CIJE and 
Lead Communities -- this is based on our best information to date. 
Exhibit 3. -- memo to A.R. concerning negotiations on the letter of 
agreement. 

Though circumstances have shifted and time has passed I think s01ne 
of this is still very relevant -- though it needs to be somewhat 
adjusted, 
It may be useful to share some or all of this material with SHH. 

Hope this is helpful, 

Shabbat Shalom and Maza! Tov! 

- 1 -



\Iandel Inst itu te 
f>< HrGi T I 

'I~~ ,,:,~ 
For the Advanced Study :ind Ocvcloprncnl ol' Jewis h l ::duc~i til)n 

December 7, 1992 

Mr . Arthur Rotman 

Dear Art, 

Re: Your Visit to the 3 Lead Communities 

December 1992 

In our conversation in New York last week, we agreed that it 
would be important for lou to visit each of the lead communities 
at the earliest possib e time, in order to discuss next steps 
with community l eadership (both l ay and profess iona l) and to get 
actual work underway i n each community. 

I cannot te 11 you how pl eased I was to lea rn that you have in 
fact found the time to go to the commun ities this week and next -
- I believe your visit will be of significant benefit to the 
process and the project. The fo 11 ow ing notes may be useful for 
your visi t . 

A. DESIRED OUTCOMES 

Optimally, your trip would have the fo ll owi ng outcomes: 

1. You would helo lay and orofessional leadership identify next 
steps in the process . This would result in fu l l-scale operation 
of the local commission (e .g ., preparation of the 5-year plan; 
decision on an action pl an for the current yea r including pi l ot 
projects). It would also pave the way for Barry and Shulamith to 
begin work with the educators and the rabbis (e.g . , the best 
practices project for supplementary school teachers) and allow 
the f i eld r esearchers t o carry on with their wo r k (the feedback 
to communities) . In other words, the CIJE could then make its 
full contribution to the community (see det ails below) . 

2. An early step might be the or ooosed meeting between key CIJE 
boa rd members and top local leade r ship to discuss the project, 
the role of the lead communities and of the CIJE, leadership 

1 
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mobilization for the local commission, funding, staffing, etc. 

3. Negotiate further the letter of understanding (separate memo 
forthcoming). 

4. Get the planners further on board. We need to find a way for 
the planners to encourage the actual intensive launch to take 
place, even before special staff is hired -- or to hire 
i mm e di ate l y staff that co u 1 d de di cat e al 1 the i r ti me to the 
project. 

5. Further the joint agreement and understanding as to the 
following steps in the process: 

a. Staff the project locally with paid, dedicated staff -­
planner or educational planner -- at least half-time, but 
preferably full-time. 

b. Set up the local commission and if it already exists, 
ascertain the calibre of leadership . 

c. Review the commission's assignments: 

6. 

1. 

2 . 

3. 

4. 

Prepare an action plan for the current year that wou ld 
inc lude pilot projects in the areas of personnel and 
community leadership (these would be defined and 
designed with Barry Ho l tz, but might include, for 
example, a summer leadership seminar in the U.S. or in 
Israel; an in-service training program for principals 
and directors of educational institutions; a leadership 
training program for members of school boards) . 

Begin addres sing the content and its application in 
specific sett ings : introduction of the best practices 
project -- beginn ing with supplementary schools and 
early childhood programs (Barry Holtz). 

Prepare a 5-year plan for dealirg with the enabling 
opt i ans and with the Is rae 1 Experience (see A Ti me to 
Act). 

Assessment of the community's Jewish ·educational system 
-- its resources) strengths, weaknesses. Begin perhaps 
with a survey or the educators (their qua l i fi cat i ans, 
numbers, scope of positions, training needs) ,: .... ,,.. 
Gui des are forthcoming for the- 5-year pl an and the 
as s es s men t o f t h e co mm u n i t y I s educ at i on a l sys t em . 
(Uke l es and Meier.) 

In sum. your meetings might include the following items : 

a . Getting the leadership further onboard, comfortable with the 
recommended process (see "c." above) -- the current year being a 
planning year and a year for pilot projects; joint design of the 
lead communities project by the CIJE and the communities through 
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an ongoing planning effort throughout the year. A desired outcome 
of your visit would be the possibi lity for local and CIJE staff 
to systematically introduce t he idea of lead communities to the 
various actors in the community. 

b. The content: preparation of a 5-year plan that focuses on 
dealing with the shortage of qualified personnel (e.g., 
strengthen in-service training opportunities; new hires) and on 
community mobilization for Jewish education. This would include: 

1. Pilot projects for immediate, or early, implementation. 

2. Introduction of the best practices project to the 
educators, rabbis and to leaders in the community. 

3. Discussion of the vision and goals for Jewish educat ion 
at several levels in the community . 

4. Monitoring and evaluation with t he purpose of giving 
feedback to the community and the CIJE as to how work is 
progressing and what the impac t of the effo r t is . 

* * * * * * * 

B. BACKGROUND NOTES: 

1. Si nee selection of the communities the contacts with the 
CIJE have dealt with the fo l lowing : the ietter of unde rstanding, 
the fie 1 d workers (monitoring, evaluation, f eedback 1 oop) , the 
November Planners I Workshop in New York, selected contacts with 
local organizations. These contacts have invo lved Shulamith 
Elster and J ack Ukeles in 1-3 meetings in the communities plus a 
large number of telep hone contacts and of course they have 
involved you in many contacts . 

2. Important beginn i ngs have taken place . We now want to move 
towards an action plan for the current year. 

3. In each community one or more federation planners have been 
appointed to be currently. the key local profession als for the 
lead communities project. They do this in addition to their 
normal workload, and until paid staff is hired. This places a 
limi t on the amount of work that can be done at the present time. 

4. In each community, a lay person has taken the leadership 
position, to be the Chair of the Lead Community Committee or 
Commission. The calibre of leadership needs to be ascertained 
(are these the 11 champions 11 that will give leadership and 
resources to the project?). 
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5. In each community there is a commission or committee, 
completed or in formation . It was not clear how effectively this 
group has been convened at the present time. 

6. Leadership mobilization: l ay, professional, educational and 
rabbinic leadership needs to- be brought on board. It is not cl ear 
at the present time what the needs of each of these groups is and 
we ought to devise ways of finding out. Key CIJE leadership, such 
as MLM or CRB, might help in finding this out for lay leadership. 

First steps have already been taken as regards federation 
planners, 1 ocal 1 eaders who are CIJE board members, and 
additional individuals . 

* * * * * * * 
It is clear that t he re have been good beginnings and that certain 
people have been informed of the project . Our cha llenge now is to 
find the appropria te venues to discuss with the communities what 
the project entails, why it holds the great hopes it does, and 
how we will jointly move ahead with it . 
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EXHIBIT 2 

Henry L. Zucker & Ginny Levi January 

Annette Hochstein & Shmuel Wygoda 

Dear Hank, 

Re : Contacts between CIJE and lead Communities 

This is a summary of contacts to date between the CIJE and the 
Lead Communities - - to the best of our knowledge. 

1. Preliminary contacts during the selection process : 

During the final round of the Lead Communities selection 
process a site visit by a CIJE delegation took place in each of 
the lead communities. This included a lay person (MLM for 
Atlanta ; Charles Bronfman for Baltimore; Chuck Ratner for 
Milwaukee), a professional and Shulamith Elster. During that 
site visit the delegation met with leadership and professionals 
in the community. During this period there were ongoing phone 
contacts between Jack Ukeles , his office staff, Shulami th 
Elster and the lead communities . 

2. Since the selection of the communities (End August 1992) 

a. One or two meetings between the planners in each of the 3 
lead communities and Jack Ukeles and Shulami th Elster to 
discuss a proposed letter of understanding. In some cases lay 
people were present part of the time. The letter of 
understanding was never finalized. It is a problematic 
document - partly because it is not the result of jointly 
developed understandings between the CIJE and Lead Communities. 

b. Ongoing telephone contacts between community planners, 
Federation execs and Art Rotman; community planners and 
Shulamith Elster. These are many administrative. recently these 
have included concern about the lack of follow-up on process 
and materials, by the CIJE. 
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c. Several contacts between community planners and Jack 
Ukeles/Jim Meier (since December Jack ' s assignment no longer 
includes contacts with communities). 

d. A full-time field researcher has moved into each of the 3 
communities for the monitoring, evaluation and feedback 
project: 

Atlanta: Claire Rotenberg 
Baltimore: Julie Tamivaraa 
Milwaukee: Roberta Goodman 

The field researchers are limited in their contacts with the 
community by the planners, because of the perception that the 
project has not really started . 

At the same time they have become the round- about conduit for 
introducing the Lead Communities idea into the communities -­
since they have been talking to the largest number of people. 
While they are collecting baseline data that may be very useful 
for understanding the launch process and later for viewing 
progress in the community, their presence is uneasy in the 
absence of other CIJE activity. 

e. The G.A. : The CIJE held two events at the G. A. -- one 
forum and one festive breakfast meeting wi th representatives 
from the Lead Communities. 

f. Planners ' works hop in New York: November 23-24 . A workshop 
of CIJE staff with planners from each Lead Community was held 
in New York on November 23-24, 1992. The gap in preparations, 
expectations, communications was brought to the fore at this 
meeting . 

Art sent a note to the communities i n early December telling 
then that AH was appointed Director of the Lead Communities 
Project . This confused matters even further. Since that time, 
there have been contacts between Shulamith Elster and community 
planners, as well as additional educators and some lay people. 

3 • 

a. 

Community-by- community 

Atlanta : 

Steve Gelfand the assistant federation executive for 
planning -- has put a halt to plans for a visit by Art Rotman 
to Atlanta, making it conditional upon the CIJE agreeing to 
fund the Lead Communities planner position for the ($40,000). 
We have not responded further. 

b . Baltimore: 



1. Art Rotman visited the community December and met 
with Darrell Friedman, Marshall Levin (planner) and Haim 
Botwinik (BJE head). The key topic was a proposed visit by 
Charles Bronfman later in the year . (see Exhibit 1) 

2 . Shulamith Elster made a presentation to the Board 
of Direct ors of the BJE. 

3 . Local commission: Baltimore has a strategic 
planning process underway for its Jewish education . Its and has 
local commission may become t he lead communities steering 
committee. 

c. Milwaukee 

1. Visits : Shulamith Elster has visited several 
times with Milwaukee where Howard Neistein has been the most 
active of the communities planners: a local steering committee, 
co-chaired by Jane Gelman and Louise Stein, has met on December 
14th and is scheduled to meet again on January 19th to set up 
a commission on the lead community project. Shularnith Elster 
met with the Principals ' Council and with lay leadership, as 
well as with foundat ion heads (the Bader Foundation). 
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Dear Art, 

• I 
~ Letter Q.f ynderstanding 

I . am responding to the draft of the letters of understandi~g for 
Atlanta, Baltimore, and Milwaukee as forwarded to me by Jack· on 
the 2nd of December -- these differ trom the earlier versions1 I 
had . 

As discussed at our meeting of November 23rd with MLM, the~etters 
do not r ·eprese,rit the joint understanding that would result: from a 
mutually: agr·eed design of the project. Rather, they represent :th·e 
communities ' 'understanding of t he· project at this time (see .;i.n .. 
particular the preambles to t he letter referring to the CI~E'. as 
aassisting th_em in their current plans ). · ·. · · 

While it would perhaps be ·pref err able to go to · work without this . 
writtan agreement, it may not be possible to do so. There~ore, it 
was · decided to include .a spec i fic -clause ·limiting. the agreenient · .­
t ·o. one year. This- i~ in order t:-o all o~ us to negotiate the- 1/,:,;aal 11 

·agreement _. during the current year as the elements of .. t h e 
projects, the. resdurces requ ired and the c ontributions of · the . 
CIJE and of· the coll\l'Qunity become specific and c'lear. 

. . , , , , l . 

The current letter is also problematic: <:m the fol lowing part iqu ~ 
lars: · 

·1. · The t'ota-1 amount ·,of money a c~mmunity will commit; 
2. The need· to hire special ~taft for tha project; and 
3. The· def.lnition of· the current year as a planning y~ar- ,.._ 
while both· parties would want it also to. be an action year (e.g., 
pilot proj~cts). · 
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I hope these ·note~ lare u~eful towards your ·meei ings in the · qoinmu­
nities -- any progress from the· current version would be great •. 
You will certainly find out whether and how ,it i$ poss~ble to 
progress 'from 'tha purrent version. · • : 1 
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Mr. Arthur Rotman January 13, 1992 

Seymour Fox & Annette Hochstein 

Dear Art, 

Re: Your Fax of January 11th Co~c~rning • Work with the, _
1 

'/ 
-n "" t LIi. Lead Coll]_mun l t l es / . •:. /· (Q-., -(lt,n ., . :c. • .:.:. ~ ,_) : '')r,) 
,~~ OV\Q_ ~ ,cv..Q6 -"'j··•<. I O i.p j-,_;.' _l ~J.-•-· . 

k)<,l
0

1o'-~~\.v~~)- e ma erials t'hat y~u'm:nti o~ a~e ~-.tn1 iet1:;l~ part of a t(.)p-t-1. '? 
1 far broa er pl an t-hat we need;--to~ddress step-by-step in order to 51"./ -

have the communities on board and happily working. I attach 2 . ; 
docume~ts that may he 1 p to set the required sequence back ~s a ':t -7 r,. __ 
target. ~11::.L.,, J~· 

& suggested workplan fprepa red for you in the early Fall; and ~ 
1he memo towards youf.C visit to Baltimore (December X). 

~hat we need to remember is that at~he present time the ~lanning 
guidell, and ~est ~actices papers ::;.c, for which we, to the best of 
~ur reco 11 ect ion, never offered ta get dates and both of ·which 
will be in your hands no late r than the first week of February)1'1,;,"-..­
are support materials for Commissions that have not yet been 
recruited, informed, prese ted with an ove r a 11 project, gotten 
into agreement with, let alone be ready to utilize those 
materials. 

All these elements: recrui i ng top leade r ship, introducing the 
idea systematically to lay1 professional., and educational 
leadership, coming to a cl e r un derstand i ng of mutual obligations 
and coming into ag reemen on t hese , forming a wa 11-to- wa 11 
coa 1 it ion of key actors i education or for education in the 



community within the framework of a 1 oca 1 commission for Lead 
Communities -- all of these are preliminary steps that still need 
to be completed. 

Within this framework we would 1 i ke to re 1 ate to each of the 
items you mentioned and make clear when and how they will be made 
available: 

1. The planning guidelines -- we are involved in significantly 
rewriting the latest draft received from Jim Meier -­
transforming it from a genera 1 p 1 ann i ng document to one that 
reflects the content of the Commission's work and intent. The 
planning guide should be completed by the end of this month and 
be in the hands of communities, if approved, by the first week in 
February. 

2. The best practices project -- a document, j;;-exceeding one 
best practice area because it wi 11 be a genera 1 guide to the 
project and its implementation, will be available by the first 
week of February too. . 

3. We are involved in ongoing work with the educational 
leadership in the denominations to prepare them for their role in 
dealing with vision statements with their constituencies within 
the communities. Our paper on this topic will be available -with in 
10 days. However , in the absence of an active 1 oca 1 structure 
(wit:11 all eltJ@ 1es13eE:t., the planners alone are f!Poesely not a 
sufficient addr!i.§>)_~ do not rea 11 y know who this needs to, be ._n,.., k 
addressed to. ,~ V\A,oJ-). d'._2u<-QI(___ 1 o 

4. There appears to be a misunderstanding co·•.,~rni ng the 
suggestion that when commissions begin to work they/u;dertake --
as part of the~ ongoing self-study of their community's 
educational system -- an in-depth detailed and comprehensive 
survey of educators. This is not an instrument to build the wall-
to-wa 11 coa 1 it ion {by which we mean the broad representation on 
the local commission of al l interest groups related to 
education), but rather a scientific endeavor, to which the 
communities seem to be very sympathetic, that has to be carefully 
thought through, planned, commissioned, and carried out through 
the appropriate commission and sub-committee· process. Again/ this 
too is cont ant upon an active commi ssi o ,starti Q9 to won. 

. ~3]J~~j 
5. Barry · will be in Milwaukee on -d-a-Rw.cy 16th to begin a 
series of discussions and consultations on pilot projects as 
you know it is not the 1 ack of needed proj ect(,or kn owl edge of ~ow 
to do that is hampering advance here but rather the commum ty 
mobilization process which, as clearly indicated here, se~ms to 
lag behind planning. 

~ k -credi bi l i ty ; ssue- do·e·srot---ap.1Wa""t=to-1Je:::XXX:tm 

As you know, we will be in the United States towards the end of 
February /early March and wi 11 convene then a meeting of the 
p 1 an n er s at wh i ch hope f u 11 y a 11 these matters w i 11 be d i s cu s s e d .. .. 



However if in the meanwhile the fact that materials will be 
availabie by early February -- der,ite there being no commissions 
yet in any of the communities - Milwaukee, which is the more 
advanced commu_ni ty, has a steeri g committee that wi 11 appoint 
the commission)tR plae~. If that fact will help credibility, then 
we are pleased to make sure that they will be in hand. 

Sincerely, 

• I • 
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TO: 

FROM: 

DATE: 

SHMUEL 

ANNETTE 

JANUARY 6, 1992 

Hello Shmuel, 

MEMORANDUM 

I'll try to respond to Shulamith's memo received this morning and 
to the 4 items she expects of us. 

1. As regards Claire's services, it was completely clear 
f o 11 ow i n g di s cuss i on that the f i el d researchers w o u l d NOT 
undertake this sort of research. Insofar as data will be 
available, we will of course give it to communities. However our 
research nas a qualitative focus that does not involve the items 
mentioned . Moreover (and I don't know how to te ll this to 
Shulamith effectively) I believe th i s is a continuation of 
Gelfand' s fairly unproductive testing of the CIJE. . . . We 
should not tell this to Shulamith -- therefore we should only 
indicate that Claire cannot do what they are asking -- it's just 
not her job . 

As to Sara Lee's request, if you have an opportunity to touch 
base with Seymour and get from him an indication on how to ensure 
that we do the main work with Shul amith being in there as 
coordinator or f aci 1 i ta tor on 1 y -- t hat woul d be great. Perhaps 
you can take him aside for a minute at 1:00. 

I think as regards the Gamoran paper , I don' t have with me II a 
three year outline." If you find it , please have it faxed to me 
immediately and I'll take a position - - maybe bring up at lunch 
time if appropriate Ellen ' s present at ion to the senior policy 
advisors group. To Shulamith you should say whatever we decide 
1 ater today about the paper and that we think it is great that 
Ellen and/or Roberta should attend the meeting. I suggest she 
does not inc 1 ude "Lead Communities at Work. 11 The memorandum on 
the planners workshop is good enough and very accessible. I 
suggest the following the corrections which I think we should 
tell her to do, rather than ask her for her opinion: 

Page 3, b(6) -- Draft a five-year plan. (Delete the rest of the 
sentence). 

Page 5, on the sentence at the top, add in parenthesis "refer to 
Gamoran's paper. 11 

Page 5, V(a) -- delete the details to numbers 1-5; just leave the 
name of the area (1. The supplementary school; 2. Early childhood 
Jewish education). 
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Page 6, VI(a) -- delete the first sentence. Start at "It is 
anticipated." 

Delete the whole of page 7. 

Page 8, delete from fourth paragraph ("to help the communities 11
) 

to end of paper, leaving the conclusion if Shulamith wants. 

Homework done. 

Shmuel, if you would like to write to Shulamith saying this is 
the first installment of responses and include the reactions to 
the materials -- saying that we think the edited version is very 
good and te 11 i ng her "NO" about Claire and II NO" about II Lead 
Communities at Work II and that we wi 11 be back to her with the 
rest tomorrow. 

Oops -- last minute thoughts: have a look -- maybe her 
suggestions on "Lead Communities at Work" are great. 

Thank you very much for your reading, your time , your attention 
and remember that we were to 1 d to be inefficient unt i 1 we know 
more. So please have the right feeli ngs: inefficient is great, is 
what we want, is our trademark for yesterday. 

Sincerely, 

Annette 
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Mandel Institute 

Tel. 972-2-617 418; 618 728 

Fax: 972-2-619 951 

Facsimile Transmission 

To: ------ ----------
Mr. Morton L. Mandel Date: -----------

January 3, 1992 

From
·. Annette Hochstein & Seymour Fox P 1. , 
_______________ No. ages: ____ ,...,-'-------

Fax Number: - ---------'--------'--

Please deliver to Mr. Mandel at 8:00 A.M. 



CONFIDENTIAL E Y E S 0 N L Y 

3 JANUARY 1993 

To: MLM 

From: AH and SF 

Re: Transition strategy for the CIJE 

The following is the summary of our current thoughts and suggested strategy for the CUE. 
Following our discussion later today, we will draft a more complete document. 

1. Purpose 

To offer a strategy for placing the implementation of the Commission's decisions on an 
effective and positive course. To resolve current issues of leadership, image, cost, content and 
staff assignments. 

2. What is involved: 

a. Re-organize the CIJE, its leadership and structure, the roles and functions of its staff and 
consultants. 

b. Design an immediate short-term communications and action plan to improve perceptions, 
halt ineffective or negative messages, set work with communities on a positive footing. 

c. Re-design a strategy and workplan for the Lead Communities project, and for the overall 
CUE assignment. 

Our main topic here are the re-organization and short term plans. 

3. Several alternatives were considered 

a. Undertake a search for the ideal CIJE head. 
This may be a longer-term option, but wil l not solve the short or medium term assignments. 
Should be reconsidered at a later stage. 

b. Appoint S.Elster acting director. This would revert to last year's situation, with its 
shortcomings. 

c. Revert to the Commission structure: This alternat ive is offered for immediate consideration 
-- and is the subject of the balance of this memo. 



4. Details : 

a. Headquarters in Cleveland 

b. HLZ director 

c. VFL administrative head, in charge of facilitation , coordination, and monitoring of 
implementation 

d. Active Senior Policy Advisors' group (e.g. S.Hoffrnan, M.Gurvis, J.Elkin, S.Lee, (add 2 
more eds) J.Woocher, S.Horowitz, A.Rotman, A.Schiff) 

e. Mandel Institute key staffing role: we will undertake any assignment. This probably will 
include ongoing advise to CIJE Chairman and Director; in charge of strategy, plans, ongoing 
staff training and guidance; ongoing development of content. 

Additional staff: 

f. Holtz heads educational efforts with the communiLies: best practices; pilot projects; 
guidance to communities for all educational implementation 

g. Gamoran and team Monitoring, evaluation and feedback project: active ongoing input into 
decisions and plans. 

h. Elster key contact wiLh communiti es; assistance to Holtz and all projects; facilitator of 
contacts with Rabbis and Educators. 

i. UkeJes preparation of planning materials (if retained). 

j. Providers of educational services : denominations; JESNA; JCCA; others: within the 
framework of overall plans and strategy: provide expertise and programs directly to 
communities (e.g. in-service training; articulation of vision and goals) 

Under this scenario the CIJE would benefit from HLZ's experience, credibility and leadership 
in the community world. He would guide the effort with Lay leadership and professionals. 
VFL would ensure effective administration of implementation and harmonious relationships. 
The Mandel Institute would work as during the Commission: as management team with MLM 
and HLZ; responsible for content with Holtz (responsible for educat ional content; the best 
practices project; pilot projects); with Gamoran (evaluation project); with Elster (link with 
communities; coordination and assistance ro Holtz, Gamoran, etc.; support to their projects); 
with Ukeles (planning guidance -- if anything); with providers of educational services 
(denominational; other). A solid Senior Policy group would serve as effective consultants. 

5. Suggested Action Plan: 

& Short Term Targets 

1. Bolster confidence in the CIJE, halt mixed messages that are being sent forth to 
communities and constituencies. 
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2. Halt the dual trend affecting the content of work with communities: the one is "business as 
usual" with marginal change aspirations; the other, in the spirit of the Commission's work, has 
aspirations to long-term, profound change, and demands of communities that they re-consider 
priorities, leadership roles and commitments. 

3. In order to ensure unity of purpose and the effective use of resources, prepare a coherent, 
consistent and explicit strategy and workplan for the Lead Communities. 

Q.,. First steps: (l,L-() rw ... q frol-"~ 
t., ... ~ f ,.. ,'I/ '1· 

1. Decision to move ahead I f' a. 
2. Get HLZ on board 
3. Message to current leadership and staff + negotiations for change 
4. Message to community planners and other relevant actors in the communities 
5. Message to CIJE board 
6. Staff and planners' seminar 
7. Set stage for assessment of each community 
8. Visit communities -- do imerviews and analyses 
9. Plan next phase 

1. What is the message Lo staff and to planners? 

2. What happens in the interim: AR; Elster and Holtz; communities (business as usual may not 
work or may work only with some.) 

3. How do we get everyone on board? 

4. What if this plan does not work out? 
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Dear Shulamith, 
,, 

Thank you for your last faxes which reached us in the midst 
of the Mandel Institute Board meeting. 

I realise this is your last day at the office before your 
break, and that is why I would like to focus on what seems to 
me the most urgent issue at the present time, the one of the 
Local Commissions. 

As the three L.C. are having their Local Commissions started, 
we would like to know who are the people on those commissions 
in terms of Lay Leaders, Educators , Rabbis, and 
Professionals. 
secondly , could you map out who in these three L . C . are the 
to~ figures in the categories mentionned above . 
Thirdly, are these key figures on each of the Local 
Commissions, and if not what would it take to have them on 
board. 

This information is quite im~ortant if we want the local 
commissions to be effective in the context of the entire 
project. 

By January 4th you should have on your desk our responses to 
all the other items you have raised in your last faxes. 

Have a great vacation, and a rrnrn ~JllTT • 

Annette. 



TO: 

FROM: 

DATE : 

SF & SW 

AH 

DECEMBER 15, 1992 

MEMORANDUM 

Re : Conversation with Marshall Levin 

I had a conversation with Marshall Levin last night, the first of 
what I believe will become a series. 

We discussed the following : 

1 . A formal consulting relationship -- something I promised to 
Qet back to him about immediately following our board meetings, 
1f not before. 

He very much wants to be involved at the heart of our efforts. 

2. He told me that he is II very concerned about the conceptual 
dissonance between the planners in lead communities and the 
planners at the CIJE; the lay leaders in lead communities and the 
lay leaders in the CIJE (he may have meant lay 1 eaders versus 
planners). He believes this dissonance needs to be quickly 
addressed and he explained it as follows : 

a. The field researchers are interviewing righ t now and asking 
questions of people who have no idea of either the CIJE or the 
lead communities. As a result, JCC heads and other executives or 
educators call Marshall and say : what are these people who came 
to interview me; are they going to write a book about us?; a re 
they bringing resources for the community? Ma rs ha 11 then goes on 
to explaining what this is about. However, there is a total gap 
between what the fie 1 d researchers are doing on our orders and 
what is in fact happening in the community. 

b. The planners of the lead communities 1 eft the meeting 
feeling that Barry has no answers about how to do best practices 
into a community . 11 00 you know what Barry answered us when we 
asked: ' How do you want people to use the best practices?'? He 
said: I don't know. 11 1! 

c. At the same time, Marsh all points to his own understanding 
that the thinking is probably there at the macro level ; however 
that it needs to be put into a form that is both understandable 
and usable in communities. He also believes that he would be able 
to help us, in his words: "link the conceptual with the concrete " 
and that he would love to be the person to in fact do that. 
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3. He 
address 
up with 
central 

thinks that we need an intensive period of joint work to 
the next thinking steps and think them through and come 
a program - - something which he will be ve ry happy to be 
to . 

4. Marshall I believe is very enthused by the lead communities 
idea. He tells me what a good idea it is, however he also says 
that the partnership has not been fleshe d out between the 
communities and the CIJE and that this is creating at the present 
time a series of expectations that we are obv iously not meeting. 
In his own perceptions , we have been thinking for 5 years and may 
be don't know what is going on in the trenches. 

We spoke some more about the expectations that might be created, 
e . g . , i n format i on s u c h as bes t pr act i c es that w i 11 be us ab 1 e 
right away; expectation of financial resources; at the same time 
some suspicion that wel 1-i ntenti oned 1 a{ 1 eaders may have this 
very gradiose idea, but that not much wi 1 come of it. 

We agreed that I would call him, if possible, within the next few 
days -- sometime around 6:30 or 7:00 his a.m. time at home. 
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Mr . Arthur Rotman 

Annette Hochstein 

Dear Art, 

December 10, 1992 

RE: Letter of Understanding 

I am responding to the draft of the letters of understanding for 
Atlanta, Baltimore, and Milwaukee as forwarded to me by Jack on 
the 2nd of December -- these differ from the earlier versions I 
had . 

As discussed at our meeting of November 23rd with MLM, theletters 
do not represent the joint understanding that would result from a 
mutually agreed design of the project. Rather, they represent the 
communities ' understanding of the project at this time (see in 
particular the preambles to the letter referring to the CIJE as 
aassisting them in their current plans). 

While it would perhaps be preferrable to go to work without this 
written agreement, it may not be possible to do so. Therefore, it 
was decided to include a specific clause limiting the agreement 
to one year . This is in order to allow us to negotiate the " real" 
agreement during the current year as the elements of the 
projects , the resources required and the contributions of the 
CIJE and of the community become specific and clear. 

The current letter is also problematic on the following particu­
lars : 

1. The total amount of money a community will commit; 
2 . The need to hire special staff for the project; and 
3. The definition of the current year as a planning year - ­
while both parties would want it also to be an action year (e . g., 
pilot projects). 



I hope these notes are useful towards your meetings in the commu­
nities -- any progress from the current version would be great. 
You will certainly find out whether and how it is possible to 
progress from the current version . Do we want to consult further 
with MLM on this at our forthcoming meeting? 

Best regards, 



Mandel Institute 

Tel. 972-2-617 418; 618 728 

Fax: 972-2-619 951 

-<: ,:~ q_, \ ')5--
-~ ;{, ~--- 'il \ ( .. ··r- (<-

. D •' )\ I ...... .. . .... 
.... ,., .. .,,,, . 

Facsimile Transmission 

To: ____ M .... r_ .. A.._r ..... t ...... b , .... , r....._.R ....... a ...... t ..... rn .... a ..... o..___ ____ _ Date: __ ...,.ne._c ..... e-rn-b ..... e-r__,..7.....,.,-l...,,,.9...,.9 ..... 2--

From: ---- ------------Annette Hochstein No. Pages: ____ 5 ____ _ 

Fax Number: -------------

Dear Art, 

Enclosed is a memo towards your visit to the communities. It 
might be effective to look at this in conjunction with a copy of 
my slides, the September memos on the workp l an and on "Lead 
Communities At Work, 11 and, of course,"A Time to Act . " 

Hope this is helpful and am of course available for any further 
de ta i l s or cl a r i f i cat i o nS'. 

Best regards, 



Mnndel r nst itute 

Fo,- lht.: Advam.:cd S1 udy .. 111<.I Dcvc lopmcm or .Jewish Educ .. 11 ion 

December 7, 1992 

Mr . Arthur Rotman 

Dear Art, 

Re: Your Visit to the 3 Lead Communities 

December 1992 

In our conversation in New York last wee<, we agreed that it 
would be important for you to visit each of the lead communities 
at the earliest possible time, in order to discuss next steps 
with community leadership (both lay and professional) and to get 
actual work underway in each community. 

I cannot tell you how pleased I was to learn that you have in 
fact found the time to go to the communities this wee k and next -
- I believe your visit will be of significant benefit to the 
process and the project. The following notes may be useful for 
your visit. 

A. DESIRED OUTCOMES 

Optimally, your trip would have the followihg outcomes: 

1. You would he l p lay and professional le1dership ident ify next 
steps in the process . This would resu lt in full - scale operation 
of the local commission (e.g ., preparation of the 5-year plan; 
decision on an action plan for the current year including pilot 
projects). It would also pave the way for Barry and Shulamith to 
begin work with the educators and the rabbis (e.g., the best 
practices project for supplementary school teachers) and allow 
the field researchers to carry on with their work (the feedback 
to communities). In other words, the CIJE could then make its 
full contribution to the community (see details below). 

2. An early step might be the proposed meeting between key CIJE 
board members and top loca l leadership to discuss the project, 
the role of the lead communities and of the CIJE, leadership 
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mobilization for the local commission, funding, staffing, etc. 

3 . Negotiate further the letter of understanding (separate memo 
forthcoming). 

4 . Get the planners further on board. We need to find a way for 
the p 1 anners to encourage the actua 1 intensive 1 aunch to take 
place, even before special staff is hired -- or to hire 
immediately staff that could dedicate all their time to the 
project. 

5. Further the joint agreement and understanding as to the 
following steps in the process: 

a. Staff the project locally with paid, dedicated staff -­
planner or educational planner -- at least half-time, but 
preferably full-time. 

b. Set up the local commission and if i t already exists, 
ascertain the calibre of leadership. 

c . Review the commission's assignments: 

6. 

1. 

2. 

3. 

4. 

Prepare an action plan for the current year that would 
include pilot projects in the areas of personnel and 
community leadership (these would be defined and 
designed with Barry Holtz, but might include, for 
example, a summer leadership seminar in the U.S. or in 
Israel; an in-service training program for principals 
and directors of educational institutions; a leadership 
training program for members of school boards). 

Begin addressing the content and its application in 
specific settings : introduction of the best practices 
project -- beginning with supplementary schools and 
early chi ldhood programs (Barry Holtz). 

Prepare a 5-year plan for dealing with the enabling 
options and with the Israel Experience (see A Time to 
Act). 

Assessment of the community's Jewish educational system 
-- its resources-- strengths, weaknesses. Begin perhaps 
with a survey of the educators (their qualifications, 
numbers, scope of positions, training needs),_,,,,,.. 
G u i d e s a re f o rt h com i n g f o r t h e- 5 - ye a r p 1 an an d t h e 
assessment of the community's educational system. 
(Ukeles and Meier.) 

In sum, your meetings might include the following items: 

a. Getting the leadership further onboard, comfortable with the 
recommended process (see "c. 11 above) -- the current year being a 
planning year and a year for pilot projects; joint design of the 
lead communities project by the CIJE and the communities through 
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an ongoing planning effort throughout the year. A desired outcome 
of your visit would be the possibility for local and CIJE staff 
to systematically introduce the idea of lead communities to the 
various actors in the community. 

b. The content: preparation of a 5-year p 1 an that focuses on 
dealing with the shortage of qualified personnel (e.g., 
strengthen in-service training opportunities· new hi res) and on 
community mobilization for Jewish education. This would include : 

1. Pilot projects for immediate, or early, implementation. 

2. Introduction of the best practices project to the 
educators , rabbis and to leaders in the community. 

3. Discussion of the vision and goals for Jewish education 
at several levels in the community. 

4. Monitoring and evaluation with the purpose of giving 
feedback to the community and the CIJE as to how work is 
progressing and what the impact 07 the effort is. 

* * * * * * * 

B. BACKGROUND NOTES: 

1. Si nee selection of the communities the contacts with the 
CIJE have dealt with the following: the fetter of understanding, 
the field workers (mon i toring, evaluation, feedback loop), the 
November Planners' Works hop in New York, selected contacts with 
1 ocal organizations. These contacts have involved Shul ami th 
Elster and Jack Ukeles in 1-3 meetings in the communities plus a 
large number of telephone contacts and of course they have 
involved you in many contacts. 

2. Important beginnings have taken place. We now want to move 
towards an action plan for the current year. 

3. In each community one or more federation planners have been 
appointed to be currently the key local professionals for the 
lead communities project. They do this in addition to their 
no rm a 1 work 1 o ad , and u n t i 1 pa i d s ta ff i s h i red . Th i s p 1 aces a 
limit on the amount of work that can be done at the present time. 

4. In each community, a lay person has taken the leadership 
position, to be the Chair of the Lead Community Committee or 
Commission . The calibre of leadership needs to be ascertained 
(are these the 11 champio ns 11 that will give leade r ship and 
resources to the project?). 
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5. In each community there is a commission or committee, 
completed or in formation. It was not clear how effectively this 
group has been convened at the present time. 

6. Leadership mobilization: lay, professional, educational and 
rabbinic leadership needs to be brought on board . It is not clear 
at the present time what the needs of each of these groups is and 
we ought to devise ways of finding out. Key CIJE leadership, such 
as MLM or CRB, might help in finding this out for lay leadership. 

Fi rst steps have already been taken as regards federation 
planners, local leaders who are CIJE board members, and 
additional individuals. 

* * * * * * * 
It is clear that there have been good beginnings and that certain 
people have been informed of the project. Our challenge now is to 
find the appropriate venues to discuss with the communities what 
the project enta i 1 s, why it holds the great hopes it does, and 
how we wil l jointly move ahead with it. 
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TO: 

FROM: 

DATE: 

SHMUEL WYGODA 

ANN ETTE 

DECEMBER 6, 1992 

MEMORANDUM 

RE: NEXT STEPS AND ASSIGNMENTS 

I suggest that each of us prepares a list and memo of the next 
steps and assignments, made as exhaustively as possible, and then 
we will meet and rank them. I think we should try to meet today -
- ~p.m. would be a good time for me if you are ready. In the 
meanwhile, I have already sent over to you a number of things 
that have occurred s i nee we last spoke or met. I t is important 
that we keep up the contact with a 11 the p 1 ayers, both at the 
CIJE, Barry, Adam Shul ami th, Art -- in the reverse order of 
course -- and Jack and in the lead communities themselves . We 
should decide what it is we will want to say -- any opinion on 
that is most welcome. 

I am writing the following 2 documents to Art Rotman: 

1. A memo concerning his visit to the 3 lead commun i ti es wh ich 
I hope will take place this and next week. 

2. I have with me a fax on the letters of agreement . Please 
look at t hem; I believe I must write a memo abou t what needs to 
be done differently with them, if anything. 

On follow-up and follow through, the following is a prelimimary 
1 is t : 

1. Barry needs to send a description of best practices to the 
communities -- he is asking for 6 weeks on that . I don't know if 
6 weeks isn't too long . 

2. Barry has to prepare pilot project proposals following his 
discussions with us and with Seymour on that . 

3 . We ought to decide whether fo r the contact with the 
communities we need a point person for each ( a person from the 
CIJE) and a person in each community that is a local person. 

4. On the goals project, we need to have Danny and yourself 
prepare proposals for both Shulamith and the communities. 

5. Contact with Shul ami th has to be constant and ongoing: you 
must know what she does and gi ve her constant guidance on the 
substance of it . 
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I must find a way of communicating with Adam Gamoran about what 
has happened because I imagine that there wi 11 be a rather 
distorted picture emerging from the field researchers. 

See the current version of the 1 etter of understanding as 
negotiated by Ukel es 1 ast Tuesday and Wednesday. Pl ease compare 
it with the original text and let's discuss it later today 
whether we have a prob 1 em , s hou 1 d go with the 1 et ters as they 
ar e, or should in fact negotiate further . 
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Art Rotman 

Annette Hochstein 

Dear Art , 

November 4, 1992 

Thanks for the confirmat ion of t he staff seminar of November 19 
and 20. We here have been wo rk i ng ha ra at tryi ng to establish 
what a first yea r wo r kp l an fo r lead communities mi ght entaili and 
therefore what t he agenda of the staff meeti ng might inc ude. 
Here is where we come out: 

The first year of work wi t h 1 ead communi t i es includes the 
following elements : the concept of lead community, the idea both 
in its detail and i n its concept which says that the whole is 
greater than its parts, needs t o be i nt roduced thoughtfully to 
various _populations in each l ead community (educators, rabbis , 
lay people, professionals and pl anners i n t he communityJ. One of 
our assignments at the staff meeting woul d be to discuss how this 
is going to happen. It would be wonderful if we could , at the end 
of the meeting, agree on what needs to happen with each of these 
population groups and how we would do this (individual meet i ngsi 
meetings by groups in the lead communities , meetings of al 
groups at a joint seminar convened by the CIJE, etc.). 

The second element is the planning assignment which includes the 
need for the community to study its own educational system , its 
strengths, weaknesses and needs. For that to happen , the staff 
must be in a position to offer guidelines and guidance , including 
·on such items as how to conduct an assessment of the educators in 
the community, whether to introduce achievement tests or not, 
what sort of inventory of educational opportunities we need and 
to what level of detail, data on attendance , etc. 
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The second element is a five-year plan that would be the result 
of the work of the local mechanism -- the wall-to-wall coalition 
i n w h ate v er 1 o ca 1 form i t takes p 1 ace , and w o u 1 d at the end of 
the year be the result of the joint seminar and the local work 
together. This would include implementation of the whole plan. 

The next element is the workplan for the current year which would 
inc 1 ude, among others 1 the imp 1 ementat ion of probab 1 y severa 1 
projects, suggested oy the CIJE, in the areas of personnel 
training and community mobilization (e.g., in-service training 
seminar at each of the training institutions; program for all day 
school principals; program fo r all supplementary school 
principals; training program for all school board members; etc.). 

We are suggesting that if we complete the staff seminar with a 
better understanding of both these items and how we are supposed 
to introduce them and bring them about i n the lead communities, 
we will have advanced the project significantly. I would love to 
discuss this with you whenever convenient on the phone . 

Best regards , 

Annette Hochstein 
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LEAD COMMUNITIES 
A PARTIAL SCENARIO 

1992 

TASK NAME 
1993 199t:: 

Nov DJ FM AM J JASO Nov DJ F 

4-6 PILOT PROJECTS 

LOCAL CIJE 

EDUCATORS'SURVEY 

BEST PRACTICES 

MONITORING, EVALUATION, FEEDBACK 

5-YEAR PLAN 

· COMMUNICATIONS, NETWORKING 



LEAD COMMUNITIES-A PARTIAL SCENARIO 

4-6 PILOT PROJECTS 

PERSONNEL-IN SERVICE 
Principals & JCC Execs 

2 Teachers & Informal Eds from each Institution 

1 New Hire 

Israel Summer Seminar 

Networking the 3 Communities 

COMMUNITY MOBILIZATION 
National Leaders Mobilize Local Leaders 

Leadership Training 

CLAL Program for all Boards 

Denominational Leadership Training 

Public Sessions on Vision & Best Practices 

1 992 1993 1 99, 

Nov D J F M A M J J A S O Nov D J I 



LEAD COMMUNITIES-A PARTIAL SCENARIO 

LOCAL CIJE 

FORMED (AND IN FORMATION) 

REPRESENTATIVE 
Champion 
Lay Leaders 
Educators 
Rabbis 
Professionals 

STAFFED 
TASKFORCES 

In-Service Training 
Planning & Self-Assessment 
The Lives of Educators 
Monitoring & Evaluation 
Visits to Israel 

PRODUCTS (EXAMPLES) 
Educators' Survey 
5-Year Plan (Rosh Hashana or G.A.) 
Pilot Pro·ects 

1994 
J F 



LEAD COMMUNITIES-A PARTIAL SCENARIO 

EDUCATORS' SURVEY 

PLAN 

REPRESENTATIVE TASKFORCE 

STAFF (LOCAL UNIVERSITY?) 

MOBILIZE & INVOLVE EDUCATORS 

DESIGN 

CARRY OUT 

ANALYZE 

REPORT & DISCUSS FINDINGS 

i 992 1 993 i 994 

Nov D J F M A M J J A S O Nov D J F 

I 

I 
. .. - ~- . . _ .... _ •• __ 1.i;_ ~ . 
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LEAD COMMUNITIES-A. PARTIAL SCENARIO 

EDUCATORS' SURVEY 

PLAN 

REPRESENTATIVE TASKFORCE 

STAFF (LOCAL UNIVERSITY?) 

MOBILIZE & INVOLVE EDUCATORS 

DESIGN 

CARRY' OUT 

ANALYZE 

REPORT & DISCUSS FINDINGS 

1 992 1 993 1 99, 

Nov D J F M A M J J A S O Nov D J f 

■ 
••• ,----•·,,,;._J-~ .... • 
. : -: .: . ;.. . . . . 



LEAD COMMUNITIES-A PARTIAL SCENARIO 

BEST PRACTICES 

IMPLEMENTATION PLANNED 
Develop Method for Training 

Develop Translation Method 

6 AREAS COMPLETED 

PROJECT PRESENTED 

FIRST 2 AREAS SELECTED 

CONSULTANTS SELECTED & TRAINED 

WORK WITH SUPPLEMENTARY SCHOOL 
PRINCIPALS 

Joint Planning of Implementation 

NETWORK WITH EARLY CHILDHOOD TEACHERS 
Joint Planning of Implementation 

PLAN ROUND 2 OF PROJECT 

1 992 1 993 1 9~ 
Nov D J F M A M J J A S O Nov D J 



LEAD COMMUNITIES-A PARTIAL SCENARIO 

MONITORING, EVALUATION, FEEDBACK 

DESIGN FEEDBACK LOOP 

ONGOING WORK 

3 REPORTS 

1 992 1 ·993 1 994 

Nov D J F M A M J J A S O Nov D J F 

! ---



LEAD COMMUNITIES-A PARTIAL SCENARIO 

5-YEAR PLAN (SEE SEPARATE) 

ASSESSMENT OF EDUCATIONAL SYSTEM 
Prepare Detail ed Guide 

Profile 

Inventory 

Educators' Survey 

Achievement Measures 

Clients' Survey 

Etc. 

THE PLAN - ROUND 1 
Prepare Detailed Guide 

Staff 

Taskforce Set-Up 

Give Assistance as Needed 

Etc. 

·--

1992 1993 1994 
Nov D J F M A M J J A S O Nov D J F 

I 
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LEAD COMMUNITIES-A PARTIAL SCENARIO -

1 992 1 993 199, 
Nov D J F M A M J J A s 0 Nov D J f 

COMMUNICATIONS, NETWORKING 

' PLAN-STAFF-CARRY OUT ' CIJE TO CONTINENTAL COMMUNITY • 
Momentum Maintained • 

CIJE TO LEAD COMMUNITIES • All Constituencies Know -
LEAD COMMUNITIES TO EACH OTHER -Shared Learning • 
LEAD COMMUNITIES TO COMMUNITY-AT-LARGE • (23) 



/ ~ 

IMPLEMENTATION OF THE RECOMMENDATIONS 

BUILDING Tl-IE PROFESSION 

In-service training launched 
Educators' survey completed - taskforces 

dealing with implications 
Best practices 
Networking-various 
2 new hires 

r 1 new position 
Educators participation 

COMMUNITY MOBILIZATION 

Champion recruited 
Leadership training 
New leaders 
Goals discussed 
Educators discussed 
Networking with cije leaders 
Networking between communities 

ISRAEL AS A RESOURCE 

Plans for "every youth" 
Educators summer seminar 

RESEARCH 

Monitoring, evaluation, feedback 
DAta base-assessment 



.. 

THE CIJE'S ROLES 
RESOURCE 

COORDINATION 

Partners: JESNA, JCCA , CJF 
Purveyors: Training Institutions, 

CLAL, CAJE 
Foundations: CRB, MAF, Blaustein 

ENGAGEMENT & 
PARTICIPATION 

LEAD 
COMMUNITY 

Loca l Committee / 
Actors Within Community / t 
COMMUNICATIONS 
& DISSEMINATION 

Innovations & 
Improvements 

Best Practices 

FUNDING 
FACILITATION 

Links to Foundations & 
Organizations 

CONTENT & 
QUALITY 

Experts/Consultants 
Best Practices 
Monitoring, 

Evaluation, 
Feedback/ Loop 

PLANNING 
ASSISTANCE 

Self-Study 
Programs 
5-Vear Plan 



I IMPLEMENTS I 
Initiates 
Coordinates 
Facilitates 

DEVELOPS 
RESOURCES 
Human 
Financial 
Leadership 

I MONITORS 

Implementation 

LEAD COMMUNITY 

LOCAL 
COMMITTEE 

CIJE 

CONVENES 
.& ENGAGES 

All Actors 
Lay Leaders 
Educators 
Rabbis 
Professionals 
Institutions 

PLANS 

Self-Study 
Programs 
5-Year Plan 



JR.AFT FOR DISCUSSION ONLY 

THE CIJE - - PRELIMINARY WORKPLAN 

1992/1993 

A. Function, structure and staffing assumptions 

The fol l owing assumptions guide this plan : 

a . The funct ion o f t he CIJE is to do wha t ever necessary to bring 
abou t the i mplementation of t he Commi s sion' s dec i sions . This 
includes initiating action , be ing a cat a lyst and a facilitator 
for inple~e~t ation The CIJE is net a dir ect provide r of serv­
ices . 

b . The CIJE is a mechanism of the North American Jewish Community 
~~r the development of Jewish education . Optimally an increasing 

~mber of leaders would see it as their organization for purposes 
of educational endeavors . 

c . It will always be a small organization with few staff and high 
s t andards of excellence . We assume that its staff will include, 
in addition to the executive director and an administrative suo­
port staff, a plan ner and a chief education officer as well as 
possibly some addition staff with content expertise . 

d . The plan is based on the assumption that the assignment in­
cludes fundraising for the CIJE and for the CIJE's con~ribution 
to Lead Corn_~unities. 

B . Estab lishing Lead Communities 

The bulk of the CIJE ' s work for this coming year, will be the 
-ro - active efforts required to establish lead communities , to 

~uide them and guarantee the content, the scape and the quality 
of implementation, and to help raise the necessary funds for the 
CIJ£'s share in their work, as well as for the Lead Communities 
themselves (the CIJE ' s role in funding was debated at the August 
meetings -- I am not s u re that t his f ormulation accu=ately re­
flects the debate) . 

c. Elements of the workplan for Lead Communities 

Imme diate: Preparati on, negotiations and launch 

1 . Prepare written guidelines for Lead Communit i es (LC), includ­
ing proposed agree~ent , planning guidelines , des cription of the 
~~ojec~ and of the CIJE ' s support ro le . 
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2 . Prepare CIJE staff for the assignment with LC's and have 
periodic staff meetings for ongoing work. Items 1 and 2 involve 
further preliminary development of the concept of Lead Communi­
ties , its translation into specific content and practice. 

3. Offer ongoing guidance and backing to the two support 
projects: Best Practices and Monitoring, Evaluation, Feedback. 

4. Launch the dialogue with lay and professional leadership in 
each LC towards an understanding of the broad lines of the 
project, an agreed upon process for the project and the formula­
cion of an agreement or contract . The chronology is t o be deter­
mined. In particular we discussed the question of whether we 
ought to push for rapid, written agreement, or rather engage in a 
joint learning process that would lead to agreement when the 
Comounities are more knowledgeable. Whatever the decision, the 
dialogue with communities would revolve around the concept of 
Lead Community, the terms of the project, the planning and 
decision-making process, the relationship with the CIJE - includ­
ing funding and t he two projects . 

5 . Work with educators and rabbis in the community: they usually 
have strong views, commitments and expectations on which we will 
want to build. 

6. Convene an ongoing (monthly?) planning seminar of the Lead 
Communities and the CIJE to further develop and design the con­
cept of LC's . Given the innovative and experimental nature of the 
project much needs to be worked out jointly, with the best avail­
able talent joininq forces for the design and planning work. 
This will also provide a basis for necworking among LC's. 

The character of the first meeting, to be convened as soon as 
possible, is yet to be determined (e.g . should it be a major 
meeting aimed at socializing, acquainting, familiarizing the 
leadership (lay and professional) with the ideas, staff, actors, 
projects, foundations, related to the CIJE, or should it be a 
smaller meeting of several representatives of each community and 
of the CIJE (see appendix B for possible scenario). 

7. Set up the various expert contributions of the CIJE; 

a> Provide planning guidance and guidance for the comr.iunity 
mobilization process (Community organization and o ngoing trouble­
shooting) . Prepa:?::-e guidelines and discuss them with the com.-n.uni­
ties . Assist as needed in the establishment of a strong planning 
group (committee, commission) with wall-to-wall representa~ion. 

b> Negotiate with foundations, organizations and purveyors of 
programs the nature of their involvement and their contribution 
to Lead Communities. Begin training them for the assignment (e.g. 
c~scuss the institutions of higher Jewish Learning their role in 
in-service and pre- service training , as wel l as their role for 
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the articulation of visions or goals of Jewish education; work 
with the JCCA, JESNA, CAJE, CLAL ; approach program-oriented 
foundations with specific programs) . This requires prepa=ing 
background documents - for example what would the Israel experi­
ence be in a Lead Community - and discussing with the appropri­
ate organization or foundation their interest in taking all or 
part of the program upon themselves . 

c> Provide funding facilitation as required . 

d> Provide 
l> 
2> 
J> 
t. > 

planning guidance for : 
The self-study 
The one-year plan 
Pilot projects to be l aunched in year 1 
The :ive-yea= plan 

e> Complete nlans for the introduction of the Best Practices 
project into th~ community and make educational consultants 
available to the communities . 

f> Introduce the monitoring and evaluation project in the 
community (field researchers ~o conduct preliminary in~erviews) 
and help process the findings of the periodic reports (first one 
in January 1993). 

g> Provide guidance for the development of vision, mission, 
goal-statements at institutional and cornmun~ty levels . 

h> Appoint a key staff consultant for each community, to 
mediate the c on~ent (community mobilization; building the profes­
sion) and make educa~ional consul tan~s available for specific 
needs (e . g . develop in-service training program for early child­
hood educators; re-invent a best-practice supplemen~ary school 
model into the community) . 

i> Develop networking between communities 

j> Develop means of communications and p . r . 

8 . Toward the end of the year: gear up towards implementation 

Onaoing Work general CIJE and related to Lead communities 

1) Board Meetings (August and February), Executive group, Board 
Committees (Lead Communities, Monitoring/Evalua~ion , Bes~ Prac­
tices) and camper assignments 

2) Senior Advisory group meetings or conference calls 

J) Monthly CIJE-Lead Comr.unities p~anning semina= 

4) Fundraising 
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' 
5) Ongoing contacts with constituencies (organizations, purveyors 
of programs, foundations lay leaders, educators,rabbis) 

6) Staff meetings (for planning and discussion of educational 
content: twice a year 

7) Guidance to key projects 

8) Networking with educators, organizations and institutions . 

9) Plan the second and third years of the project. 

c. Beyond Lead Comm.unities: 

Major areas of endeavor of the CIJE and suggested action in each 
area for the next 12 months (please note: areas 1,2,and 3 below 
must be dealt with both at the continental level and in Lead 
Communities) 

1 . Community Mobilization and communications 

Plan and launch the activities that will help mobilize communi­
t ies , organizations and leaders to Jewish education and create 
more fertile grounds for access to the resources required (beyond 
the three communities selected) . Areas of endeavor might in­
clude : 

* work with the 23 applicant communities to the Lead Communi­
ties project (or with any differently defined large group of 
communities) to capitalize on good will, initial inter·ests, local 
initiatives . This should initially inc_ude a very limited number 
of activities -- until the CIJE's workload permits more. For 
example, during the coming year one might convene once or twice 
representatives of the communities to share with them two topics: 
findings of the Best Practices project and methodology of the 
Monitoring, Evaluation Feedback project 
and meeting with programs and representatives of programmatic 
foundations (CRB for Israel; Melton for the adult mini-school ; 
Revson for media; etc ... ) 

* launch a communications program t hat will continue the work 
begun with t he publication of "A Time to Act 11

• 

In t ~o many qua~~ers the work o f the CIJE is not known. This 
limits our effectiveness, particularly with reference to fun ­
draising, and misses on important opportunities for community 
mobilization. 

This area has not yet been planned and very limited work was done 
to date. 

2. Building the Profession of Jewish education 
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In order to deal with the shortage of qualified educators a 
thoughtful plan needs to be prepared concerning action required 
at the central or continental level. We have deferred dealing 
with issues such as a portable benefits plan, salary policies; 
what would it take to meet the shortage of qualified personnel in 
terms of both pre- service and i n -service training (beyond the 
grants to the training institutions) etc . . . In the course of the 
current year we may want to begin the planning the work . (I 
believe this requires initially an in- house or commissioned plan­
ning piece). 

3 . Developing a Resea rch c apabil ity 

Two steps were taken so far : the development of two major re­
search projects to support the development effort in Lead Commu­
nities (Holtz and Gamoran) and the preparation of a background 
paper by Dr.Isa Aron. We have not yet found financial support for 
this project . 

4. Establishing Lead communities 
(see above) . 
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Fall Seminar -- Some Suggestions 

An event to star~ work, inform, set the terms, create the dia­
logue . 

The components might include : 

1 . General meeting of CIJE and lead community represe ntatives re­
the project in general and CIJE con tribution. Includes CIJE and 
Lead Community Lay leadership . (10-20 people per community plus 
CIJE staff and consultants, as well as lay people for part of the 
meetings) 

a . Communities introduce themselves , their views, hopes, ideas, 
past achievements , etc .. 

b . The CIJE introduces the present state of the Lead Community 
idea -- its evolution from the Commission to today . The notion of 
these communities as spearheads for systemic change -- for ad­
d=es sing the problems of Jewish education/continuity. 

2. Lay leaders to lay-leaders -- issues of funding and community 
mobilization 

3. Vision and goals : p r esentation and discuss ion followed by work 
with representatives of the training institutions and others who 
will be leading this effort. 

4 . P=o:essionals, educato=s, =abbis: bu:ld upon their work, 
commitments , convictions. 

a .discussion of the project, the process, getting to work 

b . The Best Practices project: presentation and discussion-­
includes consultants on content 

c . Monitoring, Evaluation and Feedback : same 

d . Planning : 
self study 
pilot projec~s 
one year plan 
five year plan 

The ongoing CIJE seminar 

5 . networking among Lead Communities 

6 . Meetings with o =ganizations , purveyo=s o= p r og=ans and Pro­
grammatic Foundations: -- to discuss specific interests and 
projects : 

in- se!_-Vice training programs 
CAJE 
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JESNA 
JCCA 
the Melton mini- school 
the CRB Foundation 
etc . . 

7 . Closing session and discussion of next steps 
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r, 
) 

Task Name 

Lead Communities 

Launch Activities 
Preeare written guidelines 
, Written aqreement 
~ Planning guidelines 
Negotiate AfJreement 
Present eroject to Community 
CIJE starr ereearation 
Launch MonilorinQ 

Introduce in community 
DevelOQ feedback IOOQ 
Set terms for first report 
Feedback from findings 

Launch Best Practices 
introduce 
devel0Q method 

provide consultants 
Vision project 

develop project 
work with IHJL elc .. 
introduce in communities 

Convene first Qlanninn seminar 
Community process 
Work with educators1 rabbis 
Planning guidance 

Self study 
First year (2Ian 
Pilot projects 
Five year plan 

Work with foundations 
Work with promam purveyors 
Work with national ornanizalions 
Fundina facilitation 

Printed: 15/Sep/92 
Page 1 

CIJE -- Workplan -- Draft 
Start End 

1992 1993 
Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aun Seo Oct Nov D 

1 S/Seo/92 02/Seo/93 i:r- ,:-:-· :r ,: . 
15/Sep/92 15/Sep/92 
15/Sep/92 02/Sep/93 ~- . , ;; . · . ; '• · t-~-: -~ < 

15/Sep/92 20/Ocl/92 rr£il ~ 

15/Sep/92 30/Seo/92 11!1111 

15/Sep/92 20/Ocl/92 -nm 
15/Sep/92 30/Nov/92 ,.._ 

15/Sep/92 01/Dec/92 
15/Seo/92 01/Dec/92 
15/Sep/92 26/AuQ/93 . . ~ . ~ # ' • 

. .• .. J'H ., • .., 

15/Sep/92 25/Seo/92 • 
15/Sep/92 30/Nov/92 
15/Seo/92 27/Nov/92 
19/Jan/93 26/Auo/93 
15/Seo/92 02/Seo/93 ·, •, 

15/Seo/92 30/Nov/92 ·-
15/Seo/92 02/Seo/93 ;,;- - • y 

15/Sep/92 02/Sep/93 
15/Seo/92 31 /Auo/93 ... 
15/Seµ/92 3 I/Auq/93 
15/Seo/92 26/Aua/93 
16/Nov/92 26/Aua/93 
01/Dec/92 01/Dec/92 I~ 

15/Sep/92 26/Aua/93 
15/Seo/92 27/Aua/93 -
15/Sep/92 ~··· ---· ~M&! ~~~ r>~----~· 26/Aug/93 ~ ~ . --~-~-------.. "§1.lru~ l~ . 
06/Nov/92 30/Apr/93 -
15/Se(2/92 31/Dec/92 
08/Feb/93 08/Feb/93 b, 

01/Dec/92 26/Aua/93 
15/Sep/92 26/Auo/93 
15/Sep/92 26/Aug/93 
15/Seo/92 26/Aug/93 
15/Seo/92 26/Aug/93 

Milestone b. summary 1111:fill! 



0, 

Task Name 

Appoint stafl consultant 
Develop Networking between communili 
Communications and pr 
Gear up towards hnplementalion 

Ongoing 
Fundraisi11g 
Board meclinos 
Board Commiltees 
Executive Commillee 
Senior Advisors 
PlanninQ Seminar 
Mobilizing conslitulencies 

National oroanizalions 
Puvevors of programs 
Found a lions 
Individuals 
Educators and nabbis 
Starr seminars 

Ongoinq m1idancc to projects 
Networking 
Plan years two and three 

Community Mobilization and Communicati 
Plan 
From 3 to 23 
Communications program 

Building tile Profession 
Plan 

Develop a Rcsearcll capability 
Decicle 011 nex1 stc~s 

Printed: 15/Scp/92 
Page 2 

CIJE -- Workplan -- Draft 
Start End 1992 

Sep Oct Nov Dec Jan Feb Mar Apr May 
15/Sep/92 15/Sep/92 ' 01/Dec/92 01/Dec/92 -~ 
15/Sep/92 26/Aug/93 
1 0/Auo/93 10/Auq/93 
15/Sep/92 15/Seo/92 .\ 
15/Sep/92 02/Sep/93 ~ ~1. .. . " •.• ~ ~:.c.,:.: l~Ili 

15/Seo/92 26/Auq/93 
14/Feb/93 14/Feb/93 6 
15/Seo/92 15/Seo/92 -~ j \ 
29/Nov/92 29/Nov/92 L /2 
31/Ocl/92 31/Ocl/92 ' ~ . \ ~ .\ 

30/Nov/92 26/May/93 
15/Sep/92 31/AuQ/93 ' ,,,.;..,.... ~ 

15/Seo/92 30/Auq/93 
15/Seo/92 26/Auo/93 
15/Sep/92 26/AuQ/93 
15/Sep/92 31/AuQ/93 
15/Sep/92 26/AUQ/93 
18/Ocl/92 18/Ocl/92 6. t-1 .6 
15/Sep/92 09/Auct/93 
15/Sep/92 02/Sep/93 
12/Jul/93 30/Aug/93 

15/Seo/92 15/Sep/92 ,~ 
15/Sep/92 01/Sep/93 ' 
08/Jan/93 26/Aua/93 
07/Jan/93 01/Sep/93 
07/Jan/93 31/Aua/93 
15/Sep/92 15/Sep/92 j 

15/Sep/92 08/Sep/93 . . . ' . . ,. 

1 0/Mar/93 08/Sep/93 
15/Sep/92 15/Sep/92 it 
16/Auo/93 16/Aua/93 
16/Aua/93 16/Auq/93 

1993 
Jun Jul ~ ~~ Oct Nov D -

6. 

. . 

-·l 
'.'\ 

A 
, I .., l 

,_....~. 

~ 

/). 
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To: Arthur Rotman September 15, 1992 

From: Annette Hochstein 

Dear Art, 

Re: CIJE - Workplan 

Following his conversation with you Seymour suggested that a 
somewhat expanded workplan for the CIJE - with an emphasis on 
Lead Communities might be useful at t his time. 

The document reflects the Commission I s r ·ecommendations, some of 
which have not yet been addressed or have been addressed in a 
limited way (Building the Profession ; developing a research 
,apability; addressing the Community support issue) 

It may be useful to read the document together with the document 
" Lead Communities at work11 , and the attached very drafty time­
line (both appended). 

I hope this is useful and am of course available for any clarifi­
cation or for further details. 

Best Regards , 

1 
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DRAFT FOR DISCUSSION ONLY 

THE CIJE -- PRELIMINARY WORKPLAN 

1992/1993 

A. Function, structure and staffing assumptions 

The following assumptions guide this plan: 

a. The function of the CIJE is to do whatever necessary to bring 
about the implementation of the Commission ' s decisions. This 
includes initiating action, being a catalyst and a facilitator 
for implementation The CIJE is not a direct provider of serv­
ices. 

,. The CIJE is a mechanism of the North American Jewish Community 
ior the development of Jewish education . Optimally an increasing 
number of leaders would see it as their organization for purposes 
of educational endeavors . 

c . It will always be a small organization with few staff and high 
standards of excellence. We assume that its staff will include, 
in addition to the executive director and an administrative sup­
port staff, a planner and a chief education officer as well as 
possibly some addition staff with content expertise. 

d. The plan is based on the assumption that the assignment in­
cludes fundraising for the CIJE and for the CIJE ' s contribution 
to Lead Communities. 

B. Establishing Lead Communities 

The bulk of the CIJE's work for this corning year, will be the 
pro- active efforts required to establish lead communities, to 
guide them and guarantee the content, the scope and the quality 
of implementation, and to help raise the necessary funds for the 
CIJE 's share in their work, as well as for the Lead Communities 
themselves (the CIJE ' s role in funding was debated at the August 
meetings -- I am not sure that this formulation accurately re­
flects the debate). 

c. Elements of the workplan for Lead Communities 

Immediate: Preparation, negotiations and launch 

1. Prepare written guidelines for Lead Communities (LC), includ­
ing proposed agreement, planning guidelines, description of the 
project and of the CIJE's support role . 
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Prepare CIJE staff for the assignment with LC's and have 

,eriodic staff meetings for ongoing work . Items 1 and 2 involve 
:urther preliminary development of the concept of Lead Conununi­
:ies, its translation into specific content and practice. 

I. Offer ongoing guidance and backing to t he two support 
>rejects: Best Practices and Monitoring, Evaluation , Feedback. 

:. Launch the dialogue wit h lay and profess ional leadership in 
?ach LC towards an understanding of the broad lines of the 
,reject, an agr eed upon process for the project and the forrnula­
:ion of an agreement or contract . The chronology is to be deter­
nined . In particular we discussed t he question of whether we 
,ught to push for rapid, written agreement, or rather engage in a 
joint learning process that would l ead to agreement when the 
:ommunities are more knowledgeable. Whatever the decision, the 
iialogue with communities would revolve around the concept of 
Lead Community, the terms of the project , the planning and 
iecision- making process, the relationship with the CIJE - includ­
i , funding and the two projects. 

5. Work with educators and rabbis in the community: they usually 
have strong views, commitments and expectations on which we will 
want to build . 

6 . Convene an ongoing (monthly?) planning seminar of the Lead 
Communities and the CIJE to further develop and design the con­
cept of LC ' s . Given the innovative and experimental nature of the 
project much needs to be worked out jointly, with the best avail­
able talent joining forces for the design and planning work. 
This will also provide a basis for networking among LC's. 

The character of the first meeting, to be convened as soon as 
possible, is yet to be determined (e.g . should it be a major 
meeting aimed at socializing, acquainting, familiarizing the 
leadership (lay and professional) with the ideas, staff, actors, 
projects, foundations, related to the CIJE, or should it be a 

1aller meeting of several representatives of each community and 
of the CIJE (see appendix B for possible scenario). 

7. Set up the various expert contributions of the CIJE : 

a> Provide planning guidance and guidance for the community 
mobilization process (Community or ganization and ongoin g trouble­
shooting) . Prepare guidelines and discuss them with the communi­
ties . Assist as needed in the establi shment of a strong planning 
group (committee, commission) with wall- to-wall representation. 

b> Negotiate with foundations, organizations and purveyors of 
programs the nature of their involvement and their contribution 
to Lead ' Communities . Begin training t hem fo r the ass i gnment (e . g . 
discuss the institutions of higher Jewish Learning their role in 
in-service and pre- service training, as well as their role for 
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the articulation of visions or goals of Jewish education; work 
with the JCCA, JESNA, CAJE, CLAL; approach program-oriented 
foundations with specific programs). This requires preparing 
background documents - for example what would the Israel experi­
ence be in a Lead Community - and discussing with the appropri­
ate organization or foundation their interest in taking all or 
part of the program upon themselves. 

c> Provide funding facilitation as required. 

d> Provide planning guidance for: 
l> The self- study 
2> The one- year plan 
3> Pilot projects to be launched in year 1 
4> The five-year plan 

e> Complete plans for the introduction of the Best Practices 
project into the community and make educational consultants 
available to the communities. 

f> Introduce the monitoring and evaluation project in the 
community (field researchers to conduct preliminary interviews) 
and help process the findings of the periodic reports (first one 
in January 1993). 

g> Provide guidance for the development of vision, mission, 
goal-statements at institutional and community levels. 

h> Appoint a key staff consultant for each community, to 
mediate the content (community mobilization; building the profes­
sion) and make educational consultants available for specific 
needs (e . g. develop in-service training program for early child­
hood educators; re-invent a best-practice supplementary school 
model into the community). 

i> Develop networking between communities 

j> Develop means of communications and p.r. 

8. Toward the end of the year: gear up towards implementation 

Ongoing Work general CIJE and related to Lead Communities 

1) Board Meetings (August and February), Executive group, Board 
Committees (Lead communities, Monitoring/Evaluation , Best Prac­
tices) and camper assignments 

2) Senior Advisory group meetings or conference calls 

3) Monthly CIJE-Lead communities planning seminar 

4) Fundr aising 
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5) ongoing contacts with constituencies (organizations,purveyors 
of programs, foundations lay leaders, educators,rabbis) 

6) Staff meetings (for planning and discussion of educational 
content: twice a year 

7) Guidance to key projects 

8) Networking with educators, organizations and institutions . 

9) Plan the second and third years of the project. 

c. Beyond Lead Communities : 

Major areas of endeavor of the CIJE and suggested action in each 
area for the next 12 months {please note: areas 1,2,and 3 below 
must be dealt with both at the continental level and in Lead 
Communities) 

1. Community Mobilization and communications 

Plan and launch the activities that will help mobilize communi­
ties, organizations and leaders to Jewish education and create 
more fertile grounds for access to the resources required (beyond 
the three communities selected). Areas of endeavor might in­
clude: 

* work with the 23 applicant communities to the Lead Communi­
ties project (or with any differently defined large group of 
communities) to capitalize on good will, initial interests , local 
initiatives. This should initially include a very limited number 
of activities -- unti l the CIJE ' s workload permits more . For 
example, during the coming year one might convene once or twice 
representatives of the communities to share with them two topics: 
findings of the Best Practices project and methodology of the 
Monitoring, Evaluation Feedback project 
and meeting with programs and representatives of programmatic 
foundations (CRB for Israel; Melton for the adult mini- school; 
Revson for media; etc ... ) 

* launch a communications program that will continue the work 
begun with the publication of "A Time to Act" . 

In too many quarters the work of the CIJE is not known . This 
limits our effectiveness, particularly with reference to fun­
draising, and misses on important opportunities for community 
mobilization. 

This area has not yet been planned a nd very limited work was done 
to date. 

2. Building the Profession of Jewish education 
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In order to deal with the shortage of qualified educators a 
thoughtful plan needs to be prepared concerning action required 
at the central or continental level. We have deferred dealing 
with issues such as a portable benefits plan, salary policies; 
what would it take to meet the shortage of qualified personnel in 
terms of both pre- service and in-service training (beyond the 
grants to the training institutions) etc . . . In the course of the 
current year we may want to begin the planning the work . (I 
believe this requires initially an in-house or commissioned plan­
ning piece). 

3. Developing a Research capability 

Two steps were taken so far: the development of two major re­
search projects to support the development e ffort in Lead Commu­
nities (Holtz and Gamoran) and the preparation of a background 

aper by Dr . Isa Aron . We have not yet found financial support for 
~his project . 

4. Establishing Lead Communities 
(see above) . 
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Fall Seminar -- Some Suggestions 

An event to start work, inform, set the terms, create the dia­
logue. 

The components might include : 

1. General meeting of CIJE and lead community representatives re­
the project in general and CIJE contribution. Includes CIJE and 
Lead Community Lay leadership. (10-20 people per community plus 
CIJE staff and consultants, as well as lay people for part of the 
meetings) 

a.Communities introduce themselves, their views, hopes, ideas, 
past achievements, etc . . 

b. The CIJE introduces the present state of the Lead Community 
·dea -- its evolution from the Commission to today. The notion of 
~hese communities as spearheads for systemic change -- for ad­
dressing the problems of Jewish education/continuity . 

2. Lay leaders to lay-leaders -- issues of funding and community 
mobilization 

3. Vision and goals: presentation and discussion followed by work 
with representatives of the training institutions and others who 
will be leading this effort. 

4. Professionals, educators, rabbis: build upon their work, 
commitments, convictions. 

a.discussion of the project, the process, getting to work 

b. The Best Practices project: presentation and discussion-­
includes consultants on content 

c. Monitoring, Evaluation and Feedback :same 

d. Planning: 
self study 
pilot projects 
one year plan 
five year plan 

The ongoing CIJE seminar 

5. networking among Lead Communities 

6. Meetings with organizations, purveyors of programs and Pro­
grammatic Foundations: -- to discuss specific interests and 
projects : 

in- service training programs 
CAJE 
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JESNA 
JCCA 
the Melton mini-school 
the CRB Foundation 
etc .. 

7. Closing session and discussion of next steps 
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Task Name 

Lead Communities 

Launch Activities 
Preoare written guidelines 

Written aQreement 
PlanninQ guidelines 

Negotiate Agreement 
Present project to Community 
CIJE staff oreoaralion 
Launch Monitorina 

Introduce in community 
Develop feedback loop 
Set tenns for first report 
Feedback from findings 

Launch Best Practices 
introduce 
develop method 

provide consultants 
Vision orolect 

develop oroiect 
work with IHJL etc .. 
introduce in communities 

Convene first olannino seminar 
Communitv orocess 
Work with educators rabbis 
PlanninQ guidance 

Self study 
First vear olan 
Pilot projects 
Five year plan 

Work with foundations 
Work with oroaram ourvevors 
Work with national oraanizalions 
FundinQ facilitation 

Pl inted: 15/Sep/92 
Page 1 
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Task Name 

Aoooint staff consultant 
Develop Networkino between communili 
Communications and pr 
Gear up towards lmolementation 

Ongoing 
Fundraisinq 
Board meelinos 
Board Committees 
Executive Committee 
Senior Advisors 
Planning Seminar 
Mobilizing constitulencies 

National oraanizations 
Puveyors or oroarams 
Foundations 
Individuals 
Educators and Rabbis 
Staff seminars 

OnQoino Quldance to oroiects 
Networkino 
Plan years two and three 

Community Mobilization and Communicali 
Plan 
From 3 to 23 
Communications proQram 

Buildina the Profession 
Plan 

Develop a Research capability 
Decide on next ste~s 

Printed: 15/Sep/92 
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t1? 
LEAD COMMUNITIES AT WORK 

A. INTRODUCTION 

The Commission on Jewish Educati o n in No r th Amer ica completed its 
wcrk with five r ecommendations . T h e est ablishmen t of Lead 
communities is one of those recommendations , but i t is also the 
means or the place wher e the other recommendations will be played 
out and implemented . Indeed, a lead community will demonst=ate 
locally, how to : 

1. Build the p r ofession of Jewish education and ther eby 
address the shortage of qualified personnel; 

2. Mobilize community support t o t he cause cf Jewis·h 
education; 

J . Develop a r esearch capability which will provide the 
k~owledge needed to inform decisions and guide 
develocment . In Lead Communities th i s will be 
undert aken through the monitoring, evaluation a nd 
feedback project; · 

4 . Establish an implemen tation mechanism at the local 
level, par allel to the Council for Initiatives in 
Jewish Education , to be a catalyst for the 
implementation of these recommendations; 

5. The fifth recommendat ion is, of co·.irse, the lead 
community itself, to function as a local laboratory for 
Jewish education. 

(~he imple~entaticn of recommendations a t the conti~ental l evel 
is discuss ed in sP-parate documencs. ) 

D 

B. T!!3 SCOPE OF T!!E PROJECT 0 T, l,f 

, A Lead Commun ity will be an entire .community engaged i n a { ,.J ~ l 
major development and improvement p r ogr an{ of its Jewish educa- •.~ .. t 
tion. Three model communities will be chosen to demonst=ate whac rJ 
can happen wher e there is a n infus±on of., outstanding personnel 1 ~ 
::.nee the educational system , whe?:e t he: , import ance of Jewish 
education is r ecognized by t he community ?nd its leader ship and 
whe?:'e the necessa.::y resources are s e cur ed t o meet additiona l 
needs . 

T~e vi~ion and p r ograms devel oped i n Lead Communities will/ 
ci~~ons~=at e t? t he Jewish corn:nunity o f No r th America what Jewish -;,, 
eaucaci-0n a c i t s bes~ can achieve . t \J Q~ - . 

l 
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2. The Lead Community project will involve all or most Jewish 
education actor s i n that community . I t is e xpect ed that lay 
leaders , educators , rabbis and heads of educational institutions , 

1
~ 

of all ideological s~_eams and points of v iew will participate in V 
the p l anning group of the project, to shape it, guide it and take 
part in decisions . 

3 . The Lead Community project will deal with the major educa­
tional areas -- those in which most people a r e involved at some 
point in their lifetime : {,,<C rL// l'L..., ")),1 1,-, ~1f f,/, .. ./, t.Jl~ 

- Supplementar y Schools ,1..t,1, 
- Day Schools 
- JCCs 
- Israel programs 
- Early Childhood p r ograms 

,, addition to these areas, other 
-pec.1.:ric communities will also be 
might be particularly interested in : 

Adult learning 
- Family educa~ion 
- Swr-mer camping 
- Campus programs 
- etc .. . 

fields of 
included, 

interest to the 
e . g. a community 

4 . Most o r a ll institutions of a given area will be involved in 
the program (e . g . most or all supplementary sc~ools) . 

5. A large propor tion of the community's Jewish populat i on will 
be involved . 

B) C. VISION 

A Lead Community wil l be characterized by its ongoi ng int erest in 
the goa ls of the project . Educational, rabbinic and lay leaders 
will project. a vision of what the community hopes to achieve 
several years hence, where it wants to be in terms of the Jewish 
knowledge and behavior of its members, young and adult . This 
vision could include elements such as : 

- adolescents have a command of spoken Hebrew; 
- intermarriage dec reases; 
- many adult s study classic Jewish texts; 
- educators are qualified and engaged in ongoing training; 
- suppl ement ary school attendance h as increased dramatically; 
- a locally produc ed Jewish history curriculum is changing the 

way the subject is addressed in formal education ; 
- the . local Jewish press is educating t hrough the high level of 

its c overage 'of key issues . 

The vision , the goals, the content of Jewish education will be 
addressed at t wo levels : 
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1. At the communal level the leadership will develop and artic­
ulate a notion of where it wants to be, what it wants to achieve. 

2. At 
tutions 
rabbis, 
goals. 

the level of ind~vidual institutions or groups of insti~ 
of similar views (e.g., all Reform schools), educators, 
lay leaders and parents will articulate the educational 

It is anticipated that these activities will create much debate 
and ferment in the community, that they will focus the work of 
the Lead Communities on core issues facing the Jewish identity of 
North American Jewry, and that they will demand of communities to 
face complex dilemmas and choices (e.g., the nature and level of 
commitment that educational institutions will demand and aspire 
to). At the same time they will re-focus the educational debate 
on the content of education. 

The Ins~i tut ions of Higher Jewish Learning I the denominations,· 
. the national organizations will join in this effort, to develop 
alternative visions of Jewish education. First steps have already 
been taken (e.g., JTS preparing itself to take this role for 
Conservative schools in Lead Communities). 

\ 
D. BUILDING THE PROFESSION OF JEWISH EDUCATION 

Communities will want to address the shortage of qualified personnel 
for Jewish education in the following ways: 

1. Hire 2- 3 additional outstanding educators to bolster the -
strength of educational practice in the community and to energize 
thinking about the future. 

2 . Create several new positions, as required, in order to meet 
the challenges. For example: a director of teacher education or 
curriculum development, or a director of Israel programming. 

3. Develop ongoing in-service education for most educators in 
the community, by programmatic area. or by subject matter (e.g.the 
teaching of history in .supplementary schools; adult education• in 
community centers) . 

\ · .. , 
4. Invite training institutions and othe'r. national resources to 
join in the effort, and invite them to und~Ftake specific assign­
ments in lead communities. (E.g . Hebrew Union College might 
assume responsibility for in- service edti_cation of all Reform 
supplementary school staff. Yeshiva University would do so for 
day-schools) ~ 

5. Recruit highly motivated graduates of day schools who are 
students at the universities in the Lead Community to commit 
themselves to multi- year assignments as educators in supplemen­
tary schools and JCCs . 
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6. Develop a thoughtful plan to improve the terms of employment 
_ ... of educators in the community (including salary and benefits, 

career ladder, empowerment and involvement of front-line educa­
tors in the Lead Community devg·.pment process.) 

Simultaneously the CIJE has undertaken to deal with continental 
initiatives to improve the personnel situation .. For example it 
works with foundations to expand and improve the training capa­
bility for Jewish educators. in North America . 

E. DEVELOPING COMMUNITY SUPPORT 

This will be undertaken as follows: 

1. Establishing a wall to wall coalition in each 
Community, including the Federation, the congregations, 
schools, JCCs, H~llel etc .. 

Lead 
day 

2. Developing a special relationship to rabbis and synagogues. 

3. Identify a lay "Champion" who will recruit a leadership 
group that will drive the Lead community process. 

4. Increase local funding for Jewish education. 

5. Develop a vision for Jewish education in the community. 

6. Involve the professionals i n a partnership to develop this 
vision and a plan for its imp lementation. 

7. Establish a local implementation mechanism with a profes­
sional head . 

8. Encourage an ongoing public discussion of and advocacy for 
Jewish education. 

F. THE ROLE OF THE CIJE IN ESTABLISHING LEAD COMMUNITIES: 

The CIJE, 
facilitate 
input into 
available: 

through its staff, consultants and projects will 
implementation of programs and will ensure continental 
the Lead Communities. The CIJE will make the following 

1 . Best Practices 

A project to create an inventory of good Jewish educational 
practice was launched . The project will offer Lead Communities 
examples of educational practice in key setting~, methods, and 
too ics, and wi 11 assist the comrnuni ties in II importing," 
"translating, II . " re-inventing" best practices for their local 
settings. 
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The Best Practices initiative has 
dimensions . In the first year (1991/92} 
best practices in the following areas : 

Supplementary schools 
Early childhood programs 
Jewish community centers 
Day schools 
Israel Experience programs 

It works in the following way: 

several interrelated 
the project deals with 

a. First a group of experts in each specific area is 
recruited to work in an area (e .g., JCCs). These experts are 
brought t ogether to define what characterizes best practices 
in their area, (e . g ., a good supplementary school has effec­
tive methods for the teaching of Hebrew). 

b . The experts then seek out existing examples of good -
programs in the field. They underta.<e site visits to 
programs and report about these in writing. 

As lead conununi t.ies begin to work, exp~rts from the above 
team will be brought into the lead c;ommunity to offer 
guidance about specific new ideas and programs, as well as 
to help import a best practice into that community . 

2. Monitoring Evaluation Feedback 

The CIJE has established an evaluation proj ect. Its purpose is 
three-fold: 

a . to carry out ongoing monitoring of progress in Lead 
Communities, in order to assist community leaders, planners 
and educators in their work . A researcher will be commis­
sioned for each Lead Community and will collect and analyze 
dat a and offer it to practi tioners for their consideration. 
The purpose of this process is to improve and correct 
im9lementation in each Lead Community . 

b. to evaluate progress in Lead Com.mu~ities assessing, 
as time goes on, the. impact and effectiveness of each 
program, and its suitability for rep·.lication elsewhere. 
Evaluation will be conducted by a variety of methods. Data 
will be collected by the local research~r . Analysis will be 
the responsibility of the head of the 1_.evaluation team with 
two purposes in mind: l) Ta evaluate \the effectiveness of 
individual programs and of the Lead communities themselves 
as models for change, and 2) To begin .to create indicators 
(e . g., level of participation in Israel programs; achieve­
ment in Hebrew reading) and a database that could serve as 

• the basis for an ongoing assessment of the state of Jewis~ 
education in North Alllerica. This work will contribute in the ·· 
long t erm to the publication of a periodic "state of Jewish 
education" report as suggested by the Commission. 
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c . The feedback-loop: findings of monitoring and 
evaluation activities will be continuously channeled to 
local and CIJE planning activities in order to affect them 
and act as an ongoing corrective. In · ·-.is manner there wi1·1 
be a rapid.exchange of knowledge and mutual influence 
between practice and planning. Findings from the field will 
require ongoing adaptation of plans. These changed plans 
will in turn, affect implementation and so on. 

During the first year the field researchers will be 
principally concerned with three questions : 

(a) What are the visions for change in Jewish education 
held by members of the communities? How do the visions vary 
among different individuals or segments of the community? 
How vague or specific are these visions? 

(b) What is the extent of community mobilization for 
Jewish education? Who is involved, and who is not? How broad 
is the coalition supporting the CIJE's efforts? How deep is 
participation within the various agencies? For example, 
beyond a small core of leaders, is there grass - roots 
involvement in the cornmuni ty? To what extent is the 
community mobilized financially as well as in human 
resources? 

(c) What is the nature of the professional life of educators 
in this community? Under what conditions do teachers and 
principals work? For example, what are t:heir salaries and 
benefits? Are school faculties cohesive, or fragmented? Do 
principals have offices? What are the physical conditions of 
classrooms? Is there administrati ve support for innovation 
among teachers? 

The first question is essential for establishing that 
specific goals exist for improving Jewish education , and for 
disclosing what these goals are. The second and third 
questions concern the "enabling options" decided upon in . .al 
Time to Act , the areas of irnprovemen~ which are essential 
to the success of Lead communities: mobilizing community 
support, and building a profession of Jewish education. 

3. Professionai services: 

The CIJE will offer professional services to Lead Communities, 
including: 

a. Educational consul tan ts to help introduce best 
practices. 

9. Field researchers for monitoring, evaluation and feed­
back. 
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c. Planning assistance as required. 

d. Assistance in mobilizing the community. 

4 . Funding facilitation 

The CIJE will establish and nurture contacts between foundations 
int:erested in specific programmatic areas and Lead Communities 
t~at are developing and experimenting with such programs ( e .. g., 
t~e CRB Foundations and youth trips to Israel; MAF and personnel 
training; Blaustein and research). 

5. Links with purveyors or supporters of programs 

The CIJE will develoo oartnershios betHeen national oraanizations 
(e.g., JCCA, C!....U., jESNA, C.\JE): t=aining institutions and Lead 
Communities. These purveyors will undertake specific assignments 
to ~eet specific needs within Lead Communities. 

G. LE.AD COMMUNITES AT WORK 

The Lead Community itself will work in a manner very similar to 
that of the CIJE. In fact, it is proposed that a local 11 CIJE11 be 
established 1:0 be the mechanism that will plan and see to the 
implementation and monit oring of programs. 

What will this local mechanism (the local planning group) do? 

a. 
b. 

It will convene all the actors; 
It will launc~ an ongoing planning process; and 
It will deal with content in the following manner. 

1. It will make sure that the content is articulated and 
is implemented. 

2. Together with the team of the Best Practices project 
and with the Chief Education Officer, it will integrate the 
various content and programmatic components inco a whole. 
For example: i~ will inLegrate formal and informal programs . 

It will see to it that in any given area 
experience) the vision piece, the goals, .~are 
the various actors and at the var ious levels: 

by individual institutions ., 
by the denominations ,_. 
by the community as a whole. \ . 

._, 

(e.g . , Israel 
articulated by 

In addition, dealing with the content will. involve having a 
11dream department " or 11 blueskying unit, 11 

'- aimed a t dealing · 
wi~h innovations and change in the programs in the comm.unity 
(this is elaborated in a separate paper) . 
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H. LAUNCHING THE LE.AD COMMUNITY - - YEAR ONE 

· During its first year (1992/93) the project will include the 
foll-:-·Jing: 

1. Negotiate an agreement with the CIJE including: 

a . Detail of mutual obligations; 

b. Process 
community and 
organizations 

issues 
between 

c . Funding _issues; 

d. ot:ier. 

the 
working relations within the 
community, the CIJE and other 

Establish a local planning group, with a professional staff 
and wit~ wall-to-wall representation . 

3. Gearing-up activities, e.g . , prepare a 1-year plan, 
undertake a self-study (see 6 below), prepare a 5-year plan . 

\4 . Locate and hire several outstanding educators from outside 
·the community to begin work the following year (1993/94). 

5. Preliminary implementation ·of pilot projects that result 
from prior scudies, interests , communal priorities. 

6. Undertake an educational self-study, as part of the planning 
activities: 

Most communities have recently completed social and demographic 
studies. Some have begun to deal wich the issue of Jewish conti­
nuity and have taskforce reports on these. Teachers studies exist 
in some communities. All of these will be inputs into the self ­
scudy. However, the study itself will be designed to deal with 
the important issues of Jewish education in that community . It 
will include some of the following elemen~s : 

a. Assessment of needs and of target groups (clients) . 
b. Rates of participation. 
c. Preliminary assessment of the educators in the community 
(e .g., their educational backgrounds) . 

' The self-study will be linked with the work of the monitoring, 
evaluation and feedback projec"t . 

Some of the definition of the study and some of the data collec­
tion will be undertaken with the help of that pr9jec":.'s field 
researcher. 

* * * * * * * * 
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August 12, 1992 

LEAD COMMUNITIES AT WORK 

A. INTRODUCTION 

The Commission on Jewish Education in North America completed its work with five 
recommendations. The establishment of Lead communities is one of those recommenda­
tions, but it is also the means or the place where the other recommendations will be played 
out and implemented. Indeed, a lead community will demonstrate locally, bow to: 

1. Build the profession of Jewish education and thereby address the shortage of qualified 
personnel; 

2. Mobilize community support to the cause of Jewish education; 

3. Develop aresearcb capability which will provide tbe knowledge needed to inform decisions 
and guide development. In Lead Communities this will be undertaken through the 
monitoring, evaluation and feedback project; 

4. Establish an implementation mechanism at the local level, parallel to the Council for 
Initiatives in Jewish Education, to be a catalyst for the implementation of these recom­
mendations; 

5. Toe fiftb recommendation is, of course, the lead community itself, to function as a local 
laboratory for Jewish education. 

(The implementation of recommendations at the continentnl level is discussed in separate docu­
ments.) 

B. THE SCOPE OF THE PROJECT 

1. A Lead Community will be an entire community engaged in a major development and 
improvement program of its Jewish education. Three model communities will be chosen 
to demonstrate what can happen where there is an infusion of outstanding personnel into 
the educational system, where the importance of Jewish education is recognized by the 
community and its leadership and where the necessary resources are secured to meet 
additional needs. 
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LEAD COMMUNfTIES AT WORK 

The vision and programs developed in Lead Communities will demonstrate to the Jewish 
Community of North America what Jewish education at its best can achieve. 

2. The Lead Community project will involve all or most Jewish education actors in that 
community. It is expected that lay leaders, educators, rabbis and beads of educational 
institutions of all ideological streams and points of view will participate in the planning 
group of the project, to shape it, guide it and take part in decisions. 

3. The Lead Community project will deal with the major educational areas - those in which 
most people are involved at some point in their lifetime: 
• Supplementary Schools 
• Day Schools 
• JCCs 
• Israel programs 
• Early Childhood programs 

In addition to these areas, other fields of interest to the specific communities could also 
be included, e.g. a community might be particularly interested in: 
• Adult learning 
• Family education 
• Summer camping 
• Campus programs 
• Etc ... 

4. Most or all institutions of a given area might be involved in the program (e.g. most or all 
supplementary schools). 

5. A large proportion of the community's Jewish population would be involved. 

C. VISION 

A Lead Community will be characterized by its ongoing interest in the goals of the project. 
Educational, rabbinic and lay leaders will project a vision of what the community hopes to 

achieve several years hence, where it wants to be in terms of the J ewisb knowledge and 
behavior of its members, young and adult. This vision could include elements such as: 

• adolescents have a command of spoken Hebrew; 
• intermarriage decreases; 
• many adults study classic Jewish tetts; 
• educators are qualified and engaged in ongoing training; 
• supplementary school attendance has increased dramatically; 
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LEAD COMMUNITIES AT WORK 

• a locally produced Jewish history curriculum is changing the way the subject is addressed 
informal education; 

• the local Jewish press is educating through the high level of its coverage of key issues. 

The vision, the goals, the content of Jewish education would be addressed at two levels: 

1. At the communal level the leadership would develop and articulate a notion of where it 
wants to be, what it wants to achieve. 

2. At the level of individual institu tions or groups of institutions of similar views ( e.g., all 
Reform schools), educators, rabbis, lay leaders and parents will articulate the educational 
goals. 

It is anticipated that these activities will create much debate and ferment in the community, 
that they will focus the work of the Lead Communities on core issues facing the Jewish 
identity of North American Jewry, and that they will demand of communities to face complex 
dilemmas and choices ( e.g., the nature and level of commitment that educational institutions 
will demand and aspire to). At the same time they will re-focus the educational debate on the 
content of education. 

The Institutions of Higher Jewish Learning, the denominations, the national organizations 
will join in this effort, to develop alternative visions of J ewisb education. First steps have 
already been taken ( e.g., ITS preparing itself to take this role for Conservative schools in 
Lead Communities). 

D. BUILDING THE PROFESSION OF JEWISH EDUCATION 

Communities may want to address the shortage of qualified personnel for J ewisb education in 
some of the following ways: 

1. Hire 2-3 additional outstanding educators to bolster the strength of educational practice 
in the community and to energize thinking about the future. 

2. Create several new positions, as required, in order to meet the challenges. For example: a 
director of teacher education or curriculum development, or a director of Israel program­
ming. 

3. Develop ongoing in-service education for most educators in the community, by program­
matic area or by subject matter ( e.g. the teaching of history in supplementary schools; adult 
education in community centers). 
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LEAD COMMUNfTIES AT WORK 

4. Invite training institutions and other national resources to join in the effort, and invite them 
to undertake specific assignments in lead communities. (E.g. Hebrew Union College might 
assume responsibility for in-service education of all Reform supplementary school staff. 
Yeshiva University would do so for Orthodox day-schools.) 

5. Recruit highly motivated graduates of day schools who are students at the universities in 
the Lead Community to commit themselves to multi-year assignments as educators in 
supplemen- tary schools and JCCs. 

6. Develop a thoughtful plan to improve the terms of employment of educators in the 
community (including salary and benefits, career ladder, empowerment and involvement 
of front-line educators in the Lead Community development process.) 

Simultaneously the CIJE has undertaken to deal with continental initiatives to improve the 
personnel situation. For example it works with foundations to expand and improve the 
training capability for Jewish educators in North America. 

E. DEVELOPING COMMUNITY SUPPORT 

This could be undertaken as follows: 

1. Establishing a wall-to-wall coalition in each Lead Community, including the Federation, 

the congregations, day schools, JCCs, Hillel etc ... 

2. Developing a special relationship to rabbis and synagogues. 

3. Identify a lay "Champion" who will recru it a leadership group that will drive the Lead 
Community process. 

4. Increase local funding for Jewish education. 

5. Develop a vision for Jewish education in the community. 

6. Involve the professionals in a partnership to develop this vision and a plan for its implemen­
tation. 

7. Establish a local implementation mechanism with a professional bead. 

8. Encourage an ongoing public discussion of and advocacy for Jewish education. 
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LEAD COMMUNITIES AT WORK 

F. THE ROLE OF THE CIJE IN ESTABLISHIN G LEAD COM­
MUNITIES 

The CIJE, through its staff, consultants and projects will facilitate implementation of 
programs and will ensure continental input into the Lead Communities. The CUE will make 
the following available: 

l. BEST PRACTICES 

A project to create an inventory of good Jewish educational practice was launched. The 
project will offer Lead Communities examples of educational practice in key settings, 
methods, and topics, and will assist the communities in "importing," "translating," "re-in­
venting" best practices for their local settings. 

The Best Practices initiative has several interrelated dimensions. In the first year the 
project deals with best practices in the following areas: 
* Supplementary schools 
* Early childhood programs 
* Jewish community centers 
* Day schools 
* Israel Experience programs 

It works in the following way: 

a. First a group of experts in each specific area is recruited to work in an area ( e.g., 
JCCs). These experts are brought together to define what characterizes best practices 
in their area, ( e.g., a good supplementary school bas effective methods for the teaching 
of Hebrew). 

b. The experts then seek out existing examples of good programs in the field. They 
undertake site visits to programs and report about these in writing. 

As lead communities begin to work, experts from the above team will be available to be 
brought into the lead community to offer guidance about specific new ideas and programs, 
as well as to help import a best practice into that community. 

2. MONITORING EVALUATION FEEDBACK 

The CIJE has established an evaluation project. Its purpose is three-fold: 

a. To carry out ongoing monitoring of progress in Lead Communities, in order to assist 
community leaders, planners and educators in their work. A researcher will be commis 
sioned for each Lead Community and will collect and analyze data and offer it to 
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LEAD COMMUNrT/ES AT WORK 

practitioners for their consideration. The purpose of this process is to improve and 
correct implementation in each Lead Community. 

b. To evaluate progress in Lead Communities - assessing, as time goes on, the impact 
and effectiveness of each program, and its suitability for replication elsewhere. 
Evaluation will be conducted by a variety of methods. Data will be collected by the 
local researcher. Analysis will be the responsibility of the head of the evaluation team 
with two purposes in mind: 1) To evaluate the effectiveness of individual programs and 
of the Lead Communities themselves as models for change, and 2) To begin to create 
indicators ( e.g., level of participation in Israel programs; achievement in Hebrew 
reading) and a database that could serve as the basis for an ongoing assessment of the 
state ofJewish education in North America. This work will contribute in the long term 
to the publication of a periodic "state of Jewish education" report as suggested by the 
Commission. 

c. The feedback-loop: findings of monitoring and evaluation activities will be con­
tinuously channeled to local and CIJE planning activities in order to affect them and 
act as an ongoing corrective. In this manner there will be a rapid exchange of 
knowledge and mutual influence between practice and planning. Findings from the 
field will require ongoing adaptation of plans. These changed plans will in turn, affect 
implementation and so on. 

During the first year the field researchers will be principally concerned with three ques­
tions: 

(a) What are the visions for change in Jewish education held by members of the com­
munities? How do the visions vary among different individuals or segments of the 
community? How vague or specific are these visions? 

(b) What is the extent of community mobilization for Jewish education? Who is involved, 
and who is not? How broad is the coalition supporting the CIJE's efforts? How deep 
is participation within the various agencies? For example, beyond a small core of 
leaders, is there grass-roots involvement in the community? To what extent is the 
community mobilized financially as well as in human resources? 

(c) What is the nature of the professional life of educators in this community? Under 
what conditions do teachers and principals work? For example, what are their salaries 
and benefits? Are school faculties cohesive, or fragmented? Do principals have of­
fices? What are the physical conditions of classrooms? Is there administrative support 
for innovation among teachers? 

The first question is essential for establishing that specific goals exist for improving Jewish 
education, and for disclosing what these goals are. The second and third questions concern 
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LEAD COMMUNITIES AT WORK 

the "enabling options" decided upon in A Time to Act, the areas of improvement which 
are essential to the success of Lead communities: mobilizing community support, and 
building a profession of Jewish education. 

3. PROFESSIONAL SERVICES 

The CUE will offer professional services to Lead Communities, including: 

a. Educational consultants to help introduce best practices. 

b. Field researchers for monitoring, evaluation and feed-back. 

c. Planning assistance as required. 

d. Assistance in mobilizing the community. 

4. FUNDING FACILITATION 

The CUE will establish and nurture contacts between foundations interested in specific 
programmatic areas and Lead Communities that are developing and experimenting with 
such programs ( e.g., the CRB Foundations and youth trips to Israel; MAF and personnel 
training; Blaustein and research). 

5. LINKS WITH PURVEYORS OR SUPPORTERS OF PROGRAMS 

The CUE will develop partnerships between national organizations ( e.g., JCCA, CLAL, 
JESNA, CAJE), training institutions and Lead Communities. These purveyors could 
undertake specific assignments to meet specific needs within Lead Communities. 

G. LEAD COMMUNITES AT WORK 

The Lead Community itself could work in a manner very similar to that of the CUE. In fact, it 
is proposed that a local commission be established to be the mechanism that will plan and see 
to the implementation and monitoring of programs. 

What would this local mechanism (the local planning group) do? 

a. It would convene all the actors; 

b. It would launch an ongoing planning process; and 

c. It would deal with content in the following manner. 
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LEAD COMMUNITIES AT WORK 

1. It could make sure that the content is articulated and is implemented. 

2. Together with the team of the Best Practices project and with the Chief Education Officer, 
it would integrate the various content and programmatic components into a whole. For 
example: it could integrate formal and informal programs. 

It could see to it that in any given area ( e.g., Israel experience) the vision piece, the goals, are 
articulated by the various actors and at the various levels: 

• by individual institutions 
• by the denominations 
• by the community as a whole. 

In addition, dealing with the content might involve having a "dream department" or "blues­
kying unit," aimed at dealing with innovations and change in the programs in the community. 

H. LAUNCHING THE LEAD COMMUNITY - YEAR ONE 

During its first year (1992/93) the project will include the following: 

1. Negotiate an agreement with the CIJE including: 

a. Detail of mutual obligations; 

b. Process issues - working relations within the community and between the com­
munity, the CIJE and other organizations 

c. Funding issues; 

d. Other. 

2. Establish a local planning group, with a professional staff and with wall-to-wall repre­
sentation. 

3. Gearing-up activities, e.g., prepare a 1-year plan, undertake a self-study (see 6 below), 
prepare a 5-year plan. 

4. Locate and hire several outstanding educators from outside the community to begin work 
the following year (1993/94). 

5. Preliminary implementation of pilot projects that result from prior studies, interests, 
communal priorities. 

6. Undertake an educational self-study, as part of the planning activities: 
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LEAD COMMUNfTIES AT WORK 

Most communities have recently completed social and demographic studies. Some have 
begun to deal with the issue of Jewish continuity and have taskforce reports on these. 
Teachers studies exist in some communities. All of these will be inputs into the self-study. 
However, the study itself will be designed to deal with the important issues of Jewish 
education in that community. It will include some of the following elements: 

a. Assessment of needs and of target groups (clients). 

b. Rates of participation. 

c. Preliminary assessment of the educators in the community ( e.g., their educational back-
grounds). 

The self-study will be linked with the work of the monitoring, evaluation and feedback 
project. 

Some of the definition of the study and some of the data collection will be undertaken with 
the help of that project's field researcher. 
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August 10, 1992 
LEAD COMMUNITIES AT WORK 

A. INTRODUCTION 

The Commission on Jewish Education in North America completed its 
work with five recommendations. The establishment of Lead 
communities is one of those recommendations, but it is also the 
means or the place where the other r ecommendations will be played 
out and imp 1 emented. Indeed, a 1 ead community wi 11 demonstrate 
locally, how to: 

1. Build the profession of Jewish education and thereby 
address the shortage of qualified personnel; 

2. Mobi 1 i ze community support to the cause of Jewish 
education; 

3. Devel op a r esea rch capabi 1 i ty which wi 11 provide the 
knowledge needed to inform decisions and guide 
development. In Lead Communities this will be 
undertaken through the monitoring, evaluation and 
feedback project; 

4. Establish an implementation mechanism at the local 
level, parallel to the Council for Initiatives in 
Jewish Education , to be a catalyst for the 
implementation of these recommendations; 

5. The fi fth recomme ndat ion is: of course, the 1 ead 
community itself, to function as a local laboratory for 
Jewish education. 

B. THE SCOPE OF THE PROJECT 

1. A Lead Community wi 11 be an entire community engaged in a 
major deve 1 opment and improvement program of its Jewish educa­
tion . Three model communities will be chosen to demonstrate what 
can happen where there is an in fusion of outstanding personnel 
into the educational system, where the importance of Jewish 
education is recognized by the community and its leadership and 
where the necessary resources are secured to meet addi ti ona l 
needs. 

The vision and programs developed in Lead Communities will 
demonstrate to the Jewish Community of North America what Jewish 
education at its best can achieve. 

2. The Lead Community project wi 11 i nvo 1 ve a 11 or most Jewish 
education actors in that community. It is expected that lay 
leaders, educators, rabbis and heads of educational institutions 
of all ideological streams and points of view will participate in 
the planning group of the project, to shape it, guide it and take 
part in decisions. 
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3. The Lead Community project will deal with the major educa­
tional areas -- those in which most people are involved at some 
point in their lifetime: 

- Supplementary Schools 
-Day Schools 
- JCCs 
- Israel programs 
- Early Childhood programs 

In addition to these areas, other fields of interest to the 
specific communities will also be included, e.g . a community 
might be particularly interested in : 

- Adult learn ing 
- Family education 

Summer camping 
- Campus programs 
- etc ... 

4. Most or all institutions of a given area will be involved in 
the program (e.g. most or all supplementary schools). 

5. A large proportion of the community's Jewish population will 
be involved. 

C. VISION 

A Lead Community will be characterized by its ongoing interest in 
the goals of the project. Educat i ona 1 , rabbinic and lay 1 eaders 
73 will project a vision of what the community hopes to achieve 
several years hence, where it wants to be in terms of the Jewish 
knowledge and behavior of its members, young and adult. This 
vision could include elements such as: 

- adolescents have a command of spoken Hebrew; 
- intermarriage decreases; 
- many adults study classic Jewish texts; 
- educators are qualified and engaged in ongoing training· 

supplementary school attendance has increased dramatically; 
- a locally produced Jewish history curriculum is changing the 

way the subject is addressed in formal education; 
- the local Jewish press is educating through the high level of 

its coverage of key issues. 

The vision, the goals, the content of Jewish education will be 
addressed at two levels: 

1. At the communal level the leadership will develop and artic­
ulate a notion of where it wants to be, what it wants to achieve. 

2. At the level of individual institutions or groups of insti­
tutions of similar views (e.g . , all Reform schools), educators, 
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rabbis, lay leaders and parents will articulate the educational 
goals. 

It is anticipated that these activities will create much debate 
and ferment in the community, that they wi 11 focus the work of 
the Lead Communities on core issues facing the Jewish identity of 
North American Jewry, and that they will demand of communities to 
face complex dilemmas and choices (e.g., the nature and level of 
commitment that educational i ns t i tuti ons wi 11 demand and aspire 
to) . At the same ti me they will re-focus the educational debate 
on the content of education. 

The Institutions of Higher Jewish Learning, the denominations, 
the national organizations will join in this effort, to develop 
alternative visions of Jewish education. First steps have already 
been taken (e.g., JTS preparing itself to take this role for 
Conservative schools in Lead Communities) . 

D. BUILDING THE PROFESSION OF JEWISH EDUCATION 

Communities will want to address the shortage of qua l ified personnel 
for Jewish education in the following ways: 

1. Hire 2-3 additional outstanding educators to bolster the 
strength of educational practice in the community and to energize 
thinking about the future. 

2. Create several new positions, as required, in order to meet 
the cha 11 enges . For ex amp 1 e: a di rector of teacher education or 
curriculum development, or a director of Israel programming. 

3. Develop ongoing in-servi ce education for most educators in 
the community, by programmatic area or by subject matter (e.g . the 
teaching of history in supplementary school s; adult education in 
community centers). 

4. Invite training institutions and other national resources to 
join in the effort, and invite them to undertake specific assign­
ments in lead communities. (E.g. Hebrew Union College might 
assume responsibility for in-service education of all Reform 
supplementary school staff . Yeshiva University would do so for 
day-schools) 

5. Recruit highly motivated graduates of day schools who are 
students at the universities in the Lead Community to commit 
themse 1 ves to mu 1 ti -year assignments as educ a tors in supp 1 emen­
ta ry schools and JCCs. 

6. Develop a thoughtful plan to improve the terms of empl oyment 
of educators in the community (including salary and benefits, 
career 1 adder, empowerment and i nvo 1 vement of front-1 i ne educa­
tors in the Lead Community development process.) 

Simultaneously the CIJE has under taken to deal with continental 
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initiati_ves to imp_rove the personnel _situation. For example it 
works with foundations to expand and improve the training capa­
bility for Jewish educators in North America. 

E. DEVELOPING COMMUNITY SUPPORT 

This will be undertaken as fol l ows: 

1. Establishing a wall to wall coalition in each Lead 
Community , including the Federation, the congregations, day 
schools, JCCs, Hillel etc .. 

2. Developing a special relationship to rabbis and synagogues. 

3 . Identify a lay 11 Champion 11 who will recruit a leadership 
group that will drive the Lead community process. 

4. Increase local fu nding for Jewish education. 

5. Develop a vision for Jewish education in the community. 

6. Involve the professionals in a partnership to develop this 
vision and a plan for its implementation. 

7. Establish a local implementation mechanism with a profes-
sional head. 

8. Encourage an ongoing public discussion of and advocacy for 
Jewish education. 

F. THE ROLE OF THE CIJE IN ESTAB LI SHING LEAD COMMUNITIES : 

The CIJE , through its staff, cons ultants and projects wi 11 
facilitate implementation of prog rams and will ensure continental 
input into the Lead Communities. The CIJE will make the following 
available: 

1. Best Practices 

A project to create an inventory of good Jewish educational 
practice was launched . The project will off er Lead Communities 
examples of educational practice in key settings, methods, and 
topics and will assist the communities in "importing," 
"transiating," 11 re-inventing 11 best practices for their local 
settings. 

The Best 
Practices initiative has several interrelated dimen- sions. In 
the first year (199 1/92) the project deals with best practices in 
the following areas: 

-- Supplementary schools 
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Early childhood programs 
Jewish community centers 
Day schools 
Israel Experience programs 

It works in the following way : 

a. First a group of experts in each specific area is 
recruited to work in an area (e.g . , JCCs). These experts are 
brought together to define what characterizes best practices 
in their area, (e.g., a good supplementary school has effec­
tive methods for the teaching of Hebrew). 

b. The experts then seek out existing examples of good 
programs in the field. They undertake site visits to 
programs and report about these in writing. 

As 1 ead communities begin to work , experts from the above 
team wi 11 be brought into the 1 ead community to offer 
guidance about specific new ideas and programs, as well as 
to help import a best practice into that community . 

2. Monitoring Evaluation Feedback 

The CIJE has established an evaluation project . Its purpose is 
three-fold : 

a. to carry out ongoing monitoring of oroqress in Lead 
Communities, 1n order to assist community leaders, planners 
and educators in their work . A researcher wi 11 be commi s­
s i oned for each Lead Community and will collect and analyze 
data and offer it to practitioners for their consideration. 
The purpose of this process is to improve and correct 
implementation in each Lead Community. 

b. to evaluate pro~ress in Lead Communities -- assessing, 
as time goes on, t e impact and effectiveness of each 
program, and its suitability for replication elsewhere . 
Ev a 1 uat ion wi 11 be conducted by a variety of methods. Data 
wi 11 be co 11 ected by the 1 oca 1 researcher. Ana 1 ys is wi 11 be 
the responsibility of the head of the evaluation team with 
two purposes in mind: 1) To evaluate the effectiveness of 
individual programs and of the Lead Communities themselves 
as models for change, and 2) To begin to create indicators 
(e.g., level of participation in Israel programs; achieve­
ment in Hebrew reading) and a database that could serve as 
the basis for an ongoing assessment of the state of Jewish 
education in North America. This work will contribute in the 
long term to the publication of a periodic "state of Jewish 
education" report as suggested by the Commission. 

c. The feedback-loop : findings of monitoring and 
evaluation activities wi ll be continuously channeled to 
local and CIJE planning activities in order to affect them 
and act as an ongoing corrective. In this manner there will 
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be a rapid exchange of knowledge and mutual influence 
between practice and planning. Findings from the field will 
require ongoing adaptation of plans. These changed plans 
will in turn, affect implementation and so on. 

During the first year the field researchers wi 11 be 
principally concerned with three questions : 

(a) What are the visions for change in Jewish education 
held by members of the communities? How do the visions vary 
among different individuals or segments of the community? 
How vague or specific are these visions? 

(b) What is the extent of community mobilization for 
Jewish education? Who is involved, and who is not? How broad 
is the coalition supporting the CIJE's efforts? How deep is 
participation within the various agencies? For example, 
beyond a small core of leaders, is there grass-roots 
involvement in the community? To what extent is the 
community mobilized financially as well as in human 
resources? 

(c) What is the nature of the professional life of educators 
in this community? Under what conditions do teachers and 
principals work? For examfle, what are their salaries and 
benefits? A re schoo 1 f acu ti es cohesive, or fragmented? Do 
principals have offices? What are the physical conditions of 
classrooms? Is there administrative support for innovation 
among teachers? 

The first question is essent i al for establishing that 
specific goals exist for improving Jewish education, and for 
disclosing what these goals are . The second and third 
questions concern the "enabling options" decided upon in A 
Time to Act , the areas of improvement which are essential 
to the success of Lead communities: mobili zing community 
support, and building a profession of Jewish education. 

3. Professional services: 

The CIJE will offer professional services to Lead Communities, 
including: 

a. Educational consultants to help introduce best 
practices. 

b. Field researchers for monitoring, evaluation and feed-
back. 

c. Planning assistance as required. 

d. Assistance in mobilizing the community. 
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4. Funding facilitation 

The CIJE will establish and nurture contacts between f oundations 
interested in specific programmatic areas and Lead Communities 
that are developing and experimenting with such programs (e . g.~ 
the CRB Foundations and youth trips to I srael; MAF and personne1 
training; Blaustein and research). 

5. Links wi th purveyors or supporters of programs 

The CIJE will develop partnerships between national organizations 
(e . g., JCCA, CLAL, J ESNA, CAJ E), training institutions and Lead 
Communities. These purveyors wi 11 undertake specific assignments 
to meet specific needs within Lead Communities . 

G. LEAD COMMUNITES AT WORK 

The Lead Community i tse 1 f wi 11 work in a manner very similar to 
that of the CIJE. In fact, it is proposed that a local 11 CIJE 11 

should be established to be the mechanism that will plan and see 
to the implementation and monitor the programs. What will this 
local mechanism (from hereonin: 11 the local planning group") do? 

a. 
b. 
C. 

It will convene all the actors; 
It wil l launch an ongoing planning process; and 
It will deal with content in the following manner. 

1. It wi 11 make sure that the content is articulated and 
is implemented. 

2. Together with Barry Holtz and his team, and with 
Shul ami th El ster integrate the various content components 
and programmatic components into a whole. For example: 
integrate forma 1 and i nforma 1 programs . In terms of the 
I srael Experience that the vision piece, the goals, are 
articulated by the various actors and at the various l evels: 

by individual institutions 
by the denominations 
by the communmity as a whole . 

In addition, dealing with the content will involve having a 
11 dream depa r tment" or 11 bl ueskying unit, 11 aimed at dealing 
with innovations and change in the programs in the community 
(see Barry Holtz' paper). 

H. LAUNCHING THE LEAD COMMUNITY -- YEAR ONE 

During its first year (1992/93) the project will include the 
following: 

1. Negotiate an agreement with the CIJE that includes: 

a . Detail of mutual obligations; 
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b. Process issues working relations within the 
community and between the community, the C IJ E and other 
organizations 

c. Funding issues; 

d. Other. 

2. Establish a local planning group, with a professional staff, 
with wall-to-wall representation. 

3. Gearing-up activities, e . g. , prepare a !-year plan, 
undertake a self-study (see 6 below), prepare a 5-year plan. 

4. Locate and hi re several outstanding educators f ram outside 
the community to begin work the following year (1993/94). 

5. Preliminary implementation of pilot projects that result 
from prior studies, interests, communal priorities. 

6. Undertake an educational self-study, as part of the planning 
activities: 

Most communities have recently comp 1 eted social and demographic 
studies. Some have begun to deal with the issue of Jewish conti­
nuity and have taskforce reports on these . Teachers studies exist 
in some communities. All of these will be inputs into the self­
study. However, the study itself wi 11 be designed to dea 1 with 
the important issues of Jewish education in that community . It 
will include some of the following element s: 

a. Assessment of needs and of target groups (clients). 
b. Rates of participation. 
c. Preliminary assessment of the educators in the community 
(e.g., their educational backgrounds). 

The self-study will be linked with the work of the monitoring, 
evaluation and feedback project. 

Some of the definition of the study and some of the data collec­
tion will be undertaken with the help of that project's field V3 
researcher . 

* * * * * * * * 
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