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May 19, 1993
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TO: Morton L. Mandel ¢¢: Vicginia Levi
Hency L. Zucker),

FROM: Stephen H. Hoffman/wébfh*r

David Sarnat called che other day to tell me that Gearald Cohen,
the CIJE board member from Atlanta, would like to retire from
active duty. Gerald is an older member of our board, though he
has been a faithful attendee. You may femember that we had to
encourage Gerald to join the boerd because he was reluctant to
travel even then. He is a past president of the Atlanta
Federation and a major supporter of Jewish education and
conservative Judaism in Atlanta. He's also just a wonderful human
being.

David has suggested that we consider replacing Gerald with another
Atlanta leader, Jay Davis, & young man in his early 40s. He and
his father (who is 83) gave a million dollars to the Atlanta
Federation for an endowment in Jewish ediucation. David tells me
thac Jay is still being developed as a constructive leader and is
in need ©of a gignificant amount of support and education as to
community process, peoclitics, etc., Tt wa3s David'as suggestion that
we consider invivting the three execa of our lead communities ta
CIJE becard meetings in the future. This would give David a
"cover" to be in attendance and to help with the education and
cultivation of Jay Davis.

I think we should considecr this recommendation posicively. The
more young, potentially significant players we can identify in the
communitiea, the easier our Jjob will be, and we Will also be doing
a service for our lead communities, such as I think we are doing
with Dan Bader in Milwaukee.

You will, I believe, alsoc be pleased to know that David was much
more positlve coming out of the staff meetings with the lead
communities last week than he was going in. Coming from David,
this is "high praise."” His usual style is to tell you nothing
when he's happy and only to let you know when he's nor.
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TO: Morton L. Mandel cc: Seymodr FOX
Henry L. Zucker Annette Hochstein

FROM: Stephen H. Hoffman/%&JNZJ

I had a conversation today with Marty Kraar, at Hank 2Zuckec's
suggestion, about the confusion around the role of CIJE in the

community and the proposed ceole of CIF's new Commission on Jewish

Identity and Continuity.

Our conversation was brief. Macty was not awace that on at least
two occasions, at the CJF Board Institute in Phoenix and the most

recent Quarterly in Washington, that Marvin Lender had had a

difficult tLime cesponding to guestliona as to the different k//

pucrposes of CIJE anéd CJF's new initiative,

Macrty was surprcised by my raising the issue since Mort had not

raised it with him on a couple of occasions in the past few months

Marty offered the opinion that the CIJE is perceived at CJF on the

when they were together and discussing, I assume, CJF's affairs.
I indicated that it was cf increasing interest to us.

same level as the Crown Family's initiative, the Covenant
foundation. I suggestad to Marty that CIJE had a broader
objective and ultimately envisicned a more encompassing
intervention in Jewish continuity life in the United States.
Marty acknowledged that that might be the case but that the CJF
officers did not necessarily see it that way. I Suggested that
this could be the aource of some friction down the road.

I nffarad tha recommendation that thic topi¢ beecome a diocuassion
with Mort, his advisora, Marty, and some CJF leadership, I
further suggested that perhaps this could be discussed at the
meeting CIJE was seeking with its partnecs, CJF, JESNA, and JCCA,
Marty replied that that meeting had been scratched, and I
reaponded that I thought there was an attempt to reactivate it.
Marty agreed that might then be a good forum for such a
discusgsion.

Please let me know if there's anything further you wish me to do
with this matter.

Warm regards.

President - Bennerr Yanowite - Vice-Preuaents « Cearge N Arona™ « Rebe~ Jocberg - Tere ena ¢ Evie Sefran
Tro e '

TForraer & Racrme a0 A comriabtey Tmaaaerms 0 oo v o -

\/

b/

'

T









MAR 19 ’'33 12:23 JEWISH COMMUNITY CLU. FAGE.G!

e )

I)‘l!

I TWISHS COMMUNTTY JD9RERATION OF CIEVITAND

1750 EUCLID AVENWNUE + CLEVELAND, OHIO 44115 » PHONE (216} S66-9200 ¢« FAX # (216) B6I-1230
.

Post-It™ brand fax transmittat memo 7671 |« of pages > o 1

Vo Alotrteils 1<Dehsialp (Fo o L
e t=id: ci% Sl ips

Macch 18, 1993

Dept, Fhone # . . o
MEMORANDUM 2GRk - P2

Fax ¥

By 72 2 -f) GTe s \ B SRE G P25 |

TO: Seymour Fox
Annette Hochstein

FROM: Stephen H. Hoffma?/ydi{b”/

As I have discussed with you from time to time, Cleveland is
moving ahead with the second four-year phase of our
Commission on Jewish Continuity. 1In the last four years we
apent Jjusc over 54 million, and we anctloeipate chalb gruwing
to $8 million over the next four years. In shoct -- fairly
significant dellars.

Needless to say. we've learned a lot in ouc first four years
and our learning was greatly enhanced by Dan Pekarsky's
involvement, due to your encouragement. AS you Xnow, we had
each program conduct self-evaluations, which were reviewed
by Jon Woocher, Adam Gamoran and Susan Shevitz. And, we had
Jim Meier from Ukeles & Associates do an outside :view
{copy enclosed). While we learned from all this, we bellieve
we should do hetter evaluation work going forward. Funds
have been budgeted for this purpese.

Would i% not make sense to ask Ellen Goldring to work
Cleveland into the CIJE evaluation prcogram just as they arce
looking at the lead communities? We'd have to identify
another resident reseatcher, etc.

Another subject . . . I know you have shared with Alan
Koffman our pecsonnel needs. Let me place them in front of
you again. We acre seacching for at least four people:

1. Leader of the Cleveland Fellows project at the
College (to replace Dan Pekarsky).

2. A director of the Retrgeat Institute at the Jewiah
Community Center.

3. An agsistant director for the Retreak Institute.
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February 4, 1993

Mr., Stephen Hoffman

Jewish Community Federation of Cleveland
1750 Euclid Avenue

Cleveland, OH 44115

Dear Steve: _

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

Notwithstanding the staffing and funding issues which Atlanta
must address, all of us are still struggling to identify how
to move forward. CIJE gtaff 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 educaticnal
planning, and would have done so whether selected by CIJE or
not, our invelvement makes it possible to be much more

effective than we would have been on our own. Before we can
focus on content, however, we need to undergtand CIJE’s plan.

Annette menticned thac CIJE has a very rich plan. For me,
such a plan would articulate the broad areas in which CIJE
will work--building the professicn, mobilizing the community,
developing a research capability, disseminacing Besc
Practices material, connecting lead communities with
potential funders, invelving 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 occcur within the context of a
CIJE plan, I widersleamd Lhe importance of ¢content and
linking it to planning but, from my perspective, CIJE has
Bkipped the development of its own implementation plan.
Ingtead of creating its own written plan, CIJE i focusing on
what the communities should be doing.

PRESIDENT—Gerola D. Horowifz « FIRST VICE PRESIDENT—Dowvid N. Mirkin
VICE PRESIDENTS—Jock N. Halpern, S, Steonen Selig il
TREASURER—Mok Uchtenstain « ASSISTANT TREASURERS —:liott Conen, Jody Franco

SECRETARY —1 arry oseph » ASSISTANT SECRETARIES—Condy A, Berman, Ann L. Davis
CAMPAIGN CHAIRMAN—AMQId B. Rubenstein, M.D, » EXECUTIVE DIRECTOR—Dovid | Sarnot



In section H of "Lead Communities at Work," there is a list
of gix community tasks which are to be included during the
first year. CIJE staff must understand that success depends
upon mutual 1intexests. CIJE can’t gloss over our request to
understand its implementation plan and proceed to tell us our
responsibilities.

Annecce willl send a draft agenda for the next meeting, which
should have three purposes: (1) to work togetner 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 for implementing an
initiative in each community as soon as possible, whether a
"begt practice, " a program for profesionals, or something
else.

The meeting should have relatively few participants, be
structured, and have a facllitator. Just as with ocur cwn
meetings at home, the quality of the prepararion will
determine the outcome.

Hope this is helpful.

Sincergly,

St BE. Gelfand
Agscciate Executive 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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MEMORANDUM

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

Hope you had easy return flights.

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

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

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

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

A Time to Act, pp. 15 & 16

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

INTRODUCTION

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

The purposes of these guidelines are to:

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

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

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

[S]

CIJE Planning Guide




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

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

CIJE Planning Guide
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I. FIRST STEPS

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

A Time to Act, p. 68

Rationale

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

Major Activity Areas
There are two major areas for attention:

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

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

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

Tasks
1. ldentify and recruit key leadership, including:

® Chair

CIJE Planning Guide 4







Box 2: Examj s of Bacl ound Ma tls

« A Time To Act

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

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

© "Best Practices"

© Monitoring, Evaluation and Feedback

© Goals Project

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

3. Convene Commission

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

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

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

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

CIJE Planning Guide
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Phase

1. Start-up

2. Swart Self-siudy
(ongoing)

3. Critical lssues

4. Mission or
Vision Statement

5. Strategies and
Pricrities for
Adion

6. Programs

7. Resource
Development

8. Subsequent
year adion plan

Delivg=~*'~

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

* Design scheme

* Profile of Jewish education: strengths and

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

* Formulate issues

* Draft community mission slatement

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

* Confer with CIJE, Best Practices

* Draft guidelines

* Define program priority areas and new
initiatives

* Issue cal) for program implementation
proposals

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

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

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

- Best Practices

- dealing with goals

- Monitoring evaluation feedback

project

lc. Develop charge to committees:
main thrusts:

- personnel

- community mobilization

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

3. Resolve strategic issues; make
choices

4. Approve mission/vision statement

5. Recommendations on priorities

6. Define program priorities

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

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

8c. Set resources objectt  (S)

CIJE Planning Guide



4. Devise task force structure

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

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

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

O personne!

O community mobilization

O research/self-study

O Israel experience

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

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

best practices

goals/visions of Jewish education

monitoring and evaluation

fundraising

coalition building and marketing/networking
educator’s survey

five year planning

00000000

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

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

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

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

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

ClJE Planning Guide 8



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

ClJE Planning Guide 9



0. SELF-ST )Y

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

A Time to Act, p. 31

Rationale

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

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

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

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

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

Participation (absolute numbers, rates and trends)

Inventory of perscnnel, programs, institutions, organizations
Program resources

Financial resources

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

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

ClJE Planning Guide 10









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

Educators’ Survey

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

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

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

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

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

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

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

B Involve educators from formal and informal settings

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

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

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

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

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

Affiliation

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

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

Work history

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

» Secular education positions

« Salary history, in Jewish educatton |

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

© Areas of knowledge
© Skills
© Special talents

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

Market Analysis

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

CLE Planning Guide 14
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~~X 6: Targeting

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

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

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

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

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

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

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

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

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

CIJE Planning Guide 16



Box 7: Sclecting the Measure of Need

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

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

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

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

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

resources should include:

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

places) and actual enrollments

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

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

B levels of funding

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

planned or anticipated cutbacks)

Measures of Quality

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

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

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

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

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

CIJE Planning Guide 18



Box 8: Illustrative Measures of Quality and Effectiveness

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

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

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

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

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

® Communication and collaboration between program professionals and rabbis

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

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

B The presence (or absence) of regular publicity/information announcements about
Jewish education programs, performances, or initiatives {e.2. columns in the local Jewish
newspapers, community program catalogues, regular flyers, etc.)
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informal Jewish education programs (for example, achievement measures to test knowledge of
supplementary school students).
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III. CRITICAL ISSUES

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

A Time to Act, p. 25-26

Rationale

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

Deliverables:

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

Benchmarks and Methods

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

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

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

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

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

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

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

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

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

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

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

A Time to Act, P. 27

Rationale

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

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

Deliverable

A concise mission staiement.

Benchmarks and Methods

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

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

A Time to Act, p. 28

Rationale

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

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

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

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

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

B Recommended priority rank and desirable sequence for each recommendation

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

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

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

« Incorporates principles and methods that work, as documented by CLJE’s "Best
Practices" project.

CIJE Planning Guide 3



V7" TTSIGNING PROGRAMS/PILOT PROJECTS

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

A Time to Act, p. 26

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

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

Supplementary schools

Early childhood Jewish education
ICCs

Israel experience

Day schools

Jewish camping

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

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

Pilot Projects

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

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

Box 15: Sample Criteria for Pilot Project Selection

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

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

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

+ Promotes multi-agency programming and cooperation

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

+ Can feasibly be implemented quickly !
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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.

e Summer semipar 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:

®m  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 1o each of the above selection approaches.

(9%
Lad
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Box 17: Steps in Developing Program Recemme~ndations

+ Adapt commission criteria for evaluating ideas

s Develop list of promising program ideas: review "Best Practices" materials for
promising programs, confer with CIJE, 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 CIJE, national experts, and local users

» Detail program needs, operations and impiementation

+ Estimate costs

+ Set priorities and phasing among program ideas

« Present priorities and justification to Commission

CIJE Planning Guide
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"... 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 * -, 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 aliocations for local services (either increased amounts or
reallocations)

®  Creation or expansion of a fund for Jewish education
B Major donors

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

Naturally, early on primary attention will focus on obtaining resources for start-up efforts.
CIJE 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.:
@ Major donors
© Medium/large donors
© Family foundations
© Community foundations
© National foundations
2. Review strategies with CHJE

3. Match programs to funder interests

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

5. Follow-up, as appropriate.
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"It is clear that there is a core of deeply committed Jews whose very way of life
ensures meaningfil Jewish continuity from generution 1o generation. However,
there is a much larger segment of the Jewish populatiun which is fInding it
increasingly difficult 10 define its future in terms of Jewish values and behavior.
The responsibility for developing Jewish identity and insiilling « commitment 1o
Juduism for this population now rests primarily with education.”

"Recent developments throughout the continent indicate that a climaie caists toduy
for bringing about major improvements. However, a massive program will have
10 be undertaken in order to revitalize Jewish education su thu it iy capable of
performing a pivotal role in the meaningful continuity of the Jewish people.”

Atlanta, Bultimore, and Milwaukee hove token on an exciting challenge and an awcesome
responsibility: to dramatically improve Jewish cducation throughout their communities, and in
the process, to serve ns beocons in the art of the possible for Nurth American Jewry, ‘These "lead
communitics' will provide a lcadership fimction for other communities throughout the continent.
Their purpose is to serve as laburatories in which to discover the educational practices and
policics that work best. They will [unction as the testing places for "best practices” -- exemplary
or excellent programs -- [n all fields of Jewish education.

INTRODUCTION

This set of guldelines has the luxury und the challenge of preaching to the converted.
Jewish communities undesstand und have been engaged in planning ful « loug time. The lead
communities more than many others have made pioncering eifoits in plauning for Jewish
education and continuity. Despite thut advantage, all of us are acutely aware of the limitations
in the available information and 1the magnitude of the task of sztting out a plan that addresses the
challenges of the Lead Communities Project.

The purposes of these guidelines are to:

® offer approaches, mcthods, datn collection instruments and other tools to use in (he
planning process, and

| pive somc mcasure of uniformity 10 the planning process that cach of the lead
communities will engage in.

Bach community will, of caurse, need to tailor these guidelines to its own circumstances.,

As a general principle the object is 10 build upon the work and the rescarch that has
aliesdy been done in cach community and use theose as a point of departure fur the Lead
Communities Project. On the other hand, it is sometimes necessary to retrace steps in order 10
enlist new constituents in a broad coalition.

W
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4. Devise task force structure

It is helpful to organize task forces to nddress substantive issues and make
recommendations to the fuli commission. Once pilot operations begin, the role of these
commitiees can be modified t0 monitor and evaluate projects they have initiated,

There are several ways of orgunizing tack forces. Here are some samples:

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

O personnel

© community mohilization

© research/self-study

© Jsrael experience

B Delivery setlings, e.g.:
© day schools
© supplementary schools
© programs in informal settings

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

best practices

goals of Jewish educution

monitoring and evaluation

fundraising

coalition building and marketing/networking
educator’s survey

five year planning

0000000

® Client focus, e.g.
© early childhood
© elementary schonl age
© secondary school nge

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

® Dridge building: Likelihood of fostering collaburadon, of enlisting membership in
each commiftee that i5 representative of multiple constituencics.

B Cnergizing: Whether topic arcas are likely o generate excitement mnong puolential
commitiee participants and stakeholders.

CIILE Planning Guidc B
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®  Priorities: Do the topics represent articulated, or likely, priority arcas of the Lead
Communities Project.

The time and commitment of top lay leaders to serve s chairs, and the depth of capable
professionals to service the task forces are factors to consider in deciding on the number of
commitlces.

CUE Planning Guide 9
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II. SELF-STUDY

"|An important step in maobilizing is...] fo 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 mast promising opportunities for improvement might lia."

Rationale

Obtnining relinble informution ehout something as complex as a community’s educational system
is an ongoing endeavor, Its payoffs are immediate, long-term, and continuous: as {he community
learns more nbout itself, its decision making will improve. Over time, the process will yicld
better and better quantitative and qualitative data about what exists in the community’s Jowish
cducation system, how goaod it is, what people in the community want, what moro is noeded and
what works better.

Lead commupities cun offer leadership in this area too, developing means, methods and
experience for nn ongoing process of serious self-study. Hopsfully, the tools developed in lead
commurities will be disseminated for viher communities 10 adopt and adapt.

The initial purpose of the self-swudy is 10 provide commission members with an increasingly solid
foundation of information, w enlighten even the most knowledgeable insider, and to identify the
critical issues and choices the commission may choose to address. 1t will also help move the
community towards estaldishing standards of achicvement that the community aspires to.

The self-study proceas is an angoing ane; it will not be completed within the first ycar of the
praject. Itis proposed that dutinyg the fhst year of the project the self-siudy include the following
3 alements:

1. A profite of the Jewish education enlerprise in the community, including the following;
® Purticipativn (absolute numbers, rates and trends)
® Inventory of programs, institutions, organizations
® Program resources
-

Financial resources

2. A nceds analysis to fucus during the lirst year on personnel-related issues, a central part of
which will be an cducator's survey.

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

CLIE Planning Guide 10
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Box 9: Elements of an Institution or Program Profile

» Students:
. Enrollment and graduution trends
. Ape range

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

* Program components:
. Subjects
- Degree(r) nffered
., Activity duration
. Methods

+ Finances
. Cost per unit of service

. Support resources (e.g. library, training) and services

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

B Central agency

- Day schools

®  Supplementary schools
B JOC educalion services

B Camps

2. Needs Analysis

A needs analysis identifies unserved and underserved needs for Jewish education. Tt will

include:

¥ Educator’s survey

B Market analysis: selected client/consumer groups

B Assessment of quality

CLIT Planning Guide
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Box 4: Educators’ Survey: Possible Categories for Inventory (Mlustrative only) |

* Demographic profile (c.g., scx, age, morital status, address)

+ Affilirtion

+ Jewish vducation background (e.g., degrees, Jewish and secular licensure) courses and
programs

= In-scrvice staff development (subjects, scope and level)
+ Work history

+ Jewish education work experience (e.g., years of experieace, present and recent
pusilions, tull-time and part-time weekly hours; camp, other summer and other part-time

jobs)
+ Secular education positions
= Salary history, in lewish education

* Inventory of formal and informal expertire {e.g., Judaic/Hebrew; age level
specinlizations; teacher training, resource room management, special education; organizing,
supervisory or administrative wkills). Classifinble ns:

O  Areas of knowledpe

o Skills

1

© Special talents

¢ Attitudinal questions (e.g., Jewish educulion career intentions; job satisfaction and
| priority concerns) _”

Murket Annlysis

A market anaiysis attempts to quantify the unmet demand among different client groups
for various Jewish education services/programs, und the potential ponl of consumers who might
participate if progrums were made atlactive enough to them.

Client Sub-groups: Jewish education in formal and infurmal scttings can have an impact
on Jewish values, behavior and identity throughout a life time, from infancy to grandparenting,
The strength of an individual’s practice and convictions can significantly influence a constellation
of family members and {riends that individual interacts with. There are no easy answers tu the
guestion of which (or whether any) sub-group or siage in lfe is the most pivotsl {or Jewish
continuity. Therefure, with respect to potential client groups, two important issues should be

CHI Planning Guide 14
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articulated and addressed up-front:
1. Targeting: which client sub-group should be studied first?

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

Tarpcting: The first step is to select the key consumer groups, in addition to Jewish
cducutiom professionals, to be the focus of rescarch during the first round. One consiruet of
categories from which lo select client sub-groups is:

Early childhood

Ages 5-13

Post Bar/Bat Mitzvah
College age

Parents of young children
Singles

Empty nesters

Older adults

Given limited resources, it may maoke sense to fine tune the turgeting still further by
looking at specific uge groups in particulnr program areas, fcr example, Ikrael programs for teens.

Box 5: Targeting

Scveral criterin cun be applied in moking decisions about what information or whbich
groups to target in the needr analysis.

* Present knowledge: How much is nlrendy known abput the topic or the needs of the
group? Has the issuc 01 group previously been studied? Avc there significant open
guestions about what the needs are or how they should be addressed?

* Priority: How high a priority is the topic or sub-group with respeet (o Jewish
education?  Are the needs of this gioup fir Jewish education a major issuc or concern in
the community?

« Importance: How important is the group to promoting Jewish continuity and idesiily?

= Fensibllity: Whal resources of time, elfort, money are needed to answer the open
guestions?

CUI Planning Guide 15
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Measures of Need: There are three conceptual ways of considering need:

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

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

¢. "Receptivily:" What people might potentially respond to, i.e. "buy", but cannot
articulate because it is not within thelr past experience.

In designing the needs analysis, you must decide which measure or measures will be most
useful for each subgroup. The "Goals Project” will reveal valuable insights which will help
communities define appropriatc measures, The criteria for targeting will be helpful in narrowing
the meassures as well. See also Box 6.

Box 6: Selecting the Measure of Need

Here are some ather considerations 1o bear in mind in deciding how 10 measure need:

» Market measures are most appropriate when the institutions of the community are
refatively powerless to design incentives or exescise levergge 10 influcnce individual
choices, other than by hnproving the progaws that wre offlered.

* Cunvescly, standarcds will be sppropriate when community institutions gre in a
position o offer incentives or exercise leversge, und has « clear and definable stake in the
outcomes of the service area, The caliber and training of professionals is a case in puint.

charismatic teacher or leader. Tt is possible to examine programs that have been
successiul elsewhere (o expand the vision of decision malfers, particularly when il comes
lime (o elich or develop program stiategies, In the context of e needs anulysis, it iy
usciul to ponder more ambitious alternatives when the expressed needs aspire (o o low
level.

* Tn a needs analysis it is virtually mpossible 0 "measuie" receptivity, for exauple 10 4 ‘
|

Meunsures of Resources: Potential "needs” should be compared to available resources to

identify areas of unmet need or "gaps". At the most busic level, a profile of educational
resources should include:

8 Data on the numbers of programs, by type, their capaciiies and aciual enrolliments

B Data on nuimbers and characteristics of personnel

CLIC Planning Guide 16
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® Utilization of space
% [evels of funding

® antcipated chonges (including resources in the pipeline, such as new programs heing
planned or anticipated cutbucks)

Mensures of Quality

Ideally, n profile of resources should also incorporate assesements of their quality. For
example, while a community mny appear to hove 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 substantinlly more difficult because
of the paucily of salisfactory tests of knowledge or achiavement, and the complexity of defining
n set of generally acceptuhle standarde. Moraover, it is not clear that there is & consensus that
“testable" knowledge is even the right objective. For these reasons, in the short run at least i
mukes sense to rely on "surrogute” measures of performance. For example, attendance and
longevity/dropout statistics can be enlightening as indicators of changes in student performance.

If enrallment or attendunce is low, o dropoll at age 13 is higlh, is it becausc the
praspective studcnts arc not out there, no effort is made to recruit, the programs arc poorly
designed or because effurt is needed to inerease parental support? Information on the qualily and
effectiveness of programs is important for identifying strengths and weaknesses of the existing
system, for developing strategies for improvement, and ultimately for establishing o baseline
agniust which the impact of fulute effoils can be measured.

Regardless, the difficult in measuring quality dictates that in this arca cspecially scveral
itcrations of study are necessary. Given the imperative to get underway quickly, we would
cncouragc you to rcly on existing information on quality and cffectivencss, to the extent possible.
Findiugs and gaps uncoveied in ane 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) cutcomes. See Box 7 for examples of measures to consider. If you find
an absence of information on effectiveness -- that, in iself, may supgest that critical issues for
the comnonity will be: How should programs be evaluated and against what criterin? What
are the charactleristics of an excellent educational program? Should there be a process for setting
community standards and “accrediting” programs? Should there be an effort (o develop
counnunity-wide peifuimance indicators and what should they be?

CIJE Planning Guide 17
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Box 7: Nlustrative Mcasurcs of Quality and Effectiveness

« Measures of Inputs are generally the easiest 1o obtain. Examples include: per capita
expenditures for verious age cohorts and programs, teacher/student ratios, average teacher
sularies, per cent of teachers with advenced degrees, lay involvement, number of teachers
participating in in-service training, cte. 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
participuting in formal and informal Jewish educntion by uge group, levels of student and
parent satisiaction, drop out rates pre nnd post bar(bat) mitzvah, performance on tests of
Jewish knowledge, ete. Methods of collecting this information include sumple surveys,
questionnaires to program dilectors, focus graups (for sa‘isfaction), sclf-studics by schools,
alumni surveys, data collected by a central budy such as 1he Board of Jewish Education or
Federation, and infosisation collected in recent Jewish population studics.

* Qutcomes are the most difficult to measure, It is useful 1o articulate what these might
Ire, even il the data is not available, because it will be heipiul in developing the mission
stalentent later on as well as for supgesting lines of {utwme research. Examples of outcome
measures would be self-definition and commitment to Jewish identity, values and
practices; cvidence of transmission of Jewishness to the next generation; affiliation with
syuagoygues, communal o1ganizations, support of Isrnel and Jewish lnsthutions, elc.

Benchmarks/Tasks
1. Design Needs Analysis
a. Focus: Sclect the primary programs to be studied
b. Measures: Decide on the method(s) for measuring the needs (sec Box 8)

¢. Develop Concept Scheme: Layout decisions vn design for dicussion with
commission

2. Collect information: on present participation Jevels
3. Dstimate of community need/demand
4. Gaps [3 minus 2): A comparison of the msarket demand for the present programs will

give an estimate of the unmet needs: who are the "unserved” or "underserved” groups
in the commuiity from the point of view of adult Jewish cducation?

CIHIL Planning Guide 18
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Rox 8: Methods '

Defining Potential Markets: Four types of information can be used to identify potentjal
usEr groups:

* Aveilable demographic studies and date: enrollment trends, statistics on personnel
involved in Jewish education and communal affairs (c.g., full-time, part-time, turnover,
longevity ...}, enrollment trends in Jocal day and supplemental school programs {as a
predictor of future personnel demands).

« Other national and locnl studies, commission and planning reports: such as the report of
the Commission on Jewish Education in North Americn, Jocal reports of tnsk forces on
Jewigh continuily, 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 proginm modification or expansion will he identified where
substantial unmet needs are documented and whers new revenue opportunities appeur to
exist,

* Discussion or Focus groups; with selected consumer groups (such as day and
supplementary school educaturs, synagogue lay leaders, students) (o gain insights on
aceesy barrlers as well as desires,

* Questionnaires: allitude surveys of selected sectars of ‘i Jewlsh community: e.g.
about student career interests; motivations for partieipating in specific program; views of
institutional or program strengths or weaknesses; perceptions of Weir own needs or desires
for Jewish education; amd past wid anticlpated involvement in Jewish allalrs.

Ientily » vmicty of submarkets. Attempt to estimate the size of cach submarket, the
extent of the need and the competition.

CHLC Planning Guide 10
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3. Follow-on Agenda

Given the magnitude, complexity and the high stokes connected to Jewish education in
a community, sclf study should be on-going -- not n one-shot effort, Moreover, limits on time
and resources, information availability, and research cnpabilities dictate thot the process be phased
over a period of several yenrs. Findings on one issue inevitably will raise more sophisticated
questions.

Consequently, the objective should be to develop a design for years 2 through 5 for
further data collection, in-depth studies, and development of nssessment instruments to betror
measure quality of formn] and informal Jewish education programs (for example, achievement
meacures to test knowledge of supplementary school students).

CIJE Pinnning Guide 20
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Il CRITICAL ISSUES M)
?M{w WD
(INSERT FROM TIME TO ACT) e
( wo WAk
Ratlonale

In charting future dircctions, any community faces a number of important policy choices:
i.c,, critical issues, Early discussions of the planning committee are the first step in identifying
the critical issues, for example, in personnel and community mobilization. Findings emerging
through the on-going sclf study, including information on educators, areas of needs in mobilizing
the community, and progrom strengths and weaknesses, will help sort out and clarity (he
fundamental decisions.

Deliverables:
® Explicit assumplions

B Formulation of critical issues

B Document summarizing consensus of committee on each critical issue

Benchmarks and Methods

1. Assumptions: In designing the best possible system for coordinating and supporting Jewich
cducalion, there will he several fundamentnl "givens" (e.g., that the school in a congregation is
the primary lucatlonal vehicle for supplementary education). These assumptions should be
made explicit 0 ensure agicemenl by (he commission,  Assumptions on which there is not
consensus may well become "issues” which the committee must address, See Box 10 for sample
assumptions.

u Box 10: Sample Assumptions

CLE Planning Guide 21
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1. The primary instramcnt of supplementary education is the school within a
congregation.

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

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

4. Some lype of central entity or entitics will be needed to support Jewish education in
the community.

2. Critical Issues: The important choices faced by the community in defining the purposes,
uverall content, and priorities in Jewish ¢ducation. The planning committee will attempt to resch
ngreement on what the important questions regerding future investment in Jewish cducation
throughout the community.

It may be useful to classify issues in cascading categories that proceed from more

philosophic (i.c., mission) loward more operational (L.e., programmatic or organizational). (See
Box 11 for types of issues.)

i

Box 11: Classiticadon of Issues

1. Mission-level issues -- i.e. choices relating to the vision, philosophy and the rele of
the commuunity iu initiating or supporting the emerging needs.

2. Policy issues -- i.e. chuices relating 1o the broad pelicies relevant to carrying out
the community’s mission. Some of these choices relule 0 professional
development (¢.g. the balance between in-scrvice sud pre-service training for pre-
school teachers); recruitment (e.g. the balance between new cntrants into the field,
continuing education; re-training people from other fields); and ¢community
mobilization (e.g., the trade-offs between carly action Lo creale a sense of
community suppor, versus the slower process of invulviment of slakeholders in
planning to build ownership).

3. Standards and Program Issues -- cholees relating to the content umd Tevel of
programumiug in Jewish education.

4, Resource and organization lssues -- e, choices relating 1o the internal capacity of
the community to support mission and policies (e.g. the financial resources, agency
roles, possible coordinative and integrative mechanisms).

— . ]

CIJE Planning Guide
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1¥. MISSION OR VISION STATEMENT

Ratlonale

The heart of a struiegic plan is a mission {or vision) statement, which should project 4
clear view of the aspiratons of the community. The mission statement should  roject a the self-
image of the community in relation to Jewlsh education. A good mission ¢ lemenl not only
suggests what the community wants to accomplish but what it does not scck to accomplish; of
the broadest tevel, it identifies whom it seeks to serve and how.

Dellverable

A one parograph to one page Mission Statement.

Benchmarks and Methods

Because of its importance, and the difficulty of crafting a good one, the mission statemnent
needs to be the product of substantial analysis and discussion; it shouk! be prepared in the middle
of the planning process, not at the beginning.

It should rcpresent the resolution of mission-level eritical iesues and frame s hroad
response o the needs asscssment. Some parts of the mission statement are not likely to be very
controversial; others might be exiremely controversial. It is helpful to identify the major options
in relation to each critical issue as a framework for the key discussion ut which the mission
statement gets formulated (see iflustration in Box 12 below):

Box 12: Illustrative Mission/Options Chart

CRITICAL 1SSUES

1.0 Community
posture on an Israc)
experience for
young peopie

Critica! Issue 2.0;
et

OFTION A

OPTICN B

OPTION C

Community
responsibility to
insure that every
young person has an
Israel experience

Joint community-
congregation-family
responsibility to
insure that cvery
young person has an

Community
responsibility to
insure that xx% of
young people have
an Israel experience

opportunity Israel expericnce apportunity
oppurlunily
Option 2.0A Option 2.08B Option 2.0C

CUE Planning Guide
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V. SETTING STRATEGIES AND PRIORITIES

Ratlonale

The purpose of this part of the planning process is to insure that scarce Jewish communal
resources available to Pederation and other communal entitles for Jewlsh education are directed
to the communiiy’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 identificd above,
Resolution of an issue need not strictly adhicre to the alicrnatives that were considered when the
issue was defined. Tt may combine elements of seversl choices or be an alternative not
previously thought of.

Establishing priorities for any community is extremely difficult because of the multiplicity
of constituencies ond their diffcring values. A particular educational service may be very
important to one group and unimportant to snother. The challcnge is to develop an approuch in
which all important views are heard, and then strategies and priorities urc developed to Insure
thet the community does not scatter its limjted resources.

"Prioritics” ure scen as judgments about relalive impostance that Iniorm, not only dollar
allocation declsions in the budgeling process, but also decisions about use of non-fiscal resources
(such as government relations), and resource development (such as foundation and endowment
development),

Deliverables
B List of policy recommendations for the improvement of Jewish cducation

® Recommended priority rank and desirable sequence for each recommendation

B List of eriteria used to select and rank policy recommendations.

Benchmarks and Methods

Good methods of priority analysis infonn and support human judgment, but do not Ty 10
supplaat i formulas or mechanical weighing or scoring methods are typically not useful,

Options arc the items that are ranked o priority-setting. In other words, an "option” iy
somcthii  that is a potential recipicnt or user of a commission resource. An Options struciy.
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 priorily-setting.

ClIL Pianning Guide ~a
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A good structure for priority-setting should help decision makers connect broad concerns
with epecific services or programs -- both thosc that exist as well as thuse program or services
that do not, but that reflect community concerns.

There are three sources of criteria relevant to setting prioritics among options;

W (riteria that are suggested hy analyses of community necds. Ouser things being eyual,
one would tend to give priority 1o settings where the tolal necds are very large (e.g.
supplementary schools) or where the gap between cxisting and needed services iy the
largest (e.g. in-service education).

® Criteria that derive from the Mission Statement

® Criteria that derive from contineninl experience in planning for Jewish cducation

Sample criterin for the selection of eoffective strategics (policics) and prioritics are
illustrated in Box 13.

r]3m: 13: Sample Criteria for Selecting Strategles and Priorities

. Suppon professionalization of principals and teachers -~ including incemtives for ‘
higher levels of cducadon.

. Encourage decper communal invulvement and support of Jewish education,
. Maximize effective utilization of resources {minimize duplication).
. Maximize the opportunity to integrate formal and informal cducational technigues

1 (c.g., family shabbatonim; camping + study programs; Israel study programs).

CIHIT Plapning Guide 78
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V1. DESIGNING PROGRAMS/PILOT PROJECTS

Expanded, modified, and new programs of coursc 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 too many
instances of programs being thrown at problems out of a sense of frustration or crisls, Here we
hope to shift the emphasis toward the tricd, proven anrd planned. "Best Pructices," a ClIE
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 gronpings:

Supplementary schonls

Early childhood Jewish education
ICCs

Isracl 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 ol programs reflecting the vision and priorities of the
commission, which may also be phased w 1eflect funding flows or other factors.

Pilot Projects

A community may wish tu launch a small number of plint programs early in the process
to gain visibility fur its lead community project, to mabllize (he community aml create a sense
of excitement, and to test ideas about which Jt has a reasonably high level of confidence of
success. Programs sclected as pilot should be ones which arc likely to be consisient with long
term dircctions, or fikely to show rcasonably diamatic 1esults in a short perfod of time. Box 1d
contains sample criteria for use in selecting pilot projecis.

Sclecting pilol projects that address high privrity infrastructure needs -- namely personnel
and community mobilization -- is another way of belping to cnsure the viability of the effort.
Samplc pilot programs are listed in Box 135.

H Box 14: Sample Criteria for Pilot Project Selectlon H

ClJE Planning Guide 26
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’ Improves professional status of teachers, principals, and informal educators

¢ Promises short-term success and visibility

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

. Promotes multi-agency programming and cooperation
. Mnximizes parental involvement

. Strengthens congregutions

Box 15: Sample Ideas for Pilot Projects

¢rs

¢ In-service training for educational leadership -- school principuls nnd JCC program
directors, |

+ In-zervice training for 2 teachers and 2 informal cducators from cach institution.

¢+ Summer seminar in Istael for selected educators

Community Mohilization

+ leadership training program for congregational and ngency board members.

« A rerier of public forums on "hest practices" and/or the community vision. .

L - = - ———s

Commiszion Programs
A coherent set of progrumy should evolve from the commission process, reflecting the
vision, strategics, priorities, and recommendations of the commission. A refined set of erfterla

for program selection should also naturally evolve {rum those deliberations.

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

L Request for proposal (RFP) process

CUIE Plauning Quide 21
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VIL. 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 locnl services (eilher increased amounts or
reallocations)

m  Creation or expansion of a fund for Jewish education

B Major donors

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

Naturally, primary nttention will facus on obtaining resources for start-up cfforts.

We recommend that fundraising for this effort proceed in 2 planful way, much like the
annual campaign:

1. Package most atiractive program ideas

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

2. Identify potential funders in differant categorics, s.g.:

Major donors
Mediuvm/iarge donors
Family foundations
. Community foundations
. Nationa! foundations

3. Match programs to funder interests

4. ldentfy person/team to make first contact. Consider enlisting Commission members
for thig role.

5. Follow-up, as appropriate,

CIE Plunning Guide 20
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YIII. PREPARE FIRST YEAR ACTION PLAN

Program/Task
Responsibility

Cost and funding
Timetable

Performance Munagement
Program Evaluantion

BHOOW>

CIJE Planning Guide 30
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Agenda for telecon with Jack Ukeles,
Tuesday 26, 1993, 17:40

1. Planning guide

b. Introductory statement
c. Presentation and discussion with communities

2. Draft before Monday (Friday ?)
3. Community work book

4. Possible meeting






MEMORANDUM

To: Shulamith Elster
Seymour Fox
Sol Greenfield
Annette Hochstein
Art Rotman
John Woocher

A7
i

From: Jim Meier /_ <
Date: December 29, 1992
Re: Second Dralt of Planning Guide

Enclosed is the second drafl of the planning guide for Lead Communities. | would
appreciate vour comments by Tuesday January 5, if at all possible.

Best wishes for a happy and healthy New Year.

P UKELES ASSOCIATES INC.


















3. Devise task force structure

It is heipful 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 vear 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.

6



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

commiifees.



II. SELF-STUDY

Rationale

Good information is the foundation of good decision making. In real life, however, we
are oflen required to take action based on incomplete or imperfect knowledge. In pianning 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 shouid
be an iterative process.

The first phase is oriented toward the first year action plan, what can be learned that will
inform decisions and plans for the 1993-94 vear. A by-oroduct of the first phase self study is
a clearer definition of what is not known that impacis on the critical choices. Delineation of the
gaps in information will help frame the sccond phase of the self-study, a more thorough
investigation which will then proceed over the next year and a half to two vears.

The basic purpose of the 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, fevel 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:

+ ldentifies 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 estahlishing 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
availahle information on educator needs and potential users of the programs in jewish education.



Elements of Self-Study

A self study of Jewish education in a lead community will have several elements:
(1) A needs analysis

(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’ Survev: 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, {irst 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 survey of Jewish education personnel.

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

Make sure to involve educators in the design of the survev. Involving people from the
field will improve the quality of the data elements selected. help avoid time and resource
consuming efforts to obtain unavailable intormation, help pave the way when it comes time 10
cotlect data, and help mobilize educators to support the overall ohjectives 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 rouvnd data: Consider ease of availability together with the

urgency of need in establishing information sequencing. (See also Box 3. on
"Targeting.")












R Amog ' Potential "needs” should be compared to available resources to
identity areas or 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 personnef
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 atso incorporate assessments
of their qualiry. 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 fongevity/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 ultimatety
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 vou 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?

15












Deliverables

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

The size of the total potential market.

The size of the likely market, "ripest” for Jewish education.

The characteristics of the parts of that market ripest for Jewish education.
Profile of resources including strengths, weaknesses and major gaps

The factors influencing participation.

The most appropriate methods for meeting the needs of this group.

Who should provide the Jewish education.

@rmeaos ge
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V. SL...NG ..RA.ZGI_3AND PRIC _.__

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 particalar 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 doliar
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, hut do not try to supplant
it; formulas or mechanical weighing or scoring methods «re 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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VL. DESIGNING 1..00..AMS/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 circles of adherents.

The recent history of Jewish education, as with many other enterprises, contains oo 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 CIIE
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

» FEarly childhood Jewish education
« JCCs

+ lIsrael 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 he phased to reflect funding flows or other factors.

Pilot Projects

A community may wish to launch @ small number of pilot programs early in the process
to gain visibility for its lead community project, to mohilize the community and create a sense
of excitement, and to test ideas about which 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 sampie criteria for use in selecting pilot projects.

Selecting pilot projects that address high priority infrastructure needs -- namety personnel
and community mobilization -- is another way of helping 10 ensure the viability of the effort.
Sample pilot programs are listed in Box 13.
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\ VANCIAL
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
rezllocations)

« 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
Naticnal foundations

3. Match programs to funder interests

4. Identify personfieam to make first contact. Consider enlisting Commission members
for this role.

5. Follow-up, as appropriate.
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VIII. PREPARE FIRST YEAR ACTION PLAN

mmuowe

Program/Task
Responsibility

Cost and funding
Timetable

Performance Management
Program Evaluation
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Cwem ¢ Ukeles Associates Ind. PUONE Mo, 12122588708 ] 22 1922 Si1iPM POY

CIJE:LC3 o
TIMESHEET
Dec 1992
|DATE JBU Hours! JM Hours | Assoc Hrs[' Sub-total
|

12/1 2.75| 1 0] 3.75
12/2 0.25 | 1 0l 1.25
12/3 0, 0 0! 0.00
12/4 0 0! 0l 0.00
12/6 0! 0l o 0.00
12/7 0 0 ¢ 0.00
12/8 0 0 0 0.00
12/9 0 1 N 1.00
12/10 0 0 0 0.00
12/11 0 0 G 0.00
12/13 0 0 ¢! 0.00
12/14 0! 0.5 0i 0.50
12/15 0 2.75 of 2.75
12/18 0 0.5 0 0.50
12/17 Q.25 0 0l 0.25
12/18 . o 0 0| 0.00

TOTAL| 3.28 5.75 0.00 70.00
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UKELLES ASSOCIATES, INC.
1892 TIMESHEETS
HOURS OF

WEEK OF JACK UKELES JIM MEIER ASSOCIATES TOTAL
Aug. 25-28 5.00 0.0 0.0 5.00
Sept. 8-11 5.50 0.25 0.0 5.75
Sept. 13-18 5.25 2.75 0.0 8.00
Sept. 20-25 16.50 5.00 0.0 21.50
Sept. 27-Oct. 2 9,50 1.00 0.0 10.50
Oct. 4-11 7.00 4.00 0.0 11.00
Cel 12-18 3.75 3.00 0.0 3,75
Oct. 16-25 11.00 7.75 0.0 18.75
Oct. 28-31 4.5Q 14.75 0.0 19.25
Nov. -5 Q.20 18.50 0.0 25.50
Nov. 8-13 10.00 6.50 0.0 158.50
Nov. 15-20 7.25 10.50 0.0 17.75
Nov, 22-27 0.0 11.00 0.0 11.00
Nov. 29-30 0.0 0.50 0.0 0.50
Dec. 1-5 3.00 2.00 0.0 5.00
Dac. &-11 .0 1.00 0.0 1.00
Dec. 13-18 0.25 3.75 0.0 4,00
AVERAGE TOTAL HOURS PER MONTH: 45.69







I hope these notes are v ful 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
p Jress from the cur :x ver on. 3 sult further

with MLM on this at our forthcoming meeting?

Best regards,
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MEMORANDUM

To: Art Roitman

From: Jack Ukeles

Date: 12/1/92 '
Re: Draft Letter of Understanding

cc: Annette Hochstein

et ——— b ——— 4 ==p = el

I enclose drafts of three Letters of Understanding. These drafts reflect ‘hF 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.

1 changed the format slightly: instead of a Dear Mr. ... , it is set up as a letter without
a salutation; just two equal co-signers. 1 think that this gives a beuter "partnership” tone.

Please note the following unresolved issues:

1. The language about the local financial contribution in the case of Baltimore reflects
the Janguage proposed by them. It is very close to what we had originally -- they added
a "commit our best efforts to..."; and inciuded non-local as well as local resources in the
40% increment that they will try to achieve. ] used the same language for Atlanta. The
language Milwaukee proposed is considerably softer. 1t is not clear that this difference
would fiy in Atlanta or Baltimore. Therefore | included "Baltimore-type language in the
Milwaukee draft, with a "Milwaukee-type" oualifier. 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 discassions in your office and earlier decisions
reflected in the Guidelines sent out to Lead community applicants. If CIJE is now
backing away from this commitment, this needs to be explained to the communities, ]
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 CIJE support for staff or consultants. (see page 2). In which case, I
think we will have no preblem 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 Janguage: "There is specific
language regarding expectations of lead communities, but only general Janguage regarding

expeciations of CIJE. More consistancy of Janguage is preferred.” I have not addressed
their concern.

» UKELES ASSOCIATES INC.
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DRAFT

COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

LEaD CoMMUuNITIES PROJECT - Mailing Addiess - 163 Third Avenua #128 - New York Y 1:3
tel: (212) 532-19581 - fax; (212) 213-4078

December 2, 1992
LETTER OF UNDERSTANDING

The Jewish community ofBaltimorg and the Council for Initiatives in Jewish Education (CIJE)
have sgreed to participate in a joint local-contirental collaboration for excellence in Jewish
education, celled 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
loca)l communities to Jewish continuity, and recommended the creation of lead communities.

The lead community is expected “to function as a local laboraiory 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 ouistanding personnel into the educational system, with a high level of
community support and with the necessary funding."® ?

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 10 freak
new ground in our strategic planning process for Jewish education. At a time when we are
beginning to shape our consensus document, we fecl that CIJE can provide the criticul ussistance
our cormmunity needs, both in icrms of professional experiisc and financial resources, to move
its cducational agenda forward. At the same time, we believe Baltimore can serve as a modcl
of progress and performance in Jewish cducation for other North American Jewish communitics.

This letter is a summary of discussions between the Council for Initiatives 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 Baltimore.

-

~_ v DT

U This letter covers the period to August 31, 1995, - = 0 .

|

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

' A Time 10 Act (University Press of America, Lanham, Md.,1990), p. 17: see also pp. 67 - 9.

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



COUNCIL FOR INITIATIVES

N JEWISH _)UCATION
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During 1992-93, the Jewish community of Baltimore with the advice and assistance of CIJE, wil
prepere 8 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 bujld 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 vear’s Action
Program and prepare an Action Program for 1994-95.

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

In support of these efforts, CIJE sgrees to:

n 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; Israe! 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.

r“ "1

L Provide technical assistance in planning and educational development.

L Work to focus continental resources for Jewish education on the lead communities,
enecifically, the CIJE will introduce potential funders to the community -- including
continewn:z! foundations interested in specific p-  =ct areas.

L Nepgotiate with foundations, oIgai.. ad providers of programs -- training
institutions, JCCA and JESNA -- t¢ .. . : the nature of their involviment and their

contribution to Lead Communities.

u Provide a monitoring, evaluation and feedback system to serve both the Lead Community
snd ClJE.
u Convene lead community leadership for periodic meetings on common concerns.
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The Lead Community agrees to:

Establish 2 Lead Community Committee to direct the project. The Committee will be
made vp of top community leadership representing all elements of the community --
Federation, congrepations, 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, (c‘g., parents and students), educators, board
members and Rabbis.

Appoint 8 Lead Communities Planning Director to staff the Lead Communities Committee
and to coordinate the work of educational and plenning professional resources in the
community on the Plan. Senior professionals in the community (e.g. the Planning
Director of Federation and the Director of the BJE) are expecied 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 cducation, and thereby address the
shortage of qualified personnel.

Mobilize community support to the cavse of Jewish education.

Commit iis best efforts to significantly expand the communal resources committed 1o
Jewish education. Based on one community’s experience in implementing the
recommendations of its Commission on Jewish continuity, "significant expansion” should
result in a rarget of at least a 40% increase in communal resources for Jewjsh education
by the third year action program. The definition of communal resources endorsed and
underscored here includes the total dollars from which funds would be allocated,
including regular atlocations, local and non-local foundation grants, endowment funds
raised through its Fund for Jewish Education, and other sources of funds.

Collaborate with CHJE on the monitoring. evaiuation 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 terminated 2t the end of one of these reviews
if it appears to either pariner that the other has failed to perform in relation to this agreement.

ClIE Federation
By: By:

Title: Title:
Date; Date:




COUNCIL FOR INITIAT.VES
IN J EWISH EDUCATION

LEAD COMMUNITIES PROJECT - Ma][mg Address : 163 hlrd Avenue #128 . New York NY 10003
tel: (212) 532-1961 - tax: (212) 213-4078

December 2, 1992

LETTER OF UNDERSTANDING

The Jewish community of iAtlantfPand the Council for Initiatives in Jewish Education (CIJE) have
sgreed (o 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
gencrate 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 "0 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 dzmonstrale what can happen when
there is an infusion of outstanding personnel into :he educational system, with a high level of
community support and with the necessary funding."* *

The Jewish community of Atlanta has established a Council for Jewish Continuity. The
community views the Lead Communities Project as an opportunity to inc. 1se significantly the
quantity and quality of Jewish education services iocally, as well as 1o act as a model for other
Jewish communities in North America of how Jewish education can be improved in order 1o have
a measurable effect on Jewish continuity.

This letter is a summary of discussions between the Ceuncil for Initiatives on Jewish Education
(CLJE), 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 letier covers the period 1o 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

' A _Time to Act (University Press of America, Lanham, Md.,1990), p. 17; sec alsa pp. 67 - 69.

- s=s Caidalinee (Tannary, 1992) pp. 7-11.
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During 1992-93, the Jewish community of Atlanta with the advice and assistance of CIJE, will
start to prepare a five year plan for improving Jewish education. The plan wili include: a needs
assessment, mMission or vision statement(s), program priorities, and a stralegy 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 1, 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 Progrem 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 1994-65.

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

In support of these efforts, CIJE agrees to:

[ Offer modeis 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 Aduit 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 technica! assistance in planning and educational development, at no cost to the
community.
= Work to focus continental resources for Jewish education on the Lead

Communities. Specifically, the CIJE will introduce potential funders to the
community -- including continental foundations interested in specific project areas.

o 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.

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

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

4:ag-m
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The Lead Community agrees to:

Establish 8 Lead Community Committee to direct the project. The Committee will be
made vp of top community leadership representing all elements of the community --
Federation, congregations, institutions involved in forma! 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 opporiunities (sucb as town meetings or subcommittees) for stakebolders from
all sectors of the community to meaningfally participate in the planning process --
including consumers of Jewish education, (e.g., parents and students), educators, board
members and Rabbis.

Appoint siaff to the Councid for Jewish Continuity and to coordinate the work of
educational and planning professional resources in the community on the Pian. 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 siaff to direct the Action Program for 1993-94 onward.

Integrate the findings of the Best Practices Frogram 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 personncl.

Mobilize community support to the cause of Jewish education.

Commit its besi efforts to significantly expand the communal resources committed to
Jewish ecducation. 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, The definition of communal resources ednorsed und underscored
here includes the wtul dollars from which funds would be allocaied, including regular
allocations, local and non-local foundation grants, endowment funds, and other sources
of funds.

Collaborate with CLJE on the monitoring, evaluation and feedback syslem, and vtilize 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 terminated at the end of one of these reviews
if it appears 10 cither partner that the other has failed to perform in relation 10 this agreement.

CIJE Federation
By: By:

Title: Title:
Date: Dhate:
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LEAD COMMUNITIES PROJECT - Mailing Address - 163 Third Avanue #128 . New York, NY 10003
tel: (212) 532-1961 - fax; {212) 213-4078

December 2, 1992

LETTER OF UNDERSTANDING

The Jewish community ofMilwauke®*and the Council for Initiatives in Jewish Education (CIJE)
have agreed to participate in a joint local-continentsl collaboration for excellence in Jewish
. education, called the Lead Communities Project.

The Commission on Jewish Education in Norh 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 jocal 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 demaonstrate what can happen when
there is an infusion of outstanding personnel into the educational system, with a high Jjeve]l of
community support and with the necessary funding."~ ?

The Jewish community of Milwavkee has establishad a Jewish Education Task Force. The
community views the Lead Communities Project as an opportunity (o create a vision and 0
frame Milwaukee's agenda for Jewish education for the 1990's, to gain a broad base of support
and participation, to inplement a plan that improves the overall qualiry of what is offered and
that uddress service gaps, and to facilitate new Initiatives in areas that address Jewish continuity
concerns.

This letter is a summary of discussions between the Council for Initiatives on Jewish Education
(CHE), and the Milwaukee Jewish Federation. Its purpese is to clarify our mutual expectations
with regard 1o the implementation of the Lead Communities Project in Milwaukee.

This letter covers the period to August 31, 1995.
1992-93 is the Plu.aing Year (see below)

1993-94 is the first Action Year
1994-95 is the second Action Year

' A Time 1o Act (University Press of America, Lanham, Md.,1990), p. 17, see also pp. 67 - 69.

? €on aten T end Communities: Program Guidelines (January, 1992) pp. 7-11.
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The Lead Community agrees to:  ———

Establish a Commission or Jewish Education 1o 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 ihe 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 professionals in the community are
expected to be active participants.

Prepare 2 five-year plan, and annus! action piograms (as described above).

Appoint 2 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 discussed above).

Identify and begin one or more experimenta. 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.

[option one-Milwaukee]

Work 1o maintain and expand the aggregate communal resources devoled to Jewish
education. While it is recognized that Milwaukee already allocates a higher percentage
of its annual Campaign to Jewish cducation than mosi other communitics, the
Commission on Jewish Education and the Milwaukee Jewish community will seck fo
obtain those financial resources needed to meel the goals of the project through
endowment funds, local foundation grants and other sources of local funds.

[option two - JBU]

Commit its best efforts 10 significantly expand the communal resources commitied 10
Jewish education. Based on one community's experience in implementing the
recommendations of its Commission on Jewish Continuity, "significant expansion” should

3
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A MODEL FOR
PROGRESSIVE PLANNING
IN THE JEWISH
COMMUNITY

Jacob B. Ukeles

INTRODUCTION

The Need for Progressive Policy Planning

The policy choices fuced by (he American Jewish comuanmity in both the iater-
national and the domestic arcnas require the best possible analysis of policy
alternatives and their conscqucnces as well as the highest possible quality of
leadership. Among the many challenges facing Jewish leaders in the Uniled
States arc the need to stiengthen Jewish identity and affiliation, modernize Isracl-
Diaspora relations, rescuc Soviet Jewry, suppatl the Jewish fmnily, mitigate the
impact of poverty and near-poverly on Jews, and maintain and enbance quality
Jewish care for the clderly and the disabled.

Yet despite the demands of these challenzes, the methods, tools, and data
used for Jewish policy plansing are olten primitive. Research efforts are often
posiponed because, in the face of the necd 10 rescttle the renminant of European
Jewry, to cstablish and support the State of Israel, and 1o strengthen Jewish life
in North America, the conunanily has been reluctant 1o invest scarce conununal
dotlars in rescarch and planning. This approach is understandable but short-
sighted. Many talented volunteers and professionals in a varicty of Jewish com-
munal organizations struggle with complex problems on a day-to-day basis,
without adequate methods or support. Scarce resources witl go further if solutions
arc thought through. Even in the most forward-looking sccular organization, the
pressure 10 act does not necessatily encourage contemplation and analysis. jewish
communal institutions are no different.




172 Planning in the Jewish Communiry

Scope of This Chapter

The purposc of this chapter is to suggest a model for policy planning! appro-
prialc to the Jewish communal enterprise in North America in the 1990s,

The purpose of policy planning is to improve the content and process of
cummunily decision making. By “improved decisions' we mean that decisions
are morc rational in the use of scarce conmmuimsl resources, more humuane and
Just in the tradilion of the Jewish prophets, and more effcetive in improving the
quality of Jewish lifc and reducing conllict,

There are severad important caveats that limit this discussion, First, the role
of lay lcadership in planning and the interaction between lay leaders and profes-
sionals in the Jewish communal planning process is a very important subject
requiring an cxposition of its own, An in-depth treatment is beyond the scope
of this chapter. In general it is assumed that professionals colleet and analyze
mformation and clarify choices while lay leaders make policy decisions, often
with professionals providing recommendations. This is not 0 suggest that the
relationship is always so clear. Second, planning for fund-raising or {for resource
development in general is & separate subjecl. Some of the principles of planning
developed below are refevant, but fund-raising tends 10 opcrate as a sepatate
ficid. Third, this is not a discussion of plamiing at the level ol “'technigue,™
such as how to conduet a field survey, computer mapping, or the construction
of forceasting models. Such subjects require a scparate treatment and are (oo
specific lor this volume.

THE ELEMENTS OF A MODLL FOR JEWISH
COMMUNAL PLANNING

The Context: The Voluntary Sector

When a Jewish community entity engages i planuing, it shares some common
clements witlt any other organization or institution. Typically, al least in North
Amcrica, Jewish community institutions arc part of a vast "'third sector’ —ithe
voluntary ur not-for-profit sector, sometimes called the independent sector, Uni-
versilics, hospitads, and scttlement houses arc part of a huge worid perched,
ollen piccariously, between the wortds of governiment and tlic privaie scctor,
Planning in the independent scctor shares some clements with cach, Like gov-
crumeint, voluntary agencics respond to social rather than economic objectives.
Muliple constituencics cach have their own definition of the community interest.
Like private industry, voluntary agencics do not have to deal with the vagaries
of clectoral politics or the frequent changes in dircction associaicd with newly
elected officials. Voluntary agencies are “*between’™ the two worlds of govern-
ment and the privale sector in another sense as well. They ofien reeetve Tunding
both from public agencies as well as from private sources.
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The complexity of this context for Jewish planning, as well as the conplexity
ol the Jewish community itsclf, suggests that the planning model cannot be a
simplistic one. Rather, itis a multidimensioned model featuring responsc to at
least three dimensions: first, geography or scale; second, Lhe content of the policy
agenda; and third, the size and complexity of the policy problem.

The Structure of Jewish Communal Planning

One way to orgatize the structure and content of Jewish policy planning is
in relationship 1o the geography of Jewish policy making. The rationale for this
approach-—clearly not the only one—is that the institutions and policy issues
associated with various levels of geography tend o be different,

Policy planning can take place at any one o five different scales: international,
continental/national, regional, local, communily, or neighborhood. A complete
planning model or sysiem would have a [ully developed apparatus for planning
at cach fevel. An apparatus for planning should include a base of information
and analysis and a multiorganization instilution for using that information to
make decisions that ideally initiate or stimulate action on a comprehensive
agenda, Of course, planning on the neighborhood level only makes scnse for
the largest Jewish communitics. The only relatively well-developed element in
Jewish policy planuing at the present time is (he local level, The local federation
is typically the most important central institution for the development and im-
piementation of a comimunity's Jewish policy.

Courdinative bodics involved in international and national or continental policy
are limited to a narrow range of issues (c.g., the Coalerence ol Presidents of
Major Jewish Organizations or the World Zionist Congress) or wre cssentially
advisory (c.g., the Council of Jewish Federations or the National Jewish Com-
munity Relations Advisory Conunitice). Much of the discussion about Jewish
life docs deal with international or nationalicontinental issucs, but there is no
Jewish communal structure for meaningful irternational or national planning. A
key missing factor in the domestic arena has been the failure 1o develop mean-
ingful regional entitics. In an informal way, communitics such as Atlanta, Chi-
cago, and Denver do play an important roic in refation to their region and the
Jewistt life in smalier, ncighboring communities. Bul many aspects of Jewish

communal cxistence wounld benefit from formal, ongoing cooperation among

communities in the diflerent regions of North America.

In the largest metropolitan areas, **decentrafizalion™ is on the communal
agenda. With Jews living in so many different parts of a metropolitan area,
neighborhood planning is an important clement in Jewish policy planning. In
Los Angeles and New York, for example, this planning at the neighborhood or
“community” fevel is likely to bave an impact in the future on the organization
of decision making, fund-raising, and service.

Hids
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The Policy Agenda

While some issucs or concerns exist at every level of Jewish life (e.g., main-
tenance of Jewish culture and identity), many issucs are specific to a particular
planning level,

The fnternaiona Planning Agenda. This, the broadest scale of Jewish plan-
ning. is defined by the forces that affect Jews cverywhere; by the movemenis—
voluntary and otherwise—uof Jews from one continent or country (v another; by
the relationship with Isracl; and by special situations or crises in one part of the
world that require the concern and involvement of Jews in other plices. Facing
the 1990s, the most important of these issues involves {he refationship between
Istacl and the Diaspora, the development of a Sovicl Jewish community and
rescitlement of those who can leave;, and rescue and relief of oppressed Jews
(Arab countries and Ethiopia). Existing international programs in Jewish culture
and cducation in the elfort 1o enhance Jewish identity are likely to be expanding
in the coming years.

The ContinentallNational Planning Agendu. National levels of Jewish plan-
ning arc defined by issues specific o o given continent or country that are tikely
to affect many or all Jows within that area. For example, differences in climate,
ccononty, history, and the dominant culture are likely to create different Jewish
agendas in South America and in Europe. In Norlh America, the Jewish agenda
is deeply aficcted by relationships between the Jewish community and the federal
government among different groups ol Jews and between Jews and non-Jews,
The movement of Jews from thie older cities of the Northeast and the Midwest
o the Sunbelt cicates problems and opportunibies that should be dealt wilh
mationally, The somctimes conflicting goals of maintaining Jewish unily while
respecting Tewish pluralism need to be addressed nationally. Current concerns
about the recruitiment and Jewish education ol future Jewish leaders is similarly
a national issuc.

The Regional Planning Agenda. By definition, the Jewish planning agenda
in cach repion of North America is hkely to be diflferent. Geograpitical areas
that arc experiencing Jewish population growth have different problems than do
arcas (hat face Jewish population deciine. Some issucs may more appropriately
be addressed at the regional level. For example, the organization and management
of services to Jewish college students is increasingly being viewed in a regional,
rather than a local or national, planning framework, While national policics
regarding the recruitment of Jewish cducators are needed, the development of
specific programs to recruit, train, and place Jewish educators—oprincipals and
teachers—is likely 10 be pursued most sensibly on a regional basis.

The Local Planning Agenda. Local agendas arc diverse and often differ from
arcit 10 arca. In some communitics, maintaining ties beiween the Jewish and
non-Jewish populations is crucial; for example, as Jewish feaders work to main-
Lain o brousd coalition with racial or ethnic groups, both (o ensure Jewish sceurity
and 1o retain government funding on a docal Jevel for eritical human services.
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In many localitics concern about intermarriage and idemily loss has fucled greater
imterest in and support for Jewish education. Developing appropriate stratcgics
for caring for an increasingly varicd and much older population of Jews is such
an important theme that perhaps it belongs simultancously on the tocal and on
the regional, national, or international agendas as well. Programs for Jewish
singles and for the growing number of single-parent familics are also increasingly
important elements in local Jewish planning agendas.

The structure and content of policy define two dimensions ol the planning
moudel; the nature of the policy problems themselves provides anoiher.

TYPES OF PLANNING PROBLEMS

Policy probiems range from the general to the specific, from the complex lo
the nol-so-complex, Planning studies can take several ycars with rcams of data
or a few wecks with limited data and a good deal of “‘expert opinion.”" For
example, @ community-wide policy on the response 1o Jewish poverty could
involve a process of rescarch, policy formulation, action demonstration, and
cvaluation, costing muny thousands of dellars and taking scveral years to design.
At the other extreme, a donor or foundation might make a granl avaitable for a
weckend volunteer-based feeding program for (he poos. il the site could be
selected and the program set up within thirty days.

A system of four classes of policy problers is helpful in thinking about, and
cngaging in, Jewish communal planning: (1) issucs; (2) programs; (3) prioritics;
and (4) strategies.

This scquence of types of policy problems is distinguished by increasingly
complex policy questions and an increasingly broad policy-making environment
as onc moves from tissues’ through *‘programs’™ o **prioritics”” and *'strat-
cgics.”" A planner fucing the task of developing a “‘strategy’ needs to respond
wilh a wide range of alternatives bascd on broad criferia, and must have sub-
stantial lead time and resources (o conduct research and collect information. A
planner facing (he resolution of an “issue’™ typically needs less time and dala,
and can be salisficd with fewer alternatives and criteria,

i

Issues

Issues are a class of policy problems that reguive relatively specilic policy
choices in a policy-making environment that includes a relatively small number
ol clearly defined decision makers. Often the range of atiernatives is cfiectively
defined by the agency frimework where relatively narrow eriteria apply (¢.g.,
time, cost, leasibility, and limited definitions of clfectiveness). Under such
circumstances, il is appropriale 0 assign a limited amount of time for data
gathering and analysis. Assessments of probable consequences of alternatives
arc fikely to be highly conjectural. Given such a problem, a planuer is likely to
do retatively little original research, and is more Jikely to rely on existing data




== ¢ Ukeles Aseociatss Inc. FHOME Ho. @ LZ1Z278R5 /b Mo, 1 L2992 L. =aH-m Fuy

176 Planning in the fewish Communsty

sources, carcful inferviewing of actors in relation o the problem, and previous
studics.

Any specific conmmunity decision can (urn inte an *‘issuc —if important
decision makers or the constituencies they represent disagree or are uncertain
about how 1o proceed. Issues arc often precipitated by a crisis or 4 new oppor-
lunitly.

Case Example: Lssue, An old nonscctarian sunumer camp on a beautiful site
has run through its endowment income and is about o close. Hs predominantly
Jewish board is prepared 1o offer the site 1o the local {ederation, fice ol charge,
i they agree 1o operale it as a Jewish camp. The decision must be made in
scveral weeks or it will be offered (o a nonsectatian sponsor.

Some community decision makers are enthusiastic—focusing on the tradition
of service o be maintained, the beliel that the community is short of quality
camping facilitics, the beauty and cconomic value of the site. Others are
skeptical—waorricd about maintenance costs and the restrictions on fulure use—
and remind other leaders of a previous bad especience with a *'white elephant.”™”

The planner is asked (0 assess the pros and cons of accepting the sile and to
conie up with a secommendation. This is a classic issue—short lead time, limited
aptions, nany unknowns, and controversy. Clearly, such a situation docs not
allow anc to ask and answer Tundamental questions (c.g., the total need for camp
slots), nor to develop new progrims (e.g.. family camping for single-parent
Tamilics). Onc is constrained by existing programs and is Hmited 10 shorthand
mcethods ol estimaung needs and costs. The dssue is detined, ideas about aler-
native uscs of the site are collected, the costs anwd bencetits of cach recommendation
are assessed quickly, and a recommendation is made. The process of developing
a recommendation includes some negotiaticn with the existing camp board 1w
allow for tong-term use of the site for other than camp purposes, thus reducing
the apposition 1o the acceplance of the gift.

The next, somewhat lagger policy probliem involves decisions about entire
programs.

Programs

This class of policy-planning probiems involves the development, review, and
cvaluation ol specific types of service or responsc (0 needs. Program planning
and priority planning (the next class) involve policy problems and sppropriate
analytic 1ools of intermediute complexity and scope. Program studies tend 1o be
somewhat more general and longer-range than planning (o resolve issues. Thus
these problems lend themselves to somewhat broader efforts at information-
gathering and analysis and involve more decisions than planning (o resolve 1$SUCS.
Jewish communitics are often involved in program design—the development of
new programs 1o respond 1o new problems or to renew the communal attuck on
old problems. Conununities or organizations have recently lnunched programs
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to combat homelessness, 1o support Jewish AIDS victims, and (0 provide Jewish
education o board or professional leadership.

Central orpanizations—fcderations or foundations—frequently review pro-
grams that alrcady exist: deciding whether or not 10 fund, to renew or not 1o
rencw a previous grant, 1o expand or keep the funding at the samc levels. For
example, the board of a community center may call for a review ol a program
for teens or of one for single-parent families,

From time (o time (although not often cnough) a Jewish organization will
launch a full-scale evaluation of a program (e.g., a summer camping experience
for older pessons). Such a review might focus on the extent to which a program’s
objectives are being met and on the balance of costs and benelits to participants
and to the conmunily at large.

Needs assessment is often an inicgral part of program design or evaluation.
However, the yuestion *'is this program really needed® too olten is answered
subjectively—Dbased on a limited number of anccdoles about a few individuals.
While “‘needs™ cannot be measured scicntifically, onc can move beyond the
purcly subjective.

Estimating nceds for services involves significant problems of measurement,
Statcments about need contain vilue judgiments. For example, looking at the
same popubation, two observers will draw different conclusions aboul the number
of day care slots needed, il the first believes that day care suits only children 2
years or older, and the sccond believes that day care is appropriate for children
of 6 months und older. Thus, there is a subjective componcind (o needs asscssment,

Sceond, objective data aboul needs and about services arc b d o assess. For
example, there is litde information abaut the amount of scrvices actually being
detivered, and cven less information about the ¢ality of service, It is cven more
difficult to find information on the degree to which services are utilized or how
nich people would use the scrvices if they were available.

AL best, only an approximale measure of need is lcasible. Some analysts have
telied on the judgment of key informants to overcome these difficultics; others
have tried 10 “‘mine™ such quantitative measures as are available. Both ap-
proaches should be used.

Data analysis, the first mcthod, compares data on the number of people in
cach population group (likely to be in need) to the amount of scrvice available
within a specific geographic arca, or in the entire city. Thus il one analyzes the
nced for home care kervice for the clderly, the relevant data involves the nhumber
of older persons (by age category: c.g., 60 16 69, 70 10 79, 80 and over; and
possibly also by income level); the howrs of hoie care service currently available
{by type und cost ol program), and a standard to suggest whether more home
carc is necded.

Standards of judgment are sometimes relative—~perhaps bascd on the per-
centage of older persons living in the neighborhood being studicd compaied with
the pereentage of honte care slots available in the samie neighborhood, Comparing
the percentage ol people in a particular population group in a region with the

ot
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pereentage of services provided that population in the region will show whether
or not that population is receiving its *'proportionate share™ ol 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 cxampie, on guidelines sct by a national
authority—per hundred older persons multiplicd by the number ol older persons
in the arca). This peed would be compared with the amount of service available
1o get an estimale of the *‘net nced™” or size ol the service gap.

in addition 1o the data analysis, information about scrvice gaps is also derived
from expert judgment, the responses of knowledgeable persons, Key informants
might be professionals. board members of reievant agencies, or scrvice users
themiselves,

Prioritics

Jewish communal organizations face the classic allocation dilemmia of central
funding organizations: nceds typically owtweigh resources. This general problem
is cxacerbated by a particular one: Jewish commuinal fund-raising nationally is
growing very slowly. Thus, for the foresecable futuee in most communities there
will be a relatively small amount of new muney cach year.

The purpose of a community priority system is Lo ensure that scarce  unimunal
dollars arc allocated according 1o the community's prioritics. Establishing prior-
itics for any community is exiremcly difficult because of the multiplicity ol
constituencics and their dilfering values, A particular service may be very im-
porlant to one group and unimportant (o another. The challenge is to design and
implement a sysicm that intcgrates and balances varying perspectives on need,

In principle, it would be desirable to buse community prioritics on an asscss-
ment of wnmet needs: the gap between the needs of a specific population and
the available services equals umimet needs. The larger the gap between what is
nceded and what is available, the more acuate the unmet necds, and, by extension,
tire imore urgent the priority 1o provide mure of that type of service.

ftis casicr to reach agreement about prioritics where fife and death are involved:
nutritionat needs of the clderly, for example, It s more difficult (o assess the
need for services such as thosc offered by community cenlers. Some services
arc uscd by the entire community rather than by any particular individual—such
as activities on behalf of Soviet Jewry or neighborhood preservation.

Since the focus is on setting prioritics, it is sufficicnt 1o develop a sense of
relative needs rather than o attempt the more difficult task of mcasuring absolute
needs.

Three dimensions of priosity are relevant: services, people. and peographic
arcas. Thus a priority-allocation system should be able to support comparisons
among different kinds of services, different groups of peopic, and different
geographic areas.

The three dimensions of choice identified above—services, people, and geo-
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graphic arca—need to be spelied out concretely in three classifications. The
geograpity of the service arca necds (o be divided into meaninglul scgments, a
definition of population groups established, and a progriun or service classifi-
cation sclected.,

The identification of uscfuf criteria for decision making involves the identi-
fication of relevant values; for example, giving the highest priority to programs
that serve those in greatest need. It also requires the specilication of an index
or standard (o provide 4 way to measure necd.

Lispecially in the design of an initial informaiion system, criteria need to be
relatively simple and refatively few in number. Often *‘surrogale measures’' are
used when we cannot measure need directly; so we measure it indireetly, such
as using a per capita distribution of an existing scrvice to rank geopraphic areas.

Using crileria lo rank possible programs, arcas, or population groups requires
the collection of information, This information makes # possible o develop and
apply Lhe standard, whether the focus is on client populations, unmet needs, or
where the preatest needs exist, Collecting useful information is costly, and there
are Himits to the amount of information thit can be absorbed by dectsion makers.
It is difficuft to conceive of managing the complexity ol priority choice in all
but the smallest communities without using 4 computer. There are a number of
pussible approaches: at a minimum, one should usc a computer o store infor-
mation and produce specilied reports on & prearranged schedule, At a maximum,
onc could develop an interactive system in which an individual decision maker
can be prescoted with a series of computer screcn menus relating information
to the choices o be made. The consequences of cach set of decisions could be
compuled.

Strategics

Strategic analysis defincs 2 class of policy problems in which the policy
problem s very large—an cconomic development sbrategy for a region, for
example. Thc policy-making environment is diffuse and likely (o involve many
decision makers as usets of the analysis. Alternatives developed in such an
enviromment should be more wide-ranging, involving the scarchr methods de-
signed 10 gencrate alternatives and broad criteria focusing on short- and long-
range costs and the probable effectivencss and impact rom a varicty of points
of view. Such problems are likely to have substantial fead times for rescarch,
such as the opportunity to generate primary data through surveys.

The purpose of strategic planning is to chart an overall dircction for an
ageney-—not a delailed blueprint for action. Strategic planning is an ongoing
process—rather than a one-time effort, The docwunent called the strategic plan
ts a summary of the strategic thinking of an organization at a particular point in
time. Sensible strategic planning is mid-range: a time horizon ol three to five
years is the maximum feasible given the uncertaintics of communal erganizational
tife. ‘The heart of a strategic plan is a mission statement.
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A niission statement should projeet a clear view ol the self-image of the
organization; what it seeks 1o accomplish and how it relates to the community;
whom it secks (o serve and how. The purpose of the mission statement is to
suggest priorities for action, and the overall cmphases in the organization’s
program. A good mission statement conveys not only what the organization is
trying to be but also what it is nof trying 1o be. The process of developing ¢
mission stitement should itself be a community-building exercise. involving
representatives of key constituencies along willi board and professional {cader-
ship. Most important, the process of preparing a mission siaiement should con-
front and resolve major choices of direciion fucing the agency. Conflicts over
role and purpose should be dealt with openly and not papered over.

THE USES OF STRATEGIC PLANNING

Strategic planning should guide (and nat detcrmine) specific decision making
in many areas, such as:

+ Client-group cmphases

* Service/progrant mix

» Location/facilitics

« Public image and cominmupicalions
+ Budgeting

» Fund-ruising

v Boaid development

» Staff development

In the previous two sections of this chapler, two dimensions of a planning
system have been delined: geography and type of policy problem. In the next
scetion, a gencral method for Jewish policy planning will be suggested.

A GENLERAL METHOD OF JEWISH POLICY PLANNING

The fiterature of planning over the tast thirty years has been dominated by the
debate between the rationalists and the incrementalists, The classic theory of
planning is rooted in the theory of rational action. 1t posits a model that begins
with the estabiishment of a goal: the identification of alternative means to altain
the goal; the collection and analysis of information bearing on the refationship
between means and ends (such as the probabitity and degree or value of goal
attainment associated with each of the alternative means); and the selection of
the means with the highest expected value (the highest probability of attaining
the higiiest possible fevel of goal ataimment).

In response (o this model, the incrementalists have argued that v the com-
munity setting (ypical of the voluatary sector, including the Jewish community)
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or the governmental setting, it is extremely difficult to reach agreement about
guals, In the Jewish contmunity, different constituencies—delined by ideology,
socioeconomic status, age, cle.—are likely 10 approach dilTfercnt community
issucs wity different images of the appropriate goals. [nany event, the cognitive
burdens of ascertaining (or predicting) sll the possible micans and the expected
value of cuch means-goal combination are too preat.

In contrast, incrementalists buve suggested that community or governimental
deeision making involves a mixture of competition and cooperation among com-
peting interests in which the “*public interest™ is analupous to the unseen hand
of the cconomic marketplace, People strive to agree on micans without nccessarily
agrecing on or cven explicaling goals.

In cffect, the incrementalists make o case against planning, Yet those who
see the world as eminently improvable, wonder: il the unseen hand is so ben-
cficial, why arc there so many obviously unsolved communal problems? In-
creasingly. planncrs are 1ecopnizing that there is a “middle way.’” Unlike the
pure rationalist, they have no expectation that specific community goals can be
sel and agreed 1o or that all the aliernative courses of action can be identified,
There is an acceplance of the reality and legitimacy of a varicty of interest groups
compelting with one another for their own inlcrests.

On the other hand, unlike the incrementalist, the madern community planner
belicves that sysiematic analysis of appropriate lacts and an cffort to explicute
retevant values can yield a better conununity result than the clash of competing
intcrest-groups slone.

Witile every locality and every policy probizin is unique, the following general
steps aic applicabie.

Stepp One: Idewify the policy issue or problem needing resolution in the com-
manfty: It a community planning process, the first critical step is o reach
agrecment among participants as to what the yroblem or issue is, While this siep
seems obvious, the formulation of the problem is often telt implicit. In almost
any kind ol problem solving, a uscful problem definition is at least 50 percent
of the solution. For cxampic, a commitice looking at the status of Russian Jewish
immigrants in a community might do well 1o reach agreement as (o whether the
critical concerns arve in the arca of resctticiment; in the arcas of jobs and housing;
in the arca ol acculturation o American norms, such as voling participation and
literacy; or in the wrea of Jewish acculluration, in levels of participation in Jewish
cducational and cuftural activity. An agenda lor o comprebensive plunning study
might include all three issuc sets, but the planner(s) should explicate the decisions
1o be made and the arcas of concern.

Step Two: Asxess the policy-making environment within which the policy prob-
lem ar issue resides. Deciphering the environment of a policy decision is like
preparing a road map of an istand before climbing (o its summit. Planning does
nal take place in a vacuum. Establishing & conmmittee, commission, task foree,
project, or study to develop policy normally means that imporlant individuals
or groups in the conununity have become concerned about u subject or issue. 1t
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15 varc for any issue to be completely ncw. Onc necds (o understand the sources
of concern thitt Icad to the new focus or inlerest,

In undertaking planning. it is important (o develop an early and systemaltic
understanding of the decision makers and other actors likely to aficct the outcome
ol a planning recommendation, the agency or agencies likely to be involved,
and the constitucncics with a stake in the outcome.

Stepr Three: ldentify policy options that represent alvernative ways to resolve
the paolicy issue or problem. Once the policy problcmn or issuc is defined and a
“voad map'* of the policy environment is developed, the next siep involves the
scarch for possible solutions or resolutions.

The development of policy options 1s likely to involve subslantial information
pathering and analysis—intervicws with decision makers, service providers and
users, analysis of recommendations or actions in simtlar situations in this or
other communitics, brainstorning with “'wisce people,”™ and construction of de-
cision {rces or oplions graphs to clarify choices. The product of this step is a
list of two or more alternative possible courses of action or options.

Step Four: Idewify the criteria that are refevam 1o chovsing among alter-
natives. The purpose of this step is 1o specify the criteria or standards relevant
o choosing among the alternatives identified in step three above. In the mult-
constitucney civironment typical of Jewish communal life, different criteria
reflecting different values are likely to be important (o diffcrent groups. The
policy analyst sceks to define criteria retlecting a range of values representative
of the concerns of different groups.

The extent to which different options arc likely to advance particular values
can be seen as “Ymeasures of elfectivencss.”” Thus in selecting among alterative
siles {or a commupity cenier, one site snay be more "‘effective’ in terms of its
accessibility to oider persons living in 2 next-door senior housing development
and another sitc may be more “elfective’ in terms of ils accessibility to families
because of superior parking. In addition to “‘cffcctivencss™ measures, crileria
are likely 1o involve considerations of cost, timing, and feasibility .

Step Five: Access the pros and cons of each alternaiive in terms of relevant
criteriu and identify the preferred solutions. "The [ifth and final step in the
planning model invelves an effort to predict the consequences of cach option or
alternative in terms of cach critcrion. If a rcasonable estimate cun be made of
the probable impact of each option, the pros amd cons of cach option can be
constructed: “'pros’t are a likely posilive outcome with regard 1o a criterion or
valuc. In almost any planning situation, the sclection of an option involves
“tradeoflfs,”” weighing diflfercnt mixes of gains and losscs.

The results of such a process are illustrated in Table 9.1. The pros of the first
option are cffectiveness in terms of the first criterion, and low cost. The *‘cons™
arc low effcctiveness in terms of the second eriterion and slow implementation
speed. On the other hand, the **pros™ of the sceond option are eflectiveness in
terms of the second criterion, and probable speedy implementation; the “cons’
are Jow clifectiveness in terms of the first criterion and high projected cost. Each
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Table 9.1

Criteria—Allernatives Matrix

Effectiveness | Effectiveness
Criterion 1 | Criterion 2 | Cost | Feasibility | Time

Option A | Not Effective Effective High | Feasible | Fast

Option B | Not Effective | Not Effective | High | Feasible | Slow

In this table, il can be seen that the problein comes down to
choosing among two options (e.g., two sites for a geriatrics center;
two plans for combatting homelessness; two different policy proposals
for enhancing the Jewish famnily, etc.); and five criteria—two kinds
of “effectiveness” or value satisfaction criteria; cost; feasibility (e.g.,
cominunity acceptance); and time (e.g., time to implement).
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of these options appears to be leasible. Thus the analyst's contribution in this
casc is to provide the basis for climinating other options (which might have
substantial political support), and clarilying the choices or tradeof{fs involved in
choosing the first or second options. This five-step model is adaptable to a wide
varicty of policy-planning situations and problems. But as described above,
policy planning can range lrom large compreheusive, mulliyear studics (o rel-
atively quick '“think pieces’ or policy responses on a specific issue or deceision,
The “*client™™ could be an international orgamization or a neighborhood group.
The model does have 1o be adjusted to it the specific circumstances.

CONCLUSIONS: TOWARD A COMPRLEHENSIVE
PLANNING SYSTEM IN THE JEWISH COMMUNAL
SETTING

Planning implics coordination and some degree of centrafization. 1 suggests
a rational process of decision making rather than one based on whim, emotion,
or power alone. Himplics a balance between the use of informution and infusion
ol relevant values; it involves content as well as process. Jews venerate the past
and live in the presenl. History has tauglt us not 1o expect oo much from the
future. We tend to e crisis-responsive, reactive, and not proactive. Yet unless
we plan more systematically, complex problems will linger instead of getting
resolved. Prectous time, money, and cnergy will continue to be wasted in du-
phication of cHort in some areas while other issues will fal) between the cracks.

While the conmmitment to commul planning, at least at the local level, secms
to be growing i Noith Amcrica. we have a long way o go. In all of Norlh
America, there is no national Jewish policy think tank—uo Brookings Institulion,
no Kennedy School, no Rand Instilute. The last such cffort—the Institute of
Policy Analysis of the Synagogue Council of America—dicd through lack of
support,

A scrious commitment to a planning systeim—onc capable of dealing with
issues, programs, prioritics, and strategies at the global, continental/national,
regional, metropolitan area, and neighborhowd level—requires a radical reor-
ganization ol Jewish life, a radical change in the recruitmicnt and training of
Jewish professtonals, and a major commiuncnt on the part of Jewish lay lead-
ership to a ncw way of doing business.

In the carly part of the twendicth century, in communily aficr community,
Jewish federations were [orged (0 bring order out ol chaos in Jowish organiza-
tional life. Today. nothing short of such a major effort on a global, if not a
national level, will bring Jewish communa! planning to a central role in communal
life.

NOTL
[, ‘The tenms “*policy plansing,’ “social policy analysis,™ amd “policy analysis™
will be used inteichangeadly in this chapler, Policy plasning is defined as the development

FB4
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and presentation of policy opliony, together with pros il cons of cach vplion, The

process uses exphiat cutena, projects the probable consequences of alicinatives, amd

makes cxplicit value judgiments nbout various outcomes. The approach is issuc-orienicd
and data-intensive,
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LETTER OF UNDERSTANDING

year Mr. Meyer;

T'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 locai-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
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 luboratory 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."”

The Jewish community of Milwaukee has established a Milwaukee Association for Jewish

This letter ts 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 Project in Milwaukee.

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

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



COUNCIL FOR INITIATIVES
IN JEWISH “DI'CATION

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

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

During 1992-93, 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
buman 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.’

The plan 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:

. 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 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.

n 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.

Sce Appendix A for a brief description of some of the possible areas of content of a Lead
Communitics Plan.

2
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Introduce potential funders to the community -- including continental 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.

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

Convene lead community leadership for periodic meetings on common concerns.

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
he chaired Dy oo

Provide opportunities (such as town meetings or subcommittees) for stakeholders from
all sectors of the community to meaningfuily 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 planning professional resources in the
community on the Plan. Senjor professionals in the community (e.g. the Planning
Director of Federation and the Director of the BJL) are expected to be fully involved in
the process.

Prepare a five-vear 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 experimentai programs within the first year.

Build the profession of Jewish education, and thereby address the shortage of qualified
personned.
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™ JEW TTCATION
u Mobilize community support o 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,

n Collaborate with CIJE on the monitoring, evaluation and feedback system, and utilize the
results.
= Work with CIJE to disseminate the rcsults 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.

ClIE Federation
By: By:

Title: Titie:
Date: Date:
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(ILLUSTRATIVE)

APPENDIX: TOPICS LIKELY TO BE ADDRESSED BY A LEAD COMMUNITIES PLAN

How the community plans to approach major improvements in educational personnel (e.g.,
in-service education for all educators)

What improvements are envisioned 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;
families with young children; teens; the college years; empty nesters; older people

How the community plans to encourage linkages (e.g., between formal and informal
educational experiences)

oh
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MEMORANDUM

To: Annette Hochstein

From: Jack UkelesM

Date: October 5, 1992

Re: Lead Communities Letter of Understanding

222G N AR ]

T am writing 1o continuc our discussion about the Letter of Understanding on Lead
Communitics. I had hoped 1o have a teleconference belore Art left for Europe, but
we were not able to get it together, becanse of chagim and individual schedules.

As | understand it, you and Scymour have two major concerns:

1) thav the drafit lewer does not appropriatcly convey the idea that the I.ead
Communities Project is about systemic change, it sounds like just apother
commission.

2} that the document needs 10 include much more of the specifie content nf the
Iead Communities Project as envisioned in "A Time to Act" and subsequent
matcrials.

We may have a disagreement about the nature and purpose of this document; we
may also disagree about how 1o generate change.

I believe that we need to do it, not talk about it. The Leuer of Understanding

epresents falk, gt dgds: fhe longer we spend provessing the batier of

Understanding, the more frustrated everyone will get. Qur initial visits to the three

communitics where we talked through the draft document (but didn’t give them
anything in writing) revenls that:
L

T N



2) they now know what CHJE brings to the collaboration and what is expected
of the communities.

3 they want to get on with jt.

The only way to develop a commitment to systemic change is to work with the
communitics in a careful year-long educational process. That should be our goal
for this year’s work -- their plan shouid be a concrete expression of the maximum
thut is achicvable.

I understand your anxiety given all that you and Seymour have invested in this.
But ! look {or a littic more confidence that An, Shulamith and 1 share your basic

vision and know what we arc doing.

The real risk to this project is not the language of the leticr of understanding, but
lhclc[furt to broker continental resources. When one of the CIJE "fUI]d-I'EII'SCIS”
projecied a 10% increase in local resources to Jewish educatic as an acceptable
lead communities outcome, 1 was truly surpriscd. If CIJE had a solid plan to
assemble a ten million dollar war chest, we wouid be in a lot berter shape to pursuc
the agenda I believe that we share.






MEMORANDUM

To: Arthur Rotman
Shulamith Elster
Annette ITochstein
Sol Greenfield

N . »
From: Jim Meier /‘_

Dalte: October 5, 1992

Re: Preliminary Oudine for LC Planning Manual

Attached is a draft outline for the planning manual for Lead Communities, T look
forward to your comments and reactions,
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[draft 10-4-92]
Lead Communities Planning Guide
Preliminary Outline of Contents

I, Analysis of needs
A. Current community demagraphies:
1, Population characteristics: cohiort sizes
2. Jewish educators, by category {e.g. day school prineipals, day school teachers,
supplementary, early childhond ...)
3, Other Jewish education 1arget group sizes (e.g., lay leaders, adult education

learners, communal service professionals, college-age youth, other special groups)

B. Presenl program capacities and participation rates

i
v

Participation rates (formal and informal programs)
Program capnceilies (directory of resources, enrollment capacilies)

b2

. Institutions
. Programs

3. Estimate of community need/demand

4. Gaps [B3 - B2]

II. Assessiment of strengths and weaknesses (What works, what doesn’t work)

A. Areas for assessment

1. Institutions and programs

2. Students (levels of attninment)

3. Personnel development

4. Lay involvement and lendership

5. Information (system eapabilities)

6. Coordination and collnboration within system
7. Uses of technolopgy

B. Exploratory comparisons (Programs and performance in other places)

I1I. Sumntegic issues (confronting and resolving critical choices)

A, Identify sirategic choices
B. Resolve stratcgic choices
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C. Develop community-wide mission or vision statement(s)

IV. Establishing strategies and priorities

A. Formulaie strategies
B. Bstablish priorities

1. Population groups
2, Programs
3. Enabling functions/resources

V. Designing programs (o address priarities)
A. Initinte program jdeas or strategies/preliminary proposals

1. Leadership (lay and professinnal)

2. Institutions and human resources (including collaboration)
3. Programs (including Israel trips, personnel)

4. Planning and evaluation

3. Financinl resources

B, Select program priorities/phasing

V1. Prepare implemen!ution strotegy: multi-year framewaork, first year action program

A. Program/Task

B. Responsibility

C. Cost and funding

D. Timetable

.. Performance Management
I*. Program Evaluation

VII. Next Steps: Implementing the plan
A. Firsl-year action plan oversight

B. Mid~course maodifieations
C. Prepare second-year action plan

APPIENDICES

FB3
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General format for each section

Section heading

Rationale: What the section is about, why it is important, how it relates to the planning
Process.

Deliverables: Imiportant junctures, or deliverables, and when they must be completed to keep the
project on schedule.

Benchimarks: Critical requirements and optionnl steps/tasks to achieve the benchmarks for the
phase.

Methods: "How" to do the task,

[ Comment Box |
[

‘ For elaborative eomments, suggestive hints, or enhancement options,

Point person(s): Recommendations on who should oversee task, and who needs to be
involved or have input.

Timc guidelines: Approximate minimum/maximum time (o set aside to carry out task.

Bxamples:



MEMORANDUM

T0: SF, SW, CAROLINE
FROM: AH
DATE: APRIL 15, 1993

RE: MARSHALL LEVIN AT APRIL 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 rabhis 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
rofessionals -—- Daryl Friedman and himself) are "put on the
ine" versus their lay leadership.

Two -- they are very concerned about Tlay part -ipation from
Milwaukee at the May seminar. They feel that the Milwaukee Tlay
leaders will speak to theirs and theirs will not understand why
there is participation from Milwaukee and not from themselves.

We discussed the possibility of presenting this as differential
stages in the Tlead communities project and that Milwaukee 1is
further ahead than Baltimore. He somewhat went aiong with this
but is not really satisfied.

Marshall will come to Jerusalem. We need to make reservations (I
of fered him the Moriah hotel -- Caroline could you please make
reservations). He will probably be arriving on the 26th and
returning bﬁ the Tate 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
Cleveland to pay him. He will let 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 problems. Probahly,
Steve and Shulamith should be informed ASAP.



Quite a bit of grumbling still about CIJE getting its act
together -- he knows about Shulamith.

c.c.: Carmela Rotem






We will, in addition, do the following:

Provide expertise

Help with new hires, if required

L N = O

Help with training institutions

Process at CIJE Level

Board

Sub-comittees
Funding/fundraising
Work with foundations
P.R.

(S B = S TS A e L

E. Set next planning seminar date and launch work with training
institutions and LC together




MEMORANDUM

TO: SHMUEL
FROM: Annette
DATE: MARCH 21, 1993

Re: THE CIJE

Hello Shmuel,

I would appreciate it enormously if you would go through any CIJE
or May seminar related faxes, mail or other forms of
communication and would deal with them. If you make your
sug%est1ons and recommenations, then Seymour or I will respond.
If I'm not in, 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
time and prioritize them. By initial 'ist I mean those several
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 Surve%. .

The{ include ongoing work with the loca’ commission —-- we need to
follow up on mobilization and scheduling in this regard.

And they 1include 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 brin?ing in
the goals project and making progress on all of these should also
be taken into consideration.

It Tooks like we could have both Josh Elkin and Danny Pekarsky
take on a consulting role, each for one community. If 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
bringing them to the simulation seminar at the end of April --
for consideration and for discussion.

Thank you very much for suggesting an agenda for tomorrow. I will
tr{ to have maybe a short part of the day devoted to "show and
tell" -- that is to discuss each of the items that you are
suggesting for update -- and to focus on some of the key issues



facing the Institute at this time as the major part of the day.
I will also try to convene a meeting of Danny, Orianna, Estelle,

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 informed; Orianna can do that for you -- about
what time the telecon will be.

Thanks.



MEMORANDUM

TO: SHMUEL
FROM: ANNETTE
DATE: MARCH 17, 1993

Please add to t¢ things we have in New York the fc lowing 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 complete the budget proposal for this current year,
we need to send descriptions of the projects. I am enclosing the
1392 descriptions of the MAF Consultation -- which this year is
primarily work with the training institutions -- and of the CIJE,
whicE as you know has exploded this year into something as big as
you know.

Could you please prepare drafts of those 2 documents for 1993
king sure that the text is congruent with the proposed budget,
)id possibly relating to any major discrepancy in the budget this
ar o 4s th- budget last year. This is fairly urgent since I
st mary it a1 by next week. Thanks for your help.

id yet another matter

muel, the CIJE wants a regular conference call with us. They
are suggesting Friday, 3:00 or 3:30 (obviously from your home),
or alternately, Tuesday or Wednesday 3:30 p.m. We are checking
with e. _rybody in order to know.

Will you please check with 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 length 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 1s clearly moving ahead better
and more thoughtfully than all the others. At the same time, she
probably does not know terribly much about the universe 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 advise that
what you might do is to plan a call, have me be in on the first
minute or two by saying who you are, introducing you -- and
giving it over to you so that you can give her ongoing advise. By

1



the way, the same might become true very quickly with Chaim
Botwinik and w might want to do that. I don't know bout
Atlanta. Steve Gelfand has a very very hard time heing positive.



MEMORANDUM

T0: SF & SHMUEL WYGODA
FROM: ANNETTE
DATE : MARCH 17, 1993

RE: MAY TRIP TQ THE U.S.

We are planning for work in the U.S. that calls for a trip from
gay 9th-May 18th; work on the CIJE may be shorter by a couple of
ays.

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, Hirt and Lee) to discuss work with
the lead communities -- and Eossibly 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 1into two groups -- one who would work the second
morning with the training institutions on a specific matter
relating to them; and the other beginning the seminar with the
communities while the second half of that day would be a %oint
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
1a¥ 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 1a¥ leadership that theﬁ 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 1line; thereby underscoring
once more the different way that we work with lay leadership.)

Irrespective of an( 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?



Ginny will Tet us know about the sct iuling this me o 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 get further data from Ginny, we will be able to
complete logistical arrangements.

Shmuel -~ I told Ginny that you would be the central person
dealing with this seminar and that you would also be the central
coordinator. So over to youl!!!
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Facsimile Transmission

Dr. Shulamith Elster February 12, 1993

To: Date:

Annette Hochstein
From: No. Pages: &2

Fax Number: 00/~ 3¢/~ 30 20/ A

Dear Shulamith,

Re: Agenda for Meetings with Communities

It was good teleconing yesterday: I think we are 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 plan and ideas so that the
discussion with the communities, the deliberations with them, are
focussed on the lead communities project. This would lead to
mutual exchanges concerning how we and the communities want to
best move ahead. (Also because Steve Gelfand's letter is so far
from knowing the game plan we have.)

2. To respond to the communities' needs in implementation:

a. Development of a pilot project

b. The local process: each community moving along with the
establishment, the agenda, the development, of its local
commission process at the rate appropriate to local
circumstances. The planning guide may prove here a use-
ful Boint of departure for communications.

¢. The best practices project

d. Personnel needs (we would like to understand what
senior educational personnel is needed/missing Tocally



and consider together with the community if we might
be able to assist in finding appropriate people)
e. HWorking with the denominations -- where appropriate,
developing the links and methods for working together
f. Introducing the goals project (the idea of 1t)

3. Whatever the comm 1ities' needs are.

This is just meant as input for your own thinking as you develop
a draft agenda with th 1. 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 believe that what we
need most is for you to be fully informed as rqgards their
initiatives (e.g., are they doing an educators survey? If yes, is
that survey commensurate with the notion of comprehensiveness and
with the methodology that we had in mind when suggesting such a
survey? How does 1t 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 training program at Emory
University.

I ?uess it is partly the function of readin% their plans and
talking to them to find out what is really happening, or
happening already, so that we can be informed by you and have
thus an informed conve sation with them. Tell me if this makes
sense.

Shabbat Shalom,
Best regards,

U,LNM

Annette



MEMORANDUM

TO: STEVE HOFFMAN, SHULAMITH ELSTER & GINNY LEVI
FROM: ANNETTE HOCHSTEIN
DATE: 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 bkuilding
credibility, momentum and good work in the lead communities.
Please see this as a random list which I'1ll 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

1e  ommuni iLes bkefore our next round of visits la :r 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

th! . {Ginny could you please convene t! '~ ; 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).

1



] . . bly . 4 . owe

to discuss tnis with MM - ana pernaps SHH to continue the
conversation with the communities. (I be¢” ' :ve conversation is
probably very important right now, to let tnem 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.,

a. 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 2rd 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 cther communities for our
visit.

It is probably impertant to rapidly contact the communities -
under whatever pretext, in corder to let them know that we are
following up on cur visit, and that next steps are forthcoming.
Looking forward to hearing from you all,

T

Best regards



MEMORANDUM

T0: SHULAMITH ELSTER
FROM: ANNETTE HOCHSTEIN
DATE: FEBRUARY 7, 1993

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 JTike to point to a challenge there.

I find it difficuit 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 UE 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 mighz 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 materiais to the 5 Commission meetings.

c. Tt 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 beljeve last
year,

f. "Lead Communities at Work" {pointing out that this is a
document for discussion). o
g. The planning guide —— as soon as it is ready.

[f 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 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 considerin?
getting to the agendas of dealing with the shortage of personne

and community mobilization. Of course we will be in Milwaukee on
the 22nd and that will give us an opportunity to discuss or being



discussing this together -- but given the proximiﬁ; to their
Board n ing, I t "iev it would be very u ‘ul if you uld
have th conversation as early as possible.

2. For fear of belaboring the point: I believe 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.

An{ news on dates for a visit by Barry and you to discuss to the
pilot project in Baltimore? Please let me know.

I Took forward to hearing from all of you very soon.
Best regards,
Annette

c.c.: Ginny Levi



MEMC oM

TO: SHULAMITH ELSTER
FROM: ANNETTE HOCHSTEIN
DATE: FEBRUARY 7, 1993
RE: MTIWAUKEE -- 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 education or Jewish
continuity without the benefit of the work already accomplished.
Of course from my distance I do not know if this is Jjust 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 fc

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.

a. 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. "TLead Communities at Work" (pointing out that this is a
document for discussion).

qg. The planning guide —-- as soon as it is ready.

If she has not reac these I believe it is urgent to give
these documents to L_. ___.:n, and to begin with her the substantive

dialogue that 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

1



that will give us an pportunity 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 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 discust 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



TO: STEVE HOFFMAN, SHULAMITH ELSTER & GINNY LEVI
FROM: ANNETTE HOCHSTEIN
DATE: FEBRUARY 8, 1993

RE: LEAD COMMUNTITIES: NEXT STEPS

Dear Fellow Travellers,

Despite the hectic schedule it was wonderful being with you. I
hope everyocone 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'11 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 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).

1



Balti~“>re is probably open to negotiations. 1 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.1I 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,



Mandel Institute JT7IN Nan
Tel. 972-2-617 418;618 728
Fax: 972-2-613 951
Facsimile Transmisgion
Me—Steve-Hoffman Date: _  rebeyary7—1993—
From: Annette Hochstein 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, [ thought while watching it how good it would
be if we could groduce (if perhaps one could produce in
Cleveland?) a similarly convincing tape but that would focus aon
the thoughtful planning process that is required in order to lead
to quajity Pro rams. 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 course that should not delay the




use of the Cileveland tape, which would appear on the scene as a
"best practice."

Looking forward to hearing from you.
Best regards,
/ A
(:;%iLAJlJ\)M:Kizzij‘
Annette

c.c.: Ginny Levi



MEMORANDUM

TO: SHMUEL WYGODA
FROM: ANNETTE
DATE: FEBRUARY 7, 1993

Dear Shmuel,

We should try and meet on Wednesday during the morning in order
to discuss our agenda, including 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 was the
source of most documents. The main thing that is new is Jack
Ukeles' ﬁ1anning 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 commgnitg mid-week, this week. I hope that
a best practices document will be forthcoming next week.

Thanks.



Received: by HUJIVMS (HUyMail-veék); Fri, 29 Jan 93 14:19:33 40200

Date: Fri, 29 Jan 93 14:19 +0200
From: <ANNETTEGHUJIVMS>
To: mandel@hujivms
Cc: annette,
annette
Subject: Lead Communities and Institutions of Higher Jewish
Learning

Dear Shmuel,

We are considering the possibility of organizing a seminar in
Jerusalem with representatives of the training Institutions

(Aryeh, Sara Lee, Shiff, anycne else}; the JCCA and our

own staff (Barry and Shulamith -- possibly Ginny), to work on a
three-topics agenda:

1. The contributions of the training institutions 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 pregrams (MAF grants)

The seminar could take place at the Mandel Institute

during the third week in March (I am leaving on the 28th

and want to be here the 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 - in 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

T0: SHMUEL WYGODA
FROM: ANNETTE

DATE: JANUARY 31, 1993
Shmuel,

If I did not speak to you then I1'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
will most probably choose another school; some candidates were
told in their letter of refusal that they have been wait-listed.
I do hope that things work out and wish you very much good luck.

Annette

11



August 12, 1992

A.

LEAD COMMUNITIES AT WORK

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.

t

n

Build the profession of Jewish education and thereby address the shortage of qualified
personnel;

Mobilize community support to the cause of Jewish education;

Develop aresearch 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;

Establish an implementation mechanism at the loca! level, parallel to the Council for
Initiatives in Jewish Education, to be a catalyst for the implementation of these recom-
mendations;

The fifth recommendation is, of course, the lead community itself, to function as a local
laboratory for Jewish 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 mode! 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.



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:
o Supplementary Schools
e Day Schools
e JCCs
o [srael programs
o FEarly 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. Alarge 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;

e many adults study classic Jewish texts;

® educators are qualified and engaged in ongoing training;

o supplementary school attendance has increased dramatically,



LEAD COMMUNITIES AT WORK

¢ alocally produced Jewish history curriculum is changing the way the subject Is addressed
in formal education;

o 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.

A

At the level of individual institutions 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 Jewish education. 1 st 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 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-
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).



LEAD COMMUNITIES AT WORK

4.

Invite training institutions and other national resources to join in the effort, and invite them
toundertake specific assignments inlead 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.)

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.

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.)

Simuitaneously 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...

Developing a special relationship to rabbis and synagogues.

Identify a lay “Champion” who will recruit a leadership group that will drive the Lead
Community process.

Increase local funding for Jewish education.
Develop a vision for Jewish education in the community.

Involve the professionals ina partnership to develop this vision and a plan for its implemen-
tation.

Establish a local implementation mechanism with a professional head.

Encourage an ongoing public discussion of and advocacy for Jewish education.



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. 1e CIJE will make
the following available:

1.

2.

BEST PRACTICES

A project to create an inventory of good Jewish educational practice was launched. The
project wiil 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 has 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.

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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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 purposesin 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 educationin 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 momitoring 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 smalt 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 bemnefits? Are school faculties cohesive, or fragniented? 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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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.
¢. Planning assistance as required.
d. Assistance in mobilizing the community.
4. FUNDING FACILITATION

‘The CLJE 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 youta trips to Israel; MAF and personnel
training; Blaustein and research).

5. LINKS WITH PURVEYORS OR SUPPORTERS OF PROGRAMS

‘The CIJE will develop partnerships between national organizations (e.g., JCCA, CLAL,
JESNA, CAIJE), training institutions and Lead Communities. These purveyors could
underiake specific assignments to meet specific needs within Lead C  nmunities.

G. LEAD COMMUNITES AT WORK

‘The Lead Community itself could work in a manner very similar to that of the CIJE. 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

¢. It would deal with content in the following manner.



LEAD COMMUNITIES AT WORK

It could make sure that the content is articulated and is implemented.

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:

e by individual institutions
® by the denominations
e 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

¢. Funding issues;

d. Other.

Establish a local planning group, with a professional staff and with wall-to-wall repre-
sentation.

Gearing-up activities, e.g., prepare a l-year plan, undertake a self-study (see 6 below),
prepare a 5-year plan.

Locate and hire several outstanding educators from outside the community to begin work
the following year (1993/94).

Preliminary implementation of pilot projects that result from prior studies, interests,
communal priorities.

Undertake an educational self-study, as part of the planning activities:



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 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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THE CIJE—-PRELIMINARY WORKPLAN
1992/1993

A. Function, Structure and Staffing Assumptions

The following assumptions guide this plan:

1. The function of the CIJE 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 CIJE is not a direct provider of services except
consuitations.

S

The CIJE is a mechanism of the North American Jewish community for the development
of Jewish education. Optimally an increasing number of leuders 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, adirector of research and community
projects, as well as possibly some additional staff with content expertise.

4. The planis based on the assumption that the assignment includes fnndraising 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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C. Elements of the Workplan for Lead Communities

o Immediate: Preparation, Negotiations and Launch

1.

[F5)

Prepare written guidelines for lead communities (LC), including proposed agreement,
planning guidelines, description of the project and of the CIJE’s support role.

Prepare CIJE 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.

Offer ongoing guidance and backing to the two support projects: Best Practices and
Monitoring, Evaluation and Feedback.

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 ‘he decision, the dialogue with the
communities would revolve around the concept of Lead Community, the terms of the
project, the planning and decisionmaking process, the relationship with the CIJE —includ-
ing funding and the two projects.

Work with educators and rabbis in the community: they usually have strong views, com-
mitments and expectations on which we will want to build.

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 CIJE; or should it be a smaller meeting of several representatives of each
community and of the CIJE (see appendix B for possible scenario).

Set up the various expert contributions of the CIJE:

a) Provide planning guidance and guidance for the community mobilization process
(community organization and ongoing trouble- shooting). Prepare guidelines and

I~
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b)

d)

g)

h)

i)
)

discuss them with the communities. Assist as needed in the establishment of a strong
planning group (committee, commission), with wall-to-wall representation.

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 al! or part of the program upon themseives.

Provide funding facilitation as required.

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

Complete plans for the introduction of the Best Practices project into the community
and make educational consultants available to the communities.

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).

Provide guidance for the development of vision-, mission-, goal- statements at institu-
tional and community levels.

Appoint a key staff consultant for each community to mediate the content (commurmity
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).

Develop networking between communities.

Develop means of communications and P.R.

8. Toward the end of the year: gear-up towards implementation
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e Ongoing Work—General CIJE 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 CIJE-lead communities planning seminar,
4) Fundraising.

3) 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 institu:ions.

9) Plan the second and third years of the project.

D. 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 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:

e 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 them 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.).






January 26, 1993

Fall Seminar— Some Suggestions

An event to start work, inform, set the terms, create the dialogue.

The components might include:

1. General meeting of CIJE and lead community representatives re: the project in general
and the CIJE’s contribution. Inctudes 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.

(a2l

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.

¢. Monitoring, Evaluation and Feedback: same,

d. Planning:
o self-study
pilot projects
e one year plan
e five year plan
e the ongoing CIJE sermunar

L

Networking among lead communities.
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6. Meetings with organizations, purveyors of programs and programmatic foundations: to
discuss specific interests and projects

in-service training programs

CAJE

JESNA

JCCA

the Melton mini-school

the CRB foundation

etc.

7. Closing session and discussion of next steps.
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11.
12.

PREPARATION FOR COMMUNITY VISITS

First simulation of projects: f;:F? fa()T“T*:)5\
a. Goals project (document?) N TN I ST
b. Pilot projects .

€. Best practices
Top-down, Bottom-up

The lead communities idea versus their plans, ongoing
strategic planning process, declared priorities, etc.

Federations versus denominations

What does the CIJE contribute to this?

The $40,000

The CRB problem

What an educator/rabbi/lay person should know
What documents should be handed out?

Overall strategy

New docuhente required?

The letter of agreement or its elements

Timeline






e) Materials on the Co inities

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,






These documents on the Educated Jew Project represent the
background thinking that might ir“orm approaches to the goals
project. The documents on Lead Communities illustrate the overall
thinking within which the development of visions, goals, 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 -- in the goals of Jewish
education by educational, rabbinic and lay leadership will be one
of the important means and assets for ensuring the guality of
Jewish education in the community.

L

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 sclools.

The following are some further elaborations on these points:

1. Setting educational goals: What role would you want to take
as regards helping or leading local 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 gualified 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
communiti . You may find a conversation with Aryeh Davidson
useful -- tne Conservative Movement has begun to work on this
complex and you may find it useful to hear how they are going
about it.

2. Personnel in lead communities: The guestion 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



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 " cuss 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 coming year. In
all of those you may want to look inteo 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 & Shmuel Wygoda



’f?b : Dr. Shulamith Elster January 18, 1992

Y e 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,







| ExHIaT |
Mandel Institute 5‘_‘{3}9 13N

For the Advanced Study and Development ol Jewish Educalion

December 7, 1892

Mr. Arthur Rotman

Dear Art,

Re: Your Y°sit to the 3 lLead Communities

December 1882

In our conversation in New York last week, 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 Tay and professional} and to get
actual work underway in each community.

[ cannot tell you how pleased I was to ledarn that you have in
tfact found the time to go to the communities this week and next -
- I believe your visit will be of significant benefit to the

pracess and the project. The following notes may be useful for
your visit.

A. DESIRED QUTCOMES
Optimally, your trip would have the following outcomes:

1. You would help lav and professional Jeadership identifv next
steps in the process. This would result 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 r rcher~ to ~irry on with their work (the f--dback
to communities). In othei words, the CIJE could %then maxke 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 Tocal Jeadershio to discuss the project,
the role of the lead communities and of the CIJE, leadership

PO, 3297 Jerusatem BI04, [sroel Tel, D2-A18TIY: Fuax, 02-61995] oo 02-618728 20 V104l 2o 1397 50
BITNET N - MANDEL@ HUJIVMS - oo ron



mobilization for the local commission, funding, staffing, etc.

3. Nec¢ rth -t 2 Jet ¢+ of L de nding (sepa mefn
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

1mmed1ate]y staff that could dedicate all their time to the
project.

5. Further the Jjoint agreement and understanding as toc the
fo110w1ng steps in the process:

a. Staff the project locally with paid, dedicated staff --
planner or educational planner -- at least half- time, but
preferably fuli-time.

b. Set up the local commission and if it already exists,
ascertain the calibre of leadersnip.

C. Review the commission's assignments:

1. Prepare an action plan for the current year that would
include pilot projects in the areas of personnel and
community leadersnip (these would be defined and
designed with Barry Holtz, but might include, for
example, a summer 1eadersh1p seminar 1n the U.S. or in
Israel; an in-service training program for ?rincipals
and directors of educaticnal institutions; a leadership
training program for members of school boards).

2. Begin addressin¢g the content and its application in
specific settings: introduction of the best practices
project -- beginning with supplementary schools and

early cnildhood programs (Barry Holtz).

3. Prepare a 5-year plan for dealirg with the enabling
opt;or and wi 1 the Israel Experienc (s 2 A Time fo
Act).

4, 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) ..-
Guides are forthcoming for the 5-year plan and the
assessment of the community's educational system.
(Ukeles and Meier.)

6. In sum, your meetings might include the following items:
a. Getting the Teadership further onboard, comfortable with the
recommended process (see "c." above) —-- the current year heing &

? anning year and a year for pilot projects; joint design of the
ead communities project by the CIJE and the communities through

R



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 communiti to the
various actors in the community.

b. The content: preparation of a 5-year plan that focuses on
dealing with the shortage of quaiified f rsonnel (e.q.,
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 education
at several levels in the community.

4, Mopitoring and evaluation with the purpose of giving
Teedback to the community and tne CIJE as to how work is
progressing and what the impact of the etfort is.

* ok h k Xk ¥ x

B. BACKGROUND NOTES:

1. Since selection of the communities, tre contzcis with the
CIJE have dealt with the following: the Tetter of uncerstanding,
the field workers (monitoring, evaluation, feedback Toop), the
November Planners' Workshop in New York, selected contacts with
local organizations. These contacts have involved Shulamith
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 L jinnings have taken place. We now want to move
towards an action plan for the current year.

3. In each community one or more federaticn planners have been
appointed to be currently the key Tlocal professionals for the
lead communities project. They do this in addition to their
normal worklcad, and until paid staff is hired. This places 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 bhe the Chair of the Lead Community Commititee or
Commission. The calibre of leadership needs to be ascertained
(are these the “champions®" that will give leadership and
resources to the project?).




5. In each community there 1is a commission or committee,
completed or in formation. It was not clear how efiectively this
group has been conver 1 at tI present time.

0. Leadership mobilization: lay, professional, educational and
rabbinic leadership needs to bhe 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 waﬁs of finding out. Key CIJE leadersnip, such
as MLM or CRB, might help in finding this out for lay leadership.

First steps have already been taken as regards federation
planners, local leaders who are CIJE board members, and
additional individuals.

* &k ok Kk ok ok %k

It is clear that there have been good beginnings and that certain
peopie have been informed of the project. Our chailenge now is o
find the appropriate venues fo 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.



EXHIBIT 2

Henry L. 2Zucker & Ginny Levi January 1!

Annette Hochstein & Shmuel Wygoda

Dear Hank,

Re: Contacts between CIJE and Iead Communities

This is a summary of contacts to date berween the CIJE and the
Lead Communities -- to the best of our knowledge.

1. Preliminary contacts during the selectian process:

puring 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 periocd there were ongeoing phone
contacts between Jack Ukeles, his office staff, Shulamith
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 Shulamith 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 Jjointly
developed understandings between the CIJE and Lead Communities.

b. Ongoing telephone ceontacts between community planners,
Federation execs and Art Rotman; c¢ommunity 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.



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 with representatives
from the Lead Communities.

f. F° 1ers' workshop in New York: November 23-24. A workshop
< C: 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 in early December telling
then that AH was appointed Director of the Lead Communities
Project. This confused matters even furtf-=-. Sinc ' ' tinme,
there have been contacts between Shulamith rlster ana community
planners, as well as additional educators and some lay people.

3. Community—-by—-community

a. Atlanta:

Steve Gelfand -- the assistant federation executive for
planning -- has put a halt to plans for a visit by Art Rotman
to Atlanta, making 1t conditional upon the CIJE agreeing to
fund the Lead Communities planner position for the ($40,000).
We have not responded further.

b. Baltimore:
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Mr. Arthur Rotman

January 13, 1992

Seymour Fox & Annette Hochstein

Dear Art,
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community within the framework of a local commissi-1 for Lead
Communities —— all of these are preliminary steps tha. still need
to be completed.

Within this framework we would like to relate to each of the
1tem? ?u mentioned and make clear when and how they will be made
availabplie:

1. The planning guidelines -- we are involved in significantly
rewriting the Jatest draft received from Jim Mejer --
transforming it from a general planning document to one that
reflects the content of the Commission's work and intent. The
E]annin guide should be completed by the end of this month and
e in the hands of communities, if approved, by the first week in
February. -
QA

2. The best practices project -- a document, fe+ exceeding one
best practice area because it will be a general 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
feadership in the denominations to ﬁrepare them for their role in
dealing with vision statements with their constituencies within
the communities. Our paper on this topic will be available within
10 days. However, in the absence of an active local structure
w+%h=#FFP-ﬁﬂe==Pe5§f§tr the planners alone are srededly not a
sufficient address).we do not really know who this needs to be
addressed to. %5 'r_,wh WWL)' LA to

il

4. There appears to be a misunderstanding cqpégrning the
suggestion that when commissions begin to work they/undertake --
as part of the#» ongoing self-study of their community's
educational system -- an in-depth detailed and comprehensive
surve{ of educators. This is not an instrument to build the wall-
to-wall coalition (by which we mean the broad representation on
the 1local commisstion of all interest groups related to
education), but rather a scientific endeavor, to which the
communities seem to be very sympathetic, that has to be carefu11%
thought through, planned, commissioned, and carried out throug

the appropriate commission and sub-committee process. Again, this
too is contingent upon an active commission starting to work .

5. Barry 5 will be in Milwaukee on dJanuary 16th to begin a
series of discussions and consultations on pilot projects -- as
you know it is not the Tack of needed projectsor knowledge of how
to do that is hampering advance here but rather the commurfity
mobilization process which, as clearly indicated here, seéms to
tag behind planning.

o

As you know, we will be in the United States towards the end of
February/earty March and will convene then a meeting of the
planners at which hopefully all these matters will be discussed.



However, if in the meanwhile the fact that materials will be
available by early February -- despite there being no commissions
yet in any of the communities Milwaukee, which is the more
advanced commynity, has a steering committee that will appoint
the commission) tr—pteee. If that fact will help credibility, then
we are pleased to make sure that they will be in hand.

Sincerely,






MEMORANDUM

T0: SHMUEL
FROM: ANNETTE
DATE: JANUARY 6, 1992

Hello Shmuel,

I'1T 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
following discussion that the field researchers would NOT
undertake this sort of research. Insofar as data will be
available, we will of course give it to communities. However our
research has a qualitative focus that does not involve the items
mentioned. Moreover (and I don't know how to tell this to
Shulamith effectively) I believe this 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 %ou 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 Shulamith being in there as
coordinator or facilitator only -- that would 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 "a
three year outline." If you find it, please have it faxed to me
immediately and I'11 take a position -- maybe bring up at lunch
time if appropriate Ellen's presentation to the senior policy
advisors group. To Shulamith you should say whatever we decide
later today about the paper and that we think it is great that
Ellen and/or Roberta should attend the meetin?. I suggest she
does not include "Lead Communities at Work." The memorandum on
the planners workshop is good enough and very accessible. 1
Su ?est 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 th sent ce at the top, add in parenthesis "refer to
~-amoran's paper."

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).



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")
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 tellin er "NO" about Claire and "NO" about "Lead
ommunities at Work" and that we will be back to her with the
rest tomorrow.

Qops -- Tlast minute thoughts: have a 1look -- 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 told to be inefficient until we know
more. So please have the right feelings: inefficient is great, is
what we want, is our trademark for yesterday.

Sincerely,

Annette






CONFIDENTIAL  -reooenes EYES O NLY

3 JANUARY 1993
To: MLM

From: AH and SF
Re: Transition strategy lor the CIJE

The following is the summary of our current thoughts and suggested strategy for the CIJE.
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 workpian for the Lead Communities project, and for the overall
CIE assignment,

Qur 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 Jonger-term option, but will not solve the short or medium term assignments.
Should be reconsidered at a later stage,

b. Appomnt S.Elster acting director. This would revert to last year's situation, with its
shortcomings.

c. Revert to the Commission structure: This alternative is offered for immediate consideration
-- and 1s the subject of the balance of this memo.



4. L ils:
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.Hoffman, M.Gurvis, JL.Elkin, S.Lee, (add 2
more eds) J. Woocher, S.Horowitz, A.Rotman, A.Schiff)

€. 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 commurities: 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 with communities; assistance to Holtz and all projects; facilitator of
contacts with Rabbis and Educators.

i. Ukeles 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 traiming: articulation of vision and ooals)

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 [nstitute would work as during the Commission: as management team with MLM
and HLZ: responsible for content with Holtz (responsible for educational content: the best
practices project; pilot projects); with Gamoran (evaluation project); with Elster (link with
communities; coordination and assistance to 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:

a. Short Term Tarcets

l. Bolster confidence in the CIJE, halt mixed messages that are being sent forth to
communities and constituencies.

L2



. Halt the dual trend affecting the content of work with communities- the ane i< "business as
usual " with nal change aspirations; the other. 11 the s¢ of the S

aspirations to Jong-term, profound change, and demands of communities that they re- _consider
priorities, leaderslnp 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.

b. First steps:

1. Decision to move ahead

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 ecach community

8. Visit communities -- do interviews and analyses

9. Plan next phase

c. Issues

1. What 15 the message (o 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 soine.)

3. How do we get everyone on board?

4. What if this plan does not work out?






MEMORANDUM

10: SF & SW
FROM: AH
DATE: DECEMBER 15, 1992

Re: Conversation with Marshall Levin

I had a conversation with Marshall Levin last night, the first of
what I beiieve will become a series.

We discussed the following:

1. A formal consulting relationship -- something I promised to
get back to him about immediately following our board meetings,
tf not before.

He very much wants to be involved at the heart of our efforts.

2. He told me that he is "very concerned about the conceptual
dissonance between the planners in lead communities and the
?1anners at the CIJE; the lay leaders in lead communities and the
ay leaders in the CIJE (he may have meant Jlay leaders versus
planners). He believes this dissonance needs to he quickly
addressed and he explained it as follows:

a. The field researchers are interviewing right now and asking
questions of people who have no idea of either the CIJE or the
Tead 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 hbook about us?; are
they bringing resources for the community? Marshall then goes on
to explaining what this is about. However, there is a total gap
between what the field researchers are doing on our orders and
what is in fact happening in the community.

b. The planners of the lead communities Jeft the meeting
feeling that Barry has no answers about how to do best practices
into a community. "Do you know what Barry answered us when we
asked: "How do you want people to use the hbest practices?’'? He
said: I don't know."!!

C. At the same time, Marshall 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 Jove to be the person to in fact do that.



3.~ He thinks that we need an intensive period of joint work to
address the next thinking steps and think them through anc¢ ~ome

p with a program M hing which he will | oy k
central 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 saﬁs
that the partnership has not been fleshed out between the
communities and the CIJE and that this is creating at the present
time a series of expectations that we are obviously 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., in formation such as best practices that will be usable
right away; expectation of financial resources; at the same time
some suspicion that well-intentioned 1a¥ leaders may have this
very gradiose idea, but that not much will 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.









Mr. Arthur Rotman December 10, 1992

Annette Hochstein

Dear Art,

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 wversions I
had.

As discussed at our meecting of November 23rd with MLM, theletters
do not represent the joint understandinc that would result from a
mutually agreed design of the preoject. Fkather, 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.
Y will certainly find cut 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,









mobilization for the local commission, funding, staffing, etc.

3. Negotiat~ fur"er the lett-~ -7 nde-~te~"i-- (c~---ate 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
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 Tocally with paid, dedicated staff --
planner or educational planner -- at Jleast half-time, but
nreferably full-time.

b. Set up the local commission and if it already exists,
ascertain the calibre of leadership.

C. Review the commission's assignments:

1. Prepare an action plan for the current year that would
inc?ude pilot projects in the areas of personnel and
community leadersnip (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).

2. Begin addressing the content and its application in
specific settings: introduction of the best practices
project -- beginning with supplementary schools and
early childhood programs (Barry Holtz).

3. Prepare a 5-year plan for dealing with the enabling
optgons and with the Israel Experience (see A Time to
Act).

4. Assessment of the community's Jewish educational system
-7 its resources, strengths, weaknesses. Begin perhaps
with a survey of the educators (their qualifications,
numbers, scope of positions, training needs) .-
Guides are forthcoming for the 5-year plan and the
assessment of the community's educational system.
(Ukeles and Meier.)

6. In sum, your meetings might include the following items:

a. Getting the leadership further onboard, comfortable with the
recommended process {see "c." ahove) -- the current year being a
?1ann1ng year and a year for pilot projects; joint design of the
ead communities project by the CIJE and the communities through



an ongoing planning effort throughout the vear. A desired outcome
of your visit would be the possibility fc¢ 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 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 Teaders 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 cammunity and the CIJE as to how work is
progressing and what the impact o° the effort is.

* * X X kK * x

B. BACKGROUND NOTES:

1. Since selection of the communities, the contacts with the
CIJE have dealt with the following: the fetter of understanding,
the field workers (monitoring, evaluation, feedback loop), the
November Planners’' Workshop in New York, selected contacts with
Jocal organizations. These contacts have involved Shulamith
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. ¥- now want to move
towards an action plan for the current year.

3. In each community one or more federation pianners have been
appointed to be currently the key local professionals for the
lead communities project. They do this in addition to their
normal workload, and until paid staff is hired. This places a
1imit on the amount of work that can be done at the present time.

4, In each community, a Tay person has taken the Jleadership
position, to be the Chair of the Lead Community Committee or
Commission. The calibre of leadership needs to be ascertained
(are these the "champions" that will give leadership and
resources to the project?).




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 waﬁs of finding out. Key CIJE leadersnip, such
as MLM or CRB, might heip in finding this out for lay leadership.

First steps have already been taken as regards federation
planners, Tlocal Jleaders who are CIJE board members, and
additional individuals.

* ok ok ok Kk ok ok

It is clear that there have been good beginnings and that certain
peopie have been informed of the project. Qur challenge now is to
find the appropriate 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.



MEMORANDUM

10: SHMUEL WYGODA
FROM: ANNETTE
DATE: DECEMBER 6, 1992

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 -
- 2?00-?.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 since we last spoke or met. It is important
that we keep up the contact with all the piayers, both at the

CIJE, Barry, Adam, Shulamith, Art -~ 1in 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 communities which
I hope will take place this and next week.

2. I have with me a fax on the letters of agreement. Please
Took at them; I believe I must write a memo about what needs to
be done differently with them, if anything.

?n follow-up and follow through, the following is a prelimimary
ist:

1. Barry needs to send a description of best practices to the
communities -— he i1s asking for & weeks on that. I don't know if
& 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 for 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 Shulamith has to be constant and ongoing: you
must know what she does and give her constant guidance on the
substance of 1t.



I must find a way of communicating with Adam Gamoran about what
has happened because I 1imagine that there will be a rather
distorted picture emerging from the field researchers.

See the current version of the letter of understanding as
negotiated by Ukeles last Tuesday and Wednesday. Please compare
it with the original text and Jlet's discuss it Tlater today
whether we have a problem, should go with the Jletters as they
are, or should in fact negotiate further.



Art Rotman November 4, 1992

Annette Hochstein

Dear Art,

Thanks for the confirmation of the staff seminar of November 19
and 20. We here have been working harc at trying to establish
what a first year workplan for lead communities might entail, and
therefore what the agenda of the staff meeting might include.
Here is where we come out:

The first year of work with lead communities includes the
following elements: the concept of lead community, the idea both
in its detajl and in its concept which says that the whole is
greater than its parts, needs to be introduced thoughtfully to
various populations 1in each lead community (educators, rabbis,
lay people, professionals and planners in the community}. One of
our assignments at the staff meeting would 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 meetings

meetings by groups in the Jead communities, meetings of ali
groups at a joint seminar convened by the CIJE, etc.).

The second element is the planning assignment which includes the
n d for the _ommunity to study its own {ucational 'si 1, 1
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 Tevel of detaill, data on attendance, etc.



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,. whatever local form it takes place, and would 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
include, among others, the implementation of probably several
prOJects suggested by 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 da

school principals; program for all supplementary schoo

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 in the lead communities,

we will have advanced the project significantly. I would iove to
discuss this with you whenever convenient on the phone.

Best regards,

Annette Hochstein



LEAD COMMUNITIES
A PARTIAL SCENARIO

TASK NAME

Nov

LOCAL CIJE

5-YEAR PLAN

4-6 PILOT PROJECTS

EDUCATORS’ SURVEY
BEST PRACTICES

MONITORING, EVALUATION, FEEDBACK

COI AUNICATIONS, NETWORKING



LEAD COMMUNITIES—A PARTIAL SCENARIO

NOVDJFMAMJJAISONOV

4-6 PILOT PROJECTS

PERSONNEL—IN SERVICE
P 1cipals & JCC Execs

2 eachers & Informal Eds from each Institution

1 New Hire

Israel Summer Seminar

Networking the 3 Communities

CO MMUNITY MOBILIZATION

National Leaders Mobilize Local Leaders

Leadership Training
CLAL Program for all Boards

Denominational Leadership Training

. Public Sessions on Vision & Best Practices



LEAD COMMUNITIES—A PARTIAL SCENARIO

LOCAL CIJE

1992

1983

Nov

Ji1d

Nov

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 Projects




LEAD COMMUNITIES—A PARTIAL S >ENARIO

EDUCATORS’ SURVEY

PLAN

REPRESENTATIVE TASKFORCE
STAFF (LOCAL UNIVERSITY?)
MOBILIZE & INVOLVE EDUCATORS
DESIGN

CARRY OUT

ANLLYZE

1932

Nov

Nov

\REPORT & DISCUSS FINDINGS



LEAD COMMUNITIES—A PARTIAL SCENARIO

EDUCATORS’ SURVEY

PLA |
REF IESENTATIVE TASKFORCE
STAFF (LOCAL UNIVERSITY?)
MOBILIZE & INVOLVE EDUCATORS
DESIGN

CARRY OUT

ANALYZE

REPORT & DISCUSS FINDINGS

1882

Nov

Nov




LEAD COMMUNITIES—A PARTIAL SCENARIO

BEST PRACTICES

IMPLEMENTATION PLANNED
Develop Method for Training

Develop Translation Method

6 AREAS COMPLETED

PROJECT PRESENTED

FIRST 2 AREAS SELLECTED
CONSULTANTS SELECTED & TRAINED

WORK WITH SUPPLEMENTARY SCHOOL
PRI"ICIPALS
Joint Planning of Implementation

NETWORK WITH EARLY CHILDHOOD TEACHERS
Joint Planning of Implementation

\PLAN ROUND 2 OF PROJECT

1992

18¢




LEAD COMMUNITIES—A PARTIAL SCENARIO

“AC {ITORING, EVALUATION, FEEDBACK

DES GN FEEDBACK LOOP

ONGOING WORK

3 REPORTS

1992

1993

Nov

Nov




LEAD COMMUNITIES—A PARTIAL SCENARIO

Nov |[D JJFIMIAIM]JJJ]|AJS|{O{ Nov |[D|J]|F

5-YEAR PLAN (SEE SEPARATE)

ASSESSMENT OF EDUCATIONAL SYSTEM
Prepare Detailed Guide

Profi :
Inventory
Educators’ Survey

Achievement Measures
Clients’ Survey
Etc.

THE LAN—-ROUND 1
Prepare Detailed Guide

Staff

Taskforce Set-Up

Gi e Assistance as Needed
Etc.




LEAD COMMUNITIES—A PARTIAL SCENARIO

(23)

COMMUNICATIONS, NETWOF {ING

1992

1893

199:

Nov

JId

Nov

PLAN — STAFF — CARRY OUT

CIJE TO CONTINENTAL COMMUNITY
Momentum Maintained

CIJE TO LEAD COMMUNITIES
All Constituencies Know

LEAD COMMUNITIES TO EACH OTHER
Shared Learning

LEA ) COMMUNITIES TO COMMUNITY-AT-LARGE

@ 6 96 © 0 0o ©




CIMPLEMENTATION OF THE RECOMMENDATIONS )
BUILDING THE PROFESSION

In-service training launched

Educators’ survey completed — taskforces
dealing with implications

Best practices

Networking—various

2 new hires

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 CONTENT &
COORDINATION QUALITY

Partners: JESNA, JCCA, CJF

Purveyors: Training tnstitutions,
CLAL, CAJE

Foundations: CRB, MAF, Blaustein

Experts/Consultants

Best Practices

Monitoring,
Evaluation,

LEAD Feedback/Loop
ENGAGEMENT &
PARTICIPATION COMMUNITY

Local Committee
Actors Within Community / T \

COMMUNICATIONS FUNDING PLANNING
& DISSEMINATION FACILITATION ASSISTANCE
innovations & Links to Foundations & - Self-Study
Improvements Organizations Programs

Best Practices 5-Year Plan




LEAD COMMUNITY

|IMPLEMENTS CONVENES
Initiates & ENGAGES
Coordinates
o All Actors
Facilitates \ / Lay Leaders
Educators
Rabbis
pevetops | | OCAL i
RESOURCES COMMITTEE
Human
Financial
Leadership / \
MONITORS PLANS
implementation Self-Study
CIJ E Programs
5-Year Plan




JRAFT 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
r Implexentazticn  The CIJT is nct a dirsct provider cf sexv-

CL
ces.,

[l

b. The CIJE is a mechanism of the North American Jewish Community
“2r the development of Jewish education. Cptinally an increasing

-mber of leacers would see it as their organization for purcoses
of ecucational endeavors.

€. It will always ke a small organization with few staff and high
standards of excallence. We assume that its staff will includs,
in addition to the executive director and an administrative sup-
vort staff, a planner and a chief education officer as wall as
pcssibly some addition staff with content expertise.

d. The plan is based on *he assumption that the assignment in-
cludes fundraising for the CIJE and for the CIJE's contrikution
to Lead Communities.

B. Establishing Lead Comnnunities

The bulk of the CIJE's work for this coming vear, will be the

'vo-active efforis reguired to establish lezd communitiss, to

gulde them and guarantee *he content, the sccpe and the cuality

of implementaticn, and to help raise the necessary funds for the
s

CIJZ's share in their work, as well as for the iLead Communitie
Themselves (the CIJE's role in funding was debated at the August
neatings —-- I am not sure that this formulation accurately re-
tlects the debkate).

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
rraoject and o the CIJT's suprort role.

43



2. Prepare CILJE staff for the assignment with LC's and have
periodic staff meetings for ongoing work. Items 1 and 2 involve
"I ther pr “iminary development of the concept of Lead Communiji-
ties, its translation intc specific content and practice.

3. Offer ongoing guidance and backing to the two suppor<
projects: Best Practices and Monitoring, Evaluation, Feedback.

4. Launch the dialogue with lay and professionai leadersnip in
each LC towards an understanding of the broad lines of the
project, an agreed upcon process for the project and the formula-
Tion of an agresement or csntract. The chreonology is to ke deter-
mined. In particular we discussed the guestion 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. Whataver +he Cecisicn, +he
dialogue with communities would revolve around the concept of
Lead Community, the terms of the project, the planning and
decision-making process, the relaticnsnip with the CIJE - includ-
ing funding and the two projects.

5. Work with educators and rabbis in the commurity: they usually
have strong views, commitmants and expectations on which we will
want toc build.

6. Convene an ongeoing (monthly?) planning seminar cf the Lead
Comnunities 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 be avalil-
able talent joining forces for the design and planning work.
This will also provide a basis for networking among L's.

The chara :r of the first meeting, to be convened as scon as
possible, is yet to be determined (e.g. should it be a major
meeting aimed at socializing, acguainting, familiarizing the
leacdership (lay and professional) with the ideas, staff, actors,
projects, foundations, related to the CIJE, or should it be a
smalle m ting of several representatives of each ¢ ammunity 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 organization and ongoing trouble=-
sheoting). Prepare guidelines and discuss then with “he communi-
~ies. Assist as needed in the establishment of a strong planning
group (committee, commission) with wall-to-wall representation.

b> Negotiate with foundatioens, 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 %heir role Zor
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5) OngOancontactsw1thconst1tuenc1es(organlzatlons purv---ars

of programs, fo datit¢ ;I | I 3¢ | educateors,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) lan 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 meonths (please note: areas 1,2,and 3 belocw
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 racuired (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 o
communities) to capitalize con good will, initial interests, local
initiatives. This should initially include 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 prOJECL and methodology of the
Moniteoring, Ev “uation Feedback project

and meeting with programs and representatives of programmatic
foundatior (CRB for Israel; Melton for the adult mini-school;
Revson for media; etc...)

* launch a communications p*og*am that will continue the work
begun with the publication of "A Time to Act".

In tz2o many guariers the work of the CISE is not known. This
limits our effectiveness, particularly with reference to fun-
¢ aising, and 1 't 3 on impor nt opportu ‘ti Ior community
mopilization.

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 _ialified € .catc 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 gualified personnel in
terms of both pre-service and in-service trazining (beyond the
grants to the training instituticens) etc...In the course of the
current yvear we may want to begin the planning the work. (I
believe this requires initially an in-house or ccommissiconed 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 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 Ccmnmunities
(see above).
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Fall Seminar -— Some Suggestions

An event to start work, inform, sSet the ferms, create +the cia-—
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 conwu“ity rlus
CIJE staff and consultants, as well as lay people for part of the
meetings)

a.Conmunities introduce themselves, their views, hopes, ideas,
past acnievements, etc..

E. The CIJZI introduces the present state 3f the Lead Community
idea -- i%ts evolution from the Commission £> today. The notion of
these commnunities as spearheads for systemic change -- for ad-
c¢ressing the preoblems of Jewish education/continuity.

2. Lay leaders to lay-leaders --— issues of funding and community
mopilizaticn

2. Vision and goals: p“esenuatlon and discussion followed by work
ith representatives of the training instituticns and others who
will be leading this effort.

tr

b
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s: Eku:l

[l

{7l

¢, Procisessionels, efucatcocrs, ra T OwWIoTlk

commitments, convictions.

o, - -y o -
wDoOn Loel .y

a.discussion of the project, the process, getting to work

b. The Best Practices prcject: presentation and discussicn-—-—
includes consultants on content

c. Mcnitoring, Zvaluation and Feedback :sane
d. Planning :

-~ self study

—-—- riloz projec=

-=- cne vear plan

~— Five vyear plan

-~ The ongoing CIJE seminar
5. networking among Lead Communities
6. Meetings with corganizatians, purveyers c¢I rragranms and
granmatic Foundations: ~- to discuss specific interests
projects:

-= in-service training rrcgrans

-— CAJE
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7. Closing

JESNA

JCCh

the Melton mini-school
the CRB Foundation
etc..

session and discussion

of next steps
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1992 1993
Task Name starl End Sep| Ocl [ Nov| Dec| Jan | Feb! Mar] Apr [ May| Jun | Jul [ Aug]Sep| Oct[Nov]D
Lead Communilies 15/Sep/92| 02/Sep/93 : R RO TR R TR A %imm B
16/5ep/92) 15/5ep/92
Launch Aclivitics 15/Sep/82| 02/Sep/93
Prepare wrillen guidelines (i5/Sep/92[ 20/0cty92
 Wrillen agreement 15/Sepf92| 30/Sep/92 | .
¢ Planning guidelincs 15/Sep/92; 20/0cl/82
MNegotiale Agreement 15/Sep/82) 30/Nav/S2
Presen! project lo Communily 15/Sep/92} 01/Dec/92
CIJE staff preparation 15/Sep/92| 01/Dec/92
Launch Moniloring 15/Sep/82| 26/Aug/93|
Inlroduce in communily 15/5ep/92| 25/5ep/92
Develop {eedback loop 15/Sep/82} 30/Nov/92
Sel lerms for firsl repod 15/Sep/92] 27/MNov/92
Feedback from findings 19/Jan/93] 26/Aug/93
Launch Best Praclices 15/8ep/92| 02/Sep/93| _
introduce 15/5ep/02| J0/Nov/92
develop method 15/S5epf92) 02/5ep/93
provide consullanls 15/5epf92| 02/Sep/93
Vision project 15/8en/92| 31/Aug/93
develop piojecl 15/Sep92| 31/Auqgl9d
work wilh IHJL elc.. 15/Sep/92) 26/Aug/83
infroduce in_communities 16/Nov/92} 26/Au0/93
Convene first planning seminar 01/Dec/92| 01/Deci92
Comimuaily process 15/Sep/92] 26/A10/93
Work wilh educators, ratibis 15/Sep/92| 27/AuQ/93) PEN RIS o -
Planning guidance 15/Sep/92| 26/Aug/ald BRSSO AT
Sell study 06/Nov/92| A0/ADr/83 DT
Flrs! year plan 15/Sepf92| 31/Dec/92
Pilol projecls 08/Feh/93| 08/Feh/93 .
Five year plan 01/Dec/92| 26/Aug/g3| T
Work with foundalions 15/Sepf92| 26/Aug/93 ik IS
Work with program purveyors 15/Sep/92| 26/Aug/93 .“—__--—
Work wilh_nalional organizalions 15/Sep/92| 26/Aug/93
Funding facililalion 15/Sen/92| 26/Aug/93

)

Mrinled: 15/Sep/92
Page 1

Milesione

s

Surnmary T



LS

CIJE -- Workplan -- Draft

Task Name Slarl End 1992 1993 A
Sep{ Oct | Nov [ Dec| Jan | Feb | Mar| Apr | May( Jun | Jul |Aug| Sep! Oct [ Nov
Appoinl stalf consullant 15/Sep/92| 15/Sep/92| ¢ -
Develop Networking belween communili | 01/Dec/82| 01/Dec/92
Communicalions and pr 15/Sep/92) 26/Aug/93
Gear up towards implemenialion 10/Augf93) 10/Aug/od A
15/Sep/92| 15/Sep/92
Ongoing 15/Sep/92| 02/Sep/93 TR .
Fundraising 15/Sep/92| 26/Aug/93 .
Board meelings 14/Feb/93| 14/Feb/93
Board Commitlees 15/5ep/92! 15/Sep/92
Execulive Cominillee 29/Nov/92| 29/Nov/92] 4
Senior Advisors 31/Ccl/92| 31/0cl92 Ja
Planning Seminar 30/Mov/92| 26/May/93 -
Mobilizing conslitulencies 15/Sep/92| 31/Aug/93 by i
National organizalions _15/Sep/92] 30/Aug/93
Puveyors of programs 15/5ep/82| 26/Aug/93
Foundations 15/Sep/92| 26/Aug/a3
Individuais 15/Sep/92; 31/Aug/9
Educators and Rabbis 15/Sep/92{ 26/Aug/9
Stalf seminars 18/0cl/92] 18/0cl/9. A A A A
Ongoing quidance lo projecls 15/8ep/92| 09/Aug/93
Networking . 15/Sep/9.  12/Sep/93] e
Plan years two and three 12/Julf931 30/Aug/93
15/8ep/92) 15/5ep/92| &
Community Mobilization and Communicali | 15/Sep/92| 01/Sep/92 TR T
Plan 08/Jan/93| 26/Aug/9:
From 3 o 23 07/Jan/93]| 01/Sep/83| |
Communications program 07/Jan/t  31/Aug/g3 o
15/Sep/92| 15/Sep/92| A
Building the Profession 15/8ep/92] 08/Sep/93| s B
Plan 16/Mar/9  08/Sep/93
15/Sep/9 15/Sep/32 /£ | o
Develop a Research capability 16/Aug/8  16/Aug/9? A
Cecide o next sleps 16/Aug/9s) 16/Aug/9: A
\ T J
Prinled: 15/Sep/92 Milestone A Summary mewEn
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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 implementaticon The CIJE is not a direct provider of serv-
ices.

The CIJE is a mechanism of the North American Jewish Community
Tor the development of Jewish education. Optimally an increasing
number of leaders would see it as their organization for purposes
of educaticnal 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 coming year, will ke the
pro-active efforts reguired 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 rele 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.




Prepare CIJE staff for the assignment with LC's and have
veriodic staff meetings for ongoing work., Items 1 and 2 involve
‘urther preliminary development of the concept of Lead Communi-

:les, its translation into specific content and practice.

. Offer ongoing guidance and backing to the two suppoert
irojects: Best Practices and Monitoring, Evaluation, Feedback.

t. Launch the dialogue with lay and professional leadership in
r:ach LC towards an understanding of the broad lines of the
yroject, an agreed upon process for the project and the formula-
ion of an agreement or contract. The chronology is to be deter-
nined. In particular we discussed the question of whether we
sught to push for rapid, written agreement, or rather engage in a
joint learning process that would lead to agreement when the
Jommunities are more knowledgeable. Whatever the decision, the
lialogue with communities would revolve around the concect of
Lead Community, the terms of the project, the planning and
iecision-making process, the relationship with the CIJE - includ-
ir 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 IC's. Given the innovative and experimental nature of the
project much needs to be worked cut 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, 1s yet to be determined (e.g. should it be a major
meeting aimed at socializing, acquainting, familiarizing the
leadership (lay and professicnal) with the ideas, staff, actors,
projects, foundations, related to the CIJE, or should it be a

‘aller meeting of several representatives of each community and
of the CIJE (see appendix B for possible scenario).

7. Set up the variocus expert contributions of the CIJE:

a> Provide planning guidance and guidance for the community
mobilization process (Community organization and ongoing trouble-
shooting). Prepare guidelines and discuss them with the communi-
ties. Assist as needed in the establishment of a strong planaing
group {(committee, commission) with wall-to-wall representation.

b> Negotiate with foundations, organizations and purveyors of
programs the nature of their involvement and their contributien
o Lead "Communities. Begin training them for the assignment (e.g.
discuss the institutiens 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 JCccA, JESNA, CAJE, CLAL; approach program-oriented
foundations with specific programs). This requi 2s preparing
background dc 1ments 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: '

1> The self-study ?
2> The one-year plan b
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. !

£> 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 1ucational consultants available for specific
needs {e.g. deveiop 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 C~~" 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) 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.

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 -- until the CIJE's workleoad 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 adt : mir -schoo
Revsan for media; etec...)

* launch a communications program that will continue the work
begqun with the publication of "A Time to Act".

In too many guarters 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 and very limited work was done
to date.

2. Building the Profession of Jewish educatiom




In order to deal with the shortage ot qualified educators a
thoughtful plan needs ) be prepared conc 1ing acti a1  a2qu’ i
at the central or continental level. We have deferred dea..ng
with issues such as a portable benefits plan, salary policies;
what would it take to meet the shortage of gualified personnel in
terns 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 effort 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, Estaplishing Lead Communities
({see above),







7. Clesing

JESNA

JCCA

the Melton mini-school
the CRB Foundaticn
etc..

session and discussion of next steps
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1 1992 1993 )
Task Name Slal End Sep| Qct[ Nov| Dec| Jan | Feb| Mar| Apr[May[ Jun] Jul |Aug]Sep| Oct[Nov|D
Lea Zommunilies 15/Sep/92| 02/Sep/83| F= IF o053 : TELEH
15/8ep/92| 15iSepi92
Launch Activilies 15/5ep/92| 02/Sep/93]
Prepare wrilten guidelines 15/Sep/82| 20/0Oct/82
Wrilten agreement 15/Sep/82| 30/Jep/92
Planning guidelines 15/Sep/92| 20/0cy92
Negotiale Agreement 15/Sep/92| 30/Nov/92
Present project lo Communily 15/Sep/92{ 01/0ec/92
CLJE sialf preparalion 15/Sep/92] 01/0Dec/92
Launch Moniloring 15/Sep/92| 26/Aug/93
Inlroduce in community 15/5ep/92| 25/Sep/92
Develop feedback loop 15/Sep/92| 30/Nov/92
Sel termns for firsl report 15/Sep/92| 27/Nov/92
Feedback from findings 19/Jan/83| 26/Aug/83
Launch Best Pracfices 15/Sep/92| 02/Sep/33 .
introduce 15/Sep/92| 30/Nov/a2
develop method 15/Sep/82| 02/Seplad
pravide consullanis 15/Sep/92| 02/Sepl/33
Vision project 15/Gep/92| 31/Aug/93
develop project 15/Sep/82| 31/Aug/g3
work with THJL elc.. 15/5ep/92| 26/Aug/93
introduce in communilies 16/Nov/92! 26/Aug/9d
Convene first planning seminar 01/Dec/92! 01/Dec/92
Community process 15/Sep/82| 25/Aug/93
Work with educators, rabbis 15/Sep/92| 27/Augf93 _
Planning guidance 15/Sep/92| 26/Aug/93)
Self study 06/Nov/92| I0/ApI93
First year plan 15/Sep/82| 31/Dec/82
Pilot projects 08/Fel/93| 08/Feh/93
Five year plan 01/Dec/92] 26/Aug/9l _
Work with foundalions 15/5ep/92; 26/Aug/93
Woark wilh program purveyors 15/S5ep/92| 26/Aug/93
Wark wilh _nalional organizaligns 15/5ep/92) 26/Auq/93
Funding facililation 15/5ep/92| 26/Aug/93 )
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1992 1993
Task Name Slart End Sep| Oct|Nov| Dec| Jan | Feh| Mar| Apr|May| Jun! Jul | Aug | Sep| Oct |[Nov|D

A int staff consultant 15/Sep/92| 15/5ep/92
Do velop Nelworking belween cammuniti | 01/Dec/92j 01/Dec/92
Communications and pr 16/Sep/92| 26/Aug/93
Gear up lowards implementation 10/Aug/93| 10/Aug/93
15/Sep/92| 15/Sep/92
Ongoing 15/Sep/92) 02/Sep/93
Fundraising 15/8ep/92| 26/Aug/93
Board meelings 14/Feb/93| 14/Feb/93
Board Commiltees 15/Sep/92| 15/Sepf92

Executive Commitiee 29/Nov/92] 28/Nov/92 A
Senior Advisors 31/Qcl/92| 31/0ct/92
Planning Seminar 30/Nov/92] 26/May/93
Mohilizing constilutencies 15/Sep/92] 31/Aug/93
National organizations 15/Sep/92| 30/Aug/9d
Puveyors of programs 15/Sep/92| 26/Aug/93
Foundalions 15/5ep/92| 26/Aug/93
Individuals 15/Sep/92| 31/Aug/93]
Educators and Rabbis 15/5ep/92| 26/Aug/93
Stalf_seminars _18/0ct/92| 18/0Ocl/g2
©ngaing guidance 1o projects 15/Sep/92| 09/Aug/93
Nelworking 15/Sep/92| 02/5ep/93
Plan years two and three 12/Jul/93| 30/Aug/93;
15/Sep/92| 15/Sep/92
Community Mobilization and Cemmunicati | 15/Sep/92| 01/5ep/93
N 08/Jan/93| 26/Aug/93
From 3 to 23 07/Jan/93| 01/Sep/93
Communications pregram 07/Jan/93| 31/Aug/93
15/5ep/92| 15/Sep/82
Building the Profession 15/Sep/92| 08/Sep/93
N 10/Mar/93| 08/Sep/93
16/Sep/92| 15/Sep/92
Develop a Research capabilily 16/Aug/93( 16/Aug/93
Decide on next steps 16/Aug/93| 16/Aug/fad

J
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1. At the communal leve® 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,

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 Rmerican Jewry, and that they will demand of communities to
face complex dilemmas and choices (e.g., the nature and level of
commitment that educational institutjons will demand and aspire
to). At the same time they will res-focus the educational debate
cn 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 scheools in Lead Communities}. .

\

D. BUILDING THE PROFESSION OF JEWISH EDUCATION

Communities will want to address the shortage of gualified perscnnel
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
curriculur development, or a director of Israel programming.

3. :velop ongeoing in-service education for mos® educators in

the community, by pregrammatic area or by subject matter (e.g.the

teaching of history in supplementary scheools; 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 edtcation of all Reform

supplementary school staff. Yeshiva University would do so for

day-schools) ’

4

5. Recruit highly motivated graduates of day schools whe are
students at the universities in the Lead Community to commit

thenselves to multi-year assignments as educateors in supplemen—
tary schocls 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 invelv ent of front-1j educa—
tors in the Lead Community deve™ . pment process.)

Sinultanecusly 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 tralnlng capa-—
bility for Jewish educaters in Nerth America.

E. DEVELQPING COMMUNITY SUPPORT
This will be undertaken as follows:
1. Establishing a wall to wall coalition in each Lead

Community, including the Federation, the congregcations, day
schocls, JCCs, Hillel etc..

2. Developing a special relationship to rabbis and synagogues.
2. Identify a lay "Champion" who will recruit a leadership
group that will drive the Lead community process.

4, Increase local funding for Jewish education.

S. Develop a vision for Jewish education in the community.

6. Involve the professiocnals in a partnersnip to develop this

vision and a plan for its linementatlon

7. Establish a local lleementatlon mechanism with a profes-
sional head.

8. Encourage an ongoing public discussicn of and advocacy for
Jewish education.

F. THE ROLE QF THE CIJE IN ESTABLISHING LEAD COMMUNITIES:

The CIJE, through its staff, consultants and projects will
facilitate implementation of programs 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 offer Lead Communities
examples of educational practice in key settlngs, methaeds, and

topics, and will assist the communities in "importing,"
"translating," -"re-inventing" best practices for their local
settings. .



The

Best Practices initiative has several interrelated

dimensions. In the first year (1991/92) the project deals with

best

practices in the following areas:

-~ Supplementary schools

~- Early childhood pragranms

~- 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-
raecruited to work in an area {(e.g., JCCs). These experts are
brought together teo define what characterizes best practices
in their area, (e.g., a good supplementary school has effec-
tive metheds for the tesaching of Hebrew).

b. The experts then seek out existing examples of gecd
programs in the fileld. They undertace site visits to
programs and report about these in writing.

As lead communities bhegin to weork, experts from the above
team will be brought into the lead community to aoffer
guidance about specific new ideas and programs, as well as
to help import a besit practice into that community.

2. Monitering ZEvaiuation Feedback

The CIJE has established an evaluation project. Its purpcse is
three-fold:

a. £0o carry out ongeing monitering of pregress in Lead
Communities, in order te assist community leaders, planners
and educators in thelr work. A reseasarcher will! be commis-
sioned for each Lead Community and will cellect and analyze
data and offer it to practitianers for thelr consideration.
The purpose of this process is to improve and correct
implementation in each Lead Community.

b. to evaluate preogress in Lead Commurnities -- assessing,
as time goes on, the impact and effectiveness oI each
pregram, and Lts suitability for reglication 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 preograms; 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
leng tarm to the publication of a periodic "state of Jewish
education" report as suggested by the Commission.

wn
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c. The feedback-loop: flndlngs of monitoring and
evaluat’ ' yn activities w®'l be ‘ Y annel=4 ta
local ana CIJE planning activities in craer to affec. chem
and act as an ongeing corrective. In ° .is manner there will

be a rapid exchange of %knowledge and mutual influence
betwesn 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 guestions:

(a) What are the wvisions for change in Jewish education
held by members of the communities? How do the visions vary
among ‘diffarent individuals or segments of the communitv?
How vague or specific are these visions?

(b) What 1s the extent of community mobilization for
Jewish education? Who is involved, and whe 1s not? How broad
is the coalition supporting the CT ‘s efforts? How deep is
par_1c1pat10n within the wvariagus agenc1es’ For example,
bevond 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 professicnal life of educators
in this community? Under what conditions do teachers and
principals work? For example, what are <zhelr salaries and
benefits? Ars school faculties cohesive, or fragmented? Do
vrincipals have offices? What are the physical conditiens of
classrooms? Is thers administrative support for innovaticon
aneong teachers?

The first question is essential for =s%tablishing that
specific goals exist for improving Jewish educaticn, and for
dl5c1051ng what these goals are. The second and third
questions concern the "enabling options" decided upon in A
Time to Act , the areas of improvenent which ar= essential
to the success of Lead communities: mobilizing community
supporT, and building a profession of Jewish education.

Prafaessicnal services:

The CIJE will offer professional services to Lead Communities,
including:

a. Educational c¢onsultants to help introduce best
practices.

b. Field resesarchers for monitoring, evaluation and feed-
back, .
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C. Planning assistancs as required.
d. Assistance in mobilizing the community.
4. Funding facilitation

The CIJSE will establish and nurture contacts between foundations
interested in speclific programmatic areas and Lead Communities
that are developing and experimenting with such programs {e.qg.,
“ne CRB Foundations and youth trips to Israel; MAF and personnel
training; Blaustein and research).

z. Links with purveyors or supporters of programs

The CIJEZ will develop partnerships between naticrnal organizations
(e.g., JCTA, ClLAL, JESNA, CATZ), training insctituticns and Lead
Communities. These purvevors will undextake specific assignments
T2 Teat specific nasds within Lead Communities.

G. LEAD COMMUNITES AT WORK

The Lead Community itself will work in a mannexr very similar to
that of the CIJE. In fact, it is proposed that a local "CIJE" be
astablished wo be the mechanism that will plan and sa2 to the

implementation and monitoring of pregrams.

what will this local mechanism (the local planning group) do?

a. It will convene all the actors;
o. -t will launch an ongeing planning process; and
z. It will deal with <ontent in the following manner.
1. It will make sure thaz the contant is articulatad and

is implemented.

2. Together with the taam of the Best Practices project
and with the Chief Education Officer, it will integrats the
various content and programmatic componencts into a whale.
For example: it will integrate formal and informal programs.
It will see to it that in any given area (e.g., Israel
exrerience) the vision piece, the goals,:are articulatad by
the various actors and at the various levels:

- bv individual institutions
- by the denominations e
- by the community 35 a whole. 1

1.

TN

In addition, dealing with the content will inveolve having a
"dream department" or "blueskying unit," aimed at dealing
with innevations and change in the procrams in the community
(this is elabtorated in a separate paper).
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E. LAUNCHING THE LEAD COMMUNITY -- YEAR ONE

During its first year (1992/93) the precject will include the
falle+ing:

1. Negotiate an agreement with the CIJE including:

a. Detail of mutual obligations;

b. Process 1issues -- working relations within the
community and between the community, the CIJE and other
organizations

c. Funding issues;

d. Cther.

Establish 2 lecal planning group, with a professicnal stafs
and with wall-to-wall representation.
3. Gearing-up activities, e.g., preparxe a l-year plan,
undertake a self-study (see 6§ below), prepare & 5-year plan.

1, Locate and hire saveral outstanding educators from outside
the community to begin work the follaowing year (1393/94).

. Praliminary implementation "of pilot projects that result
rom pricr studies, incarests, communal pricrities.

iy

6. Undertake an educational salf-study, as part of the planning
activities: - '

Most communities have recently completed sccial and demographic
stucdlies. Some have begun to deal with the issue of Jewish conti-
nuity and have taskforce reports on thesa, 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 educaticn in that communitv. It

e
eed 7]

w321l include some of the Zollowing elemencts:

a. Assessment of needs and of target groups (clients).
o, Rates of participation.
C. Preliminary assessment of the educators in the community

{e.g., their educaticnal backgrounds).

The self-study will be linked with the work of %the monitoring,
evaluation and feedback projec:.

Scme of the definiticon of the study and some of the data collec—

tion wWill be undertaken with the help of that project’s field
resaarcher.

* Kk F% K kX * h *
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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;

Maobilize community support to the cause of Jewish education;

Develop aresearch capability which will provide the knowledge needed to informdecisions
and guide development. In Lead Communities this will be undertaken through the
monitoring, evaluation and feedback project;

Establish an implementation mechanism at the loca. level, paraliel to the Council for
Initiatives in Jewish Education, to be a catalyst for the implementation of these recom-
mendations;

The fifth recommendation is, of course, the lead community itself, to function as a local
laboratory for Jewish education,

(The implementation of recommendations at the continental level is discussed in separate docu-
ments.)

B. THE SCOPE OF THE PROJECT

L.

A Lead Commuunity 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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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:
e Supplementary Schools
e Day Schools
o JC(Cs
e [srael programs
e 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:

o Adult learning

Family education

o Summer camping
o Campus programs
e Frc.

4. Most or all institutions of a given area might be involved in the program (e.g. most or all
supplementary schools).

5. Alarge proportion of the community's Jewish population would be involved.

C. VISION

A Lead Community will be characterized by its ongeing 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:

e adolescents have a command of spoken Hebrew;

e intermarriage decreases;

o many adults study classic Jewish texts;

® cducators are qualified and engaged in ongoing training;

e supplementary school attendance has increased dramatically;



LEAD COMMUNITIES AT WORK

& alocally produced Jewish history curriculum is changing the way the subject s addressed
in formal education;

o 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 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 Jewish education. First steps have
already been taken (e.g., JTS preparing itself to take this role for Conservative schools in
Lead Communities).

™ BUILDIN™ "HE PROFESSION OF JEWISH EDUCATION

Communities may want to address the shortage of qualified personnel for Jewish education in
some of the following ways:

L. 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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4.

5.

6.

Invite training institutions and other national resources to joinin 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.)

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.

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 Americi.

E. DEVELOPING COMMUNITY SUPPORT

This could be undertaken as follows:

L

e

Establishing a wall-to-wall coalition in each Lead Community, including the Federation,
the congregations, day schools, JCCs, Hillel etc...

Developing a special relationship to rabbis and synagogues.

Identify a tay “Champion”™ who will recruit a leadership group that will drive the Lead
Community process.

Increase local funding for Jewish education.
Develop a vision for Jewish education in the community.

Involve the professionals in a partnership to develop this visionanda, anforitsimplemen-
tation.

Establish a local implementation mechanism with a professional head.

Encourage an ongoing public discussion of and advocacy for Jewish education.
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F. THE ROLE OF THE CIJE IN ESTABLISHING LEAD COM-
MUNITIES

The CUE, through its staff, consultants and projects will facilitate implementation of
programs and will ensu:  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 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

w
x
*

F

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 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 CLIE 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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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 pians 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-
muntties? 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 supperting 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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the “enabling options” decided upon inA 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.
¢. Planning assistance as required.
d. Assistance in mobilizing the community.
4. FUNDING FACILITATION

The CIJE 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 PURVEYQORS OR SUPPORTERS OF PROGRAMS

The CIJE will develop partnerships between national organizations (e.g., JCCA, CLAL,
JESNA, CAJE), training institutions and Lead Communities. These purveyors could
undertake specific assignments to nieet specific needs within Lead Cominunities.

G. LEAD COMMUNITES AT WORK

The Lead Community itself could work in a manner very similar to that of the CIJE. In fact, it
is proposed that a local commission be established to be the mechanisin that will plan and see
to the implementation and monitoring of programs.

What would this local mechanism (the local plannir~ group) * ?
a. It would convene all the actors;
b. It would launch an ongoeing planning process; and

¢. It would deal with content in the following manner,
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L. 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:

e 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

¢. Funding issues;

d. Other.

2. Establish a local planning group, with a professional staff and with wall-tg-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,
cormmunal priorities.

6. Undertake an educational self-study, as part of the planning activities:
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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 tmportant 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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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 aliso the
means or the place where the other recommendations will be played

out and impiemented. Indeed, a lead community will demonstrate
locaily, 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 wil be

undertaken through the monitoring, evaluation and
feedback project;

4. Establish an implementation mechanism at the Tlocal
level, parallel to the Council for Initiatives in
Jewish Education, to be a «catalyst for the
implementation of these recommendations;:

5. The fifth recommendation is, of course, the lead
community itself, to function as a local laboratory for
Jewish education.

B. THE SCOPE OF THE PROJECT

1. A Lead Community will be an entire community engaged in a
major development and improvement progrem of its Jewish educa-
tion. 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
whege the necessary resources are secured to meet additional
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 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 educa-

ior 1 reas those 1n which most people are involved at some
point in their Tifetime:

- Supplementary Schools
-Day Schools

- JCCs

- Israel Erograms

- 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 Tearning
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. Educational, rabbinic and lay leaders
/73 will project a vision of what the community hopes to achijeve
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:

- adnlascents have a command of spoken Hebrew;

in 1k *ia  de -eases;

many adults study classic Jewish texts;

educators are qualified and engaged in ongoing training:

supplementary school attendance has increased dramatica11y;

a locally produced Jewish history curriculum is changing the

way the suhject is addressed in formal education;

- the local Jewish press is educating through the high level of
its coverage of key issues.

tor

The vision, tt- goals, the content of Jewish ducation will be
addressed at twu 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 Tevel of individual institutions or groups of insti-
tutions of similar views (e.g., all Reform schools), educators,



rab?is, 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., JTS Ereparing 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:

L. 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
curricuium 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 other national resources to
join in the effort, and invite them to undertake specific assign-
ments in lead communities. (E.g. Hebrew Union Co]]e?e 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
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-Tine educa-
tors in the Lead Community development process.)

Simultaneously the CIJE has undertaken to deal with continental



initiatives to fmprove 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 Lead
Community, including the Federation, the congregations, day
schools, JCCs, Hillel etc..

2. Developing a special relationship to rabbis and synagogues.
3. Identifr a lay "Champion" who will recruit a leadership
group that will drive the Lead community process.

4. Increase Tocal 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 implementation.

7. Establish a Tlocal 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, through its staff, consultants and projects will
facilitate implementation of programs and will ensure continental
1npg¥ g?to 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 offer Lead Communities
examples of educational practice in key settings, methods, and
topics, and will assist the communities 1in "importing,"
"trans1at1ng," "re-inventing" best practices for their local
settings.

The Best - _
Practices initiative has several interrelated dimen- sions. In

the first year (1991/92) the project deals with best practices in
the following areas:

—-= Supplementary schools



-~ Early childhood programs

-- '2wish community centers

-- wvay 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.q., 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 lead communities begin to work, experts from the above
team will 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 bprogress 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 analjy
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 progress in Lead Communities -- assessing,
as time goes on, the impact and effectiveness of each
program, and its suitability for replication ~1s-~h--¢

Evaluation will be conducted by a variety of mev..0as. uvata
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; 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 wiil contribute in the
long term to the publication of a periodic "state of Jewish
education" report as suggested by the Commission.

cC. The feedback-1o0p: findings of monitoring and
evaluation activities will be continuously channeled to
Tocal 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 ac.ptation 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 visi~rg for change in Jewish education
held by members of the cuwwunities? How do the visions vary
among different individuals or segments of the community?
How vague or specific are these visions?

Sb). What is the extent of community mobilization for
ewish education? Who is involved, and who is not? How broad
is the coalition supporting the CIJE's efforts? How deep is
Bart1cipation within the various agencies? For example,

eyond a small core of leaders, 1is there grass-roots
involvement in the community? To what extent is the
community mobilized finmancially as well as 1in human
resources?

(c) What is the nature of the professional 1ife of educators
in this community? Under what conditions do teachers and
Brincipa1s work? For example, what are their salaries and
enefits? Are school faculties 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 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 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.

J. el Z2rvices:

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 1in mobilizing the community.



4. Funding facilitation

The CIJE will establish and nur*re  ntg rtween four atior
interested in_specific programmacic areas ana Lead Communities
that are developing and experimenting with such programs (e.q.
the CRB Foundations and youth trips to Israel; MAF and personne1
training; Blaustein and research).

5. Links with  purveyors or supporters of programs

The CIJE will deve]q? artnerships between national organizations
e.g., JCCA, CLAL, JESNA, CAJE), training institutions and Lead
ommunities. These purveyors will undertake specific assignments

to meet specific needs within Lead Communities.

G. LEAD 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 Jocal "CIJE"
should be established to be the mechanisn that will plan and see
to the implementation and monitor the programs. What will this
local mechanism (from hereonin: "the local planning group") do?

a. It will convene all the actors;
b. It will launch ar ongoing planning process; and
C. 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 Barry Holtz and his team, and with
Shulamith Elster integrate the various content components
and programmatic components into a whole. For example:
integrate forma! and informal prog¢rams. In terms of the
Israel Experience that the vision piece, the goals, are
articulated by the various actors and at the various levels:
-= by individual institutions

-— by the denominations

-— by the communmity as a whole.

In addition, dealing with the content will involve having a
"dream department" or "blueskying unit," 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:






