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DAAFT FOR DISCUSSION ONLY THE CIJE—PRELIMINARY WORKPLAN SEPTEMBER 1992

THE CIJE—PRELIMINARY WORKPLAN

1992/1993

A. Function, Structure and Staffing Assumptions

The following assumptions guide this plan:

1.

12
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Thre 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
consuliations.

The CIJE is a mechanism of the North American Jewish community for the development
of Jewish education. Optimally an increasing number of leaders would see it as their
organization for purposes of educational endeavours.

It will always be a smuall 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, aplanner, a chief education officer,  director of research and community
projects, as well as possibly some additional st " with content expertise.

The plan is based on the assumption that the assignment includes fundraising for the CHE
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 CITE'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

e Immediate: Preparation, Negotiations and Launch

1.

-3

1

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 assipnment 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 10 the two support projects: Best Practices and
Monitoring, Evaluation and Feedback.

Launch the dialogue with lay and professional leadership in each I.C towards an under-
sianding of the broad lines of the project, an agreed-upon process for the project and the
formulation of an agreement or contract. The chronology is to be determined. IN par-
ticular, we discussed the question of whether we ought to push for rapid, written agreement,
or rather engage in a joint learning process that would lead to agreement when the
communities are more knowledgeable. Whatever the decision, the dialogue with the
communities would revolve around the concept of Lead Community, the terms of the
project, the planning and decisionmaking process, the relationship with the CIJE — includ-
ing funding and the two projects.

Work with educators and rabbis in the community: thev 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 vet 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

L2
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b)

d)

1)
i)

discuss them with the communities. Assist as needed in the establishment of a sirong

Negotiate with foundations, organizations and purveyors of programs the nature of
their mvolvement 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 theit role for the articulation of visions or
goals of Jewish education; work with the JCCA, JESNA, CAJE, CLAL; approach
program-oriented foundations with specific programs). This requires preparing back-
ground documents—for example, what would the Israel experience be in a lead
community —and discussing with the appropriate organization or foundation their
interest in taking all or part of the program upon themselves.

Provide funding facilitation as required.

Provide planning guidance for:

1) The self-study

2) The one-vear 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 communmity
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 Januarv 1993),

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

Appoint a key staff consulitant for each community to mediate the content (community
mobilization; building the profession) and make educational consultants available for
specific needs (e.g., develop in-service training programs for early childhood
educators; re-invent a best practice supplementary schocl model into the communiry).

Develop nerworking between communities.

Develop means of communications and P.R.

8. Toward the end of the year: gear-up towards implementation
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o 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.

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 vear).

7) Guidance 1o key projects.
8) Networking with educators, organizations and institutions.

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

D.Beyond Lead Communities:

Major areas of endeavor of the CITE 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 cormmunities, 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 CITE’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.).
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e Taunch a communications program that will continue the work begun with the publi-
cation of A Time t0 Act.

In 100 many quarters the work of the CIJE is not known. This lirnits our effectiveness,
particularly with reference to fundraising, and misses on important opportunities for com-
munity mobilization,

This area has not vet been planned and very limited work was done to date.
2. Building the profession of Jewish educarion

In order to deal with the shortage of qualified educators a thoughtful plan needs 1o be
prepared concerning action required at the central or continental level. We have deferred
dealing with issues such as a portable benefits plan, salary policies, what would it take to meet
the shortage of qualified personnel in terms of both pre-service and in-service training
(beyond the grants to the training institutions), etc. In the course of the current year we may
want 1o begin planning of the work. (I believe this requires initially an in-house or commis-
sioned planning piece.}

3. Developing a research capability

Two steps were taken so far; the development of two major research projects to support the
development effort in lead communities (Holiz and Gamoran) and the preparation of a
background paper bv Dr. Isa Aron. We have not yet founc financial support for this project.

4. Establishing lead communities

(See above).
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Fall Seminar— Some Suggestions

Anm event to start work, inform, set the terms, create the dialopue.

The components might include:

1.

2

fad

Ln

General meeting of CIJE and lead community representatives re: the project in general
and the CIJE's contribution. Includes CIJE and lead community lay leadership (10-20

people per community plus CIJE staff and consultants, as well as lay people for part of the
meetings).

n
(=}

b.

Communities introduce themselves, their views, hopes, ideas, past achievements, ete,

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 svstemic
change - for addressing the problems of Jewish education/continuity.

Lay leaders to lay leaders —issues of funding and community mobilization.

Vision and goals: preseniation and discussion followed by work with representatives of the
training institutions and others who will be leading this effort.

Professionals, educators. rabbis: build upon their work. commitments, convictions.

a.

b.

Discussion of the project, the process, getting 1o work.

The Best Practices Project: presentation and discussion —includes consuitants on
content.

Monitoring, Evaluation and Feedback: same.

Planning:

self-study

pilot projects

one vear plan

five year plan

the ongotng CIJE seminar

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

in-service training programs

CAJE

JESNA

JCCA

the Melton mini-school

the CRB foundation

etc.

7. Closing session and discussion of next steps.

(]



COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

Maiing Address:
163 Thed Avenue #128 . New York, NY 10002
Phone: (212) 532-1941 » Fox: (212} 213-4078

Orfica of the Chair
Moron L. Mandlst

December 21, 1982

Dear ClJE Board Member:

"...A huge bombshell has been dropped in our midst -- the CJF National Jewish
Populaten Survey...Only a major sea change in the priorities of the American
Jewish community which will place Jewish education -- a systematically
reformed Jewish educaticn -- at the tcp of the agenda can provide hope against
a mouniing tidal wave of assimilation which threatens to engulf us.”

This highly charged cail to action was delivered by S{uart Eizenstai to the
delegates of the CJF General Assemoly ir November during a day devoted to
Jewisn continuity and identity. | was pleased to chair the panel at which Stu
presentad these remarks. As | listened to nis wise comments, | couldn't help but
teel a considerable degree of satsiaction inthe knowledge that CIJE is playing a
leading role in this process of change.

Dunng the GA, we hosted an informal gathering for delegates from our three Lead
Communities and those of our Board who couid attend it was an emotianal high
to hear leaders of Atlanta, Baltimore, and Milwaukee speak with great
enthusiasm about the Lead Communities Project.

As you are aware, these are three very different communities but each is now
engaged in the planning process with us at a pace that reflects their unique
communal structure.

Cansidering the diversity of our three Lead Communities, of primary importance
to the Lead Communities Project is the documentation af pow real change in
Jewish education is accomplished. To tnhat eng we nave impiemenied the
Menitaring, Evaluation, and Feedback Project. Three proiessicnals, each
with her own area of expertise in education and research, are already at work in
the Lead Communities to collect and analyze data on an ongoing basis. This
information will provide communities with a meaningful tooi far evawating
themseives and the process and progress of change.

But this Project serves an even greater purpose. We have never held the
conviction that there is only one right way of achieving success. Therefare we
also see the Monitoring, Evatuation,ana Feecoack rroject as & means for us 1o
deveiop .well-tested guidelines for change which can be utilized in any
community.






COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
1992-83 BOARD OF DIRECTORS

David Arnow

1114 Ave. of the Americas
New York, NY 10036
Phone: {212) 868-8700
FAX: (212) 921-4867

Mandell Berman

29100 Nerthwestern Highway
Southfieid, Ml 48304

Phone: (313) 3563-8290
FAX: {313) 353-3520

Charles Bronfman

1170 Peel Street, Suite 800
Montreal, Quebec H3B 4P2
Phone: (514} 878-5201
FAX: (514) 878-5296

Gerald Canen

Central Metais

950 Marietta Street
Atlanta, GA 30318
Phone: {404} 874-7564
FAX: (404) 885-7515

John Colman

4 Briar Lane

Glencoe, IL 60022
Phone: (708) 835-120%9
FAX: (708) 835-4994

Maurice Carson

The Wexner Foundation
41 S. High Street
Columbus, OH 43215
Phone: (614} 461-8112
FAX: (614)461-8276

Ms. Susan Crown

Art & Ida Crown Memorial
222 N, LaSalle Street
Suite 2000

Chicagae, IL 60601-1102
Phone: (312) 893-5030
FAX: (312)

irwin Field

Liberty Vegetabie Qil Company
P.O. Box 4236

Cerritos, CA 80703

Phone: (310) 821-3567

FAX: (310} 802-3476

Max M. Fisher

Fisher Building

3011 Grand Boulevard
Detroit, Ml 48202
Phone: {313) 871-8000
FAX: (313) 871-5634

Charles H, Goodman
222 North LaSalle Street
Chicago, IL 60601
Phone: {312) 8339-5020
Fax: (312) 899-5038

Alfred Gottschalk

Hebrew Union College
3101 Clitton Avenue
Cincinnat, OH 45220-2488
Phone: (513) 221-1875
FAX: {513) 221-2810

AnthLr Green

Reccnstructionist Rabbinical
Coiiege

Church Rd. & Greenwcod Ave.

Wyncote, PA 19095

Phone: (215) 576-0800

FAX. (2158) 576-6143

Neil Greenbaum
Sachnoff & Weaver, Lid.
30 S. Wacker Drive
Chicago, IL 60606-4784
Phone: (312) 207-3852
FAX: {312) 207-6400






Esther Leah Ritz

829 N. Astor Street #2107-8
Milwaukee, W1 53202
Phone: {414) 291-9220
FAX: (414) 291-0207

Richard Scheuer

81 Associates

350 Fifth Ayenue, Suite 3410
New York, NY 10118

Phone: (212) 947-9008
FAX: (212) 695-4248

[smar Schorsch

Jewish Theological Seminary
3080 Broadway

New York, NY 10027

Phone: (212) 678-8072
FAX: (212)678-8947

Isadore Twersky

Harvard University
Center for Jewish Studies
6 Divinity Avenue
Cambridge, MA 02138
Phone: (617) 495-4326
FAX: (617) 496-8904

Bennett Yanowitz

Kahn, Kleinman, Yanowitz &
Arnson

2600 Erieview Tower

Cleveland. OH 44114

Phone: (216) 696-3311

FAX: {216) 696-1009
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COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

Mailing Address:
163 Third Avenua #1238, New York, NY 100023
Phong: {212) 532-1961 « Fax: (212) 213-4078

Offfce of the Chair
Morton L. Mondiel

December 21, 1992

Cear CIJE Board Member:

“.Ahuge bombshell has been dropped in our midst -- the CJF Nationa! Jewish
Population Survey...QOnly & major sea change In the priorities of the American
Jewish community which will place Jewish education -- a systematically
reformed Jewish education -- at the top of the agenda can provide hope against
a mounting tidal wave of assimilation which threatens to engulf us.”

This highly charged call {o action was delivered by Stuart Eizenstat to the
delegates of the CJF General Assembly in November curing a day devoted to
Jewish continuity and identity. | was pleased to chair the panel at which Stu
presented these remarks. As | listened to his wise comments, | couldn't help but
teel a considerable degree of satisfaction in the knowledge that CIJE is playing a
teading role in this process ot change.

During the GA, we hosted an informal gathering tor dalagates from our three Lead
Communities and those of cur Board who couid attend 1t was an emotional high
to hear leaders of Atianta, Baltimore, and Milwaukee speak with great
enthusiasm about the Lead Communities Project.

Az you are aware, these are three very different communities but each is now
engaged in the planning process with us at a pace that reflects their unique
communal structure.

Considering tne diversity of our three Lead Communitics, of primary importance
to the Lead Communities Project is the documentation of fiow real change in
Jewish education is acgomplished., To that end we have implemented the
Monitoring, Evaiuatlon, and Feedback Project. Three professionals, each
with her own area of expertise in education and research, are already at work in
the Lead Communities to collect and analyze data on an ongoing basis. This
information will provide communities with a meaningful tool for evaluating
themselves and the process and progress of change.

But this Project serves an even greater purpose. We have never held the
conviction that there is only one right way of achieving success. Therefore we
also see the Monitoring, Evaluation.and Feedback Project as a means for us to
develop well-tested guidelines for change which can be utilized in any
community.
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MINUTES

COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
BOARD OF DIRECTORS MEETING
August 25, 1992
10:00 AM.-3:30 P.M.
UJA-Federation of Jewish Philanthropies

New York, NY

Aliendance;

Board Members: David Arnow, Mandell Berman, Charles Bronfman, Gera!d Cohen, John Coiman,
Alfred Gottsehalk, Neii Greenbaum, Thomas Mausdortf, David Mirschhorn, Mark
Lainer, Norman Lamm, Morton Mandel, Melvin Merians, Charles Ralner, Esther
Leah Ritz, Richard Scheuer, Isadore Twersky, Bennell Yanowitz

Policy Advisors Shutamith Elster, Seymour Fox, Elien Goldring, Annette Hochstein, Stephen

Consuliants, Hofiman, Barry Hoiltz, Stanley Horowilz, Marlin Kraar, Virginia Levi, Arthur

and Staff. Naparsiek, Arthur Rotman, Jo Ann Schatter, Jacob Ukeles, Jonathan Woocher,
Henry Zucker

(. Welcome and Introductory Remarks

Mr. Mandel called the meeting to order at 10:00 a.m. and weicomed participanis to the fourth
meeting of he CIJE Board. He reviewed the Agenda and then iniroduced firsi-time attendees Dr.
Ellen Goidring, a CIJE staff member, and Jo Ann Schafier, Assistant 1o Art Botman.

Il. In i X

Mr. Mandel prefaced his remarks by saying that in seeking an Executive Director for CIJE, the
Search Commutiee confirmed the need for the American Jewish community to cultivaie
pretessional faient, The Commitiee was therefore espedally pleased that Art Roiman agreed to
serve 2s Executive Director of CIJE while retaining his position as Director of the Jewish
Community Cenlers Association. CIJE has enlered into a Purchase of Services agreement wilh
JCCA for certain facilities, services and personnel 1o run the CIJE operalion.

Mr. Mandel thanked Siephen Hofiman for serving as the interim Executive Directeor and noted his
pleasure in welcoming Mr. Rotman to his position as the Executive Director of CIJE.

Mr. Rotman said thal he had accepted this position because of his own assessment of the enterprise
and his desire 10 play a part in its success. He said that the Purchase of Service agreement would
allow him to utilize the experlise of several JCCA executives. Mr. Rotman added thal he was
excited by the opporlunity of working with the kind of people involved in this endeavor,
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Papulation Study and mplica

The chair introduced Dr. Norman Lamm, President of Yeshiva University, a member of the
Commission, and now a member of the CIJE Board, to give his reactions tc the CJF Population
Study.

Dr. Lamm noted that the most shocking thing about the fact thal out- marriage in the Jewish
community in North American is now about 52-53% is that anyone was shocked at all. He laid
much of the btame on the diluted Jawish education chiidren now receive.

Dr. Lamm betlieves that the the full extent and meaning of this calastrophe has still not been
absorbed by the Jewish community. He questions the wisdom of communities investing their
limited resources in outreach programs to those with a non-Jewish spouse, thus reducing the
funds available to educate Jewish children.

Dr. Lamm noled that this problem affects Jewish communities woridwide, including Israel, and
the only remedy he sees is in a program of intensive Jewish education. However this loss of Jews
10 the community will alsc make it more difficult 1o financially sustain Jewish education. He
urged everyone in the room 1o “play to your strength and not to your weakness” by focusing away
from marginai Jews and on those of more serious commitment. Dr. Lamm added that this Board
"1s the best and grealest hope for a new infusion of leadership, ideas, resources, and moral
support” for the Jewish educalional system.

I . . Worl

Mr. Mandel stated that the Lead Communities Proieclt may be a key factor in the success of
American Jewish continuity and educaticn. He noted that this is a high risk and expensive
enlerprise, bul has the potential to improve the situatior subsiantially.

Mr. Mandel called on Mrs. Annette Hochstein, a consuitant to the CIJE who has helped design the
content and shape the general thrust of the Lead Communties Project.

A. Mrs. Hochstein reviewed the five recommendations of the Commission on Jewish Education in
North America: (1) to eslablish the CIJE, which has been done; {2) to build the profession of
Jewish education -- four major granis have already been awarded 1o improve training
opporlunities for Jewish education; {3} to mobillze community support -- the number of
Jewish community leaders with Jewish education as a top priority is growing, but more needs
to be done; (4} to develop a research capabilily -- background work has begun in this area;
and (5} to esiablish the Lead Communities Project, to be discussed at this meeting.

The nine candidales for Lead Communities were: Atlanta, Ballimore, Bosion, Columbus,
MelroWest, Milwaukee, Oakland, Ottawa and Palm Beach.

The Lead Community process will engage an entire community in major efforts to develop and
improve programs in Jewish education. The purpose is to demonstrate wha! can be
accomplished with an infusion of outstanding personnel, the recognition by the community and
its leadership of the importance of Jewish education, and the commitmeni of the necessary
resources to meet addilional needs.

The Lead Community project will be characterized by the content, scope and gqualily of the
endeavor. Each communily will emphasize two basic elements: building the profession of

2
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Jewish educalion to mest the shortage of qualified Jewish educators, and mobilizing
community support. In addition, each will articulate their visions and goals.

It is envisioned that the Lead Community will hire 2-3 outstanding educators o energize its
education workforca. The community will also develop intensive in-service ftraining
programs for its educators. It is expecied that within 5 years virtually all educators in the
community will be parlicipating in on-going in-service 1Iraining, that new forms of
recruitment will be developed, and that the terms of employment (salaries and benafits) will
be improved. In addition, there is a need for leadership 10 be engaged in and knowledgeable
about Jewish education. Each Lead Community should have one or more leaders who would
ensure that Jewish education is a priority. There should be increased funding for Jewish
education in the communlly; an on-going public debate regarding goals and visions: and a
wall-to-wall coalition of key lay leaders, rabbis, and educators.

A Lead Community must also be characierizad by the scope of its endeavor: most institutions
in the community dealing with Jewish educalion wili be involved in the Project which should
touch the lives of most members of the community.

CIJE has initiated two projects {0 help ensuring the quality of work in Lead Communities. To
discuss the first of these projects, Mrs. Hochstein introduced Dr, Barry Hoitz, the Director of
the Meiton Center for Jewish Education at the Jewish Theological Seminary of America, who
has been directing the Best Practices Project for the past year.

. Best Practices Projec!

Dr. Holtz explained that the aim of the Best Practices Project is to create an inventory of best
practices in contemporary Jewish education fo provide Lead Communities with examples of
excellence and models which thay can adapt and implement. A secondary mission of the Project
is to create a knowiedge base about North American Jewish education which will be of use 1o
Jewish educators throughout the U.S. and Canada.

The Project began by determining the areas of Jeawish education on which to focus. A team of
experis has been or will be formed in each area to identify successful programs, conduct site
visits, and prepared written reports.

There are currently four areas being examined:

+  Work in the area of supplementary schools, where the majority of children in Nosth
America get their Jewish education, is nearing completion. This area is perceived as a
particularly weak componeni of Jewish education.

» An examination of early childhood Jewish education wilt begin in September. Successiul

programs will be those that result in a high proportion of children that go on to other
forms of Jewish education.

» The third area is the Israel experience. The work of the CAB Foundation in this area will
serve as the basis for recommendations.

» The fourth area of study will be the JCC world. The JCC Association will help 1o identily
outstanding Jewish educational programming in the Jewish Community Center worid.

For 1992.93 four new areas will be studied: the day school, the college campus, summer
camps, and adult Jewish education.
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Implementation of examples of Besl Practices remains to be designed. The Lead Communities
wili learn about a new project by vislting i, by bringing the people from that project inio the
community, and by creating seminars for is educators so they can learn how to adapt that
example 1o their community.

Dr. Holtz noted that the team remains gpen 1o what he calls the "Depariment of Dreams" --
innovative ideas in Jewish educalion that have not yet been implemented and which may
inspire Lead Communities 10 move in new directions in Jewish education.

. Monitoring. E . { Feedback Projec

Mrs. Hochstein continued, stating thal in order to gauge the impact and effectiveness of
programs, the CIJE has hired Dr. Adam Gamoran of the University of Wisconsin to head its
project for monitoring, evaluating and providing teedback in the Lead Communities.

Three field researchers have been hired to perform this function. The researchiers witl collect
and analyze data and offer it to community leaders and praclitioners for their immediate
consideration. The purpose Is to improve and correzt implementation while the work is going
on so thal, when needed, change can occur immediately.

In addition, we will be evaluating progress and assessing the impact, effectiveness, and
replicability of programs. Lead Communities as a concept for sysiemic change will also be
studied. The resulling data base will be used fo assess the state of Jewish education in North

America. This work may result in a periodical on "the State of Jewish Education” as suggested
by the Commission.

During 1992-83 tha researchers wili focus on three guestions:

(1) What visions for change in Jewish education are currenlly heid by members of the
community?

{2) To whal extent is the community mobllized, not only in terms of leadership, but
financialiy as well.

(3) What is the professional life of educators in the community like?

in addition, during the first year the Lead Communities will be asked to undertake a "self-
study"” which will help determine the nex! sleps for implementation.

The Lead Communilies will be invited to form a local commitiee to serve as the locus of
responsibility for the implementation of the Project. The role of the Lead Community
Commitiee will be 10 convene all isaders, educaiors, rabbis, and institulions in the community
and invite them 1o join in the decision making, planning, and implementation of the Project.
During the first year it is expected that the local commiliee will prepare a one year pian for
1992-83, undertake a salf-study, begin 1o develop pilol programs, and draw up a five-year
implementation plan. The Committee will manage the process of Impiementation by
coordinating the efforts of various agencies, by initiating programs and efforts where
required, and by facilitating improvement where necessary.
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Lead C ilies Seleci]

Mr. Mandel explained that Chuck Ratner had been asked to chair the Lead Communities Ssiection
Committee, He praised Ms. Ratner as an exceptional Chair who brought to this task not only a
fine, ctear mind, but also a Jewish hearl.

Mr. Ratner stated that the 57 communities invited to participate in the Project represented 3.5
million of the 5.5 million Jews in the United Stales. Twenty-three responded within a very short
time frame with proposals of exceptionally high quality.

Mr. Ratner expressed pleasure in working with the commitiee, comprised of Charles Brontman,
John Colman, Tim Hausdorff, David Hirschhorn, Mark Lainer, Mort Mandet, Mel Merians and
Lester Pollack, and with staff support from Sieve Hoffman, Shulamith Elster, Art Rotman, Jack
Ukeles, and Jim Meier. He noted that the process was as honest 25 any he'd been involved with; it
was certainly fair; and very tough -- for the communities as weli as for the Committee.

Mr. Ratner then introduced Dr. Jacob Ukeles to explain the process of selection.

Di. Ukeies reported that 57 communities received program guidelines; 34 participated in a
nationai salellite teleconference, and 23 submitted proposals, Each proposal was reviewaed by two
four-person panais. An overalt rating and & composite score was agreed upon for each proposal
and the rasuits were submitted to the Lead Communities Selection Commiltee .

The finalist communities were Atlanta, Baltimore, Boston, Columbus, MetroWest, Milwaukes,
Oaktand, Otlawa and Palm Beach County.

Prior to the final selection of the Lead Communities, site visits were conducted by Board
members, professionals and staff members. The finalists were asked additional queslions based on
gaps in their preliminary proposals. Levels of participation in educationa! programs,
information on campaign results, &nd spending on Jewish education were reviewed as clues to the
level of financial commitment and capacity. Leadership, financial resources, program, planning,
and inslitutional human resources were considered in detsrmining whether a candidate might be
successful as 2 Lead Community.

There were two important, unaniicipaled by-products of this process: (1} the site visits
increased the understanding and enthusiasm for the Lead Communities Project across the
contineny; and (2) the site visits themselves acted as calzlysts in many communities 1o advance
the commitment io iocal Iniliatives {or excellence in Jewish education. Communities reported
that these visits helped local advocates for Jewish educalion focus attention, generate excitement
and heighten community interest in Jewish educalion.

Board member John Coiman was asked to describe his sile visil to Milwaukee.

He reported that he, Shulamith Elsier, and Sol Greenfield of the JCC Association had visited
Milwaukee looking for symploms of strengths and weakness in the community. They were
conscious of the fact that they were dealing wilh firsl impressions and were aware of the
imporlance of putting the communily's presentation in perspective.

Following the site visit they evaluated their impressions and summarized them for the Commiitee.

Mr. Ratner spoke about the most significant tension with which Commitiee members had to
contend: the issue of picking communities that would have the best chance to succeed vs. those
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¢ nunities with the greatest need. It was decided that the priority was to pick ihe three
communities that were most likely to succeed.

The Committee recommended that Ballimore, Alianta, and Milwaukee be invited to become Lead
Communities. Each is involved in building the profession and each has brought new 1alent to the
community in the very receni past; each has mobilized community support and demonslrated
leadership on both tha lay and professional levels; and. each has a vision and articulated goals.

The Commitiee also recommeandad that the three communities be asked to enter into a formal letier
of understanding with CIJE which would clarity the roles of each in the partnership.

Before the final vote was taken, Mr. Manda! stressed that the decision is not final between the CIJE
and Atlanta, Baltimore, and Milwaukes unill both sides are satisfied on details. The
recommendalion that Baltimore, Atlanta and Miiwaukes be invited to join CIJE in the Lead
Communities Project was passed unanimously.

in the discussion that followed, it was suggested that the Board consider at some future date the
growing suburbanization or small town movement within the Jewish communily. There are
increasing numbers of cammunilies too small o mainlain a rabbi and a congregation. The JCC
Associalion's lay leadership model for mititary communities might be used for such a purpose.

Concluding Comments

The meeting ended with the thoughtful concluding comments ot Mandell Berman, past President of the
CuJF and JESNA,

Mr. Berman spoke aboul his involvement in Jewish educatipn which began in the 1950s. He noted
that at thal time there was very litite commitment among lay leaders to Jewish education. He
adgmitted that four years ago when it was decided to form a commission to study issues affeciing
Jawish education and recommend new directions, he was skeptical. However, he would be leaving
ihis meeting with his skepticism dissipated. He had watched the process; waiched as leaders from
around the Jewish community were sensitized to the issues. Mr. Berman noled that this is only a
beginning, but he was enthusiastic. He felt that this group was committed to making a difference..
"For that, Mort, | thank you."
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COUNCIL FOR TNITIATIVES 1IN JEWISH EDUCATION
SENIDR POLICY ADVISORS
JakUARY 7, 1992
12:30 - 4:30 P .M.
TEE JEWISH AGENCY
NEW TORKX CITY .

Attendance

Robert Abramson, Jack Bieler, David Dubin, Shulamich Elster, Sylvia
Errenberg, Darrell Friedman, Irving Creenberg, Robert Hirt, Stephen Hoffman,
Barry Holrz, Richard Joel, Martin Kraar, Virginia Levi, James Meier, Archur
Rotman, Jeffrey Schein, Alvin Schiff, Barry Shrage, Eliot Spack, Daniel Syme,
Jacob Ukeles, Jonathan Woocher

Copv to

Josh Elwin, Sam Fisher, Joshua Fishman, Seymour Fox, CGene Greenzweilg, Annettes
Hochstein, Sara Lee, Morton L. Mandel, Daniel Pekarsky, Bernard Reisman,
Stephen Solender, Henry L. Zucker

I. YHelcome and Introductzery Remarks

Shulamich Elster welcomed senior policy advisors and thanked The Jewish
Agency for its hospitalicy in hosting the meeting. She announced the
addicion of Darrell Friedman, Fresident of Asscciated Jewish Charities
& Welfare Fund, Inc. of Baltimore and Jeffrey Schein of the Cleveland
College of Jewish Studies to the senior policy advisors and welcomed
them to their first meeting. She introduced ccnsultants Barry Holrz,
Jim Meier, and Jack LUkeles.

IT. Report on CIJE Activicies

Scephen Hoffman, Acting Director of the CIJE, reported that activircies
since the August meeting have focused primarily on the development of
che Lead Communities project. He norted great excitement for the
concept, expressed concerns which have been heightened by the CJF
demographie study, and described the desire and willingness on the parc
of many communities te try new approaches on behalf of Jewish
education.

In conjunction with the Lead Communities preject, the CIJE has launched
the Best Practices project (See III: Bestc Practices), and has worked
wich consultants on the development of a system of momicering,
evaluation, and feedback for applicarion in the Lead Communities and
the development of a research capabilicy.

L)
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f has consulted with a wide ranpge of lay and professional leaders
ewish education and Jewish communal service to ensure thac the

agenda of the CIJE refleccs the concerns of the denominations,
professional organizatiens, and training institutions.

A search committee of the board has undertaken a search for a full-tiae

dire
Shul

Best

ctor and hopes to have concluded by mid-February. At present,
amith Elster remains cthe single full-time sctaff member,

Practices

A,

Reporc

Barry Holtz, Director of the Best Practices Project, reminded the
group that one of the recommendations of the Commission was te
develop an inventory of best practices fer use in supporting che
Lead Communicies project and for dissemiracion te the education
community. The first step in this project was to select the first
programmatic area from tha list of 23 options. There was strong
agreement among those polled on the centrality of the supplementarw
scheol to any project focusing on Jewish eduecation.

The process of developing an inventory of best practices in
supplemencary schools will hopefully serve as a model for the
development of similar invenctori{es in the other areas. The panel
has no illusions of collecting every good example. It was noted
that what is being sought are good examples which can serve as
models te the Lead Communities and the field.

A& team of professional educaters, knowledgeable and experienced in
supplemencary school education, met for twe days in December to
begin to define exemplary pracrtice in supplementary school
education and to establish criteria for the selection of best
practices. Members of the team will be visiting schools and
summarizing their findings. A guide is now being prepared, library
research will be conducted with the assistance of JESNA, and
examples will be ldentified of supplementary schools which meet the
criteria. Senior policy advisors will recelve the cricteria and
will be asked to make suggestions. The process will be refined as
it progresses,

Discussion

In the discussion that followed, it was suggested that academics
and practitioners may have different views of a successful

program. Both should be consulted during the process. Lt was also
noted that the success of some programs depends on the individuals,
staff members and principals, while others have a history of
success and that this should be considered among the criteria. It
was suggested that a look at "best practices" include both goed
programs and the good policies that help make them successful.
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There 15 a concern that an inventory of best practices could
"freeze the field." Ic will be imporcant to encourage innovative
and pioneering projects and approaches as well,

A question was raised about the timing of the project relative rto
Lead Communities. Lead Communities will require a year o develop
a plan, during which time it is anticipated that inventories of
best pracctices will have been developed in at least 13-4
programmatic areas,

it was suggested that the best practices project not be viewed as
orientad toward radical change, an approach which has not worked in
education In the past. Best practice is intended to introduce
"first order change,” which is more likely to succeed. Senior
policy advisors were optimiscic about the possibilicy of
successfully implementing change within the Lead Community context.

We should proceed with what can have an early lopact while
encouraging further study of more major opportunities for change in
the future. It was suggested that the 1%92 CAJE conference feature
cthe Best Fractices Project and involve a large number of educators
on its behalf,

The lLead Communitjies Project

Papers describing the rationale, guidelines for potential participancs,
and ctimetable for the Lead Communities project had been distribuced in
advance. These matverials prepared by Jack Ukeles and Jim Meier were
reviewed in a presentatien by Jack Ukeles. His presentation was
followed by extensive discussion.

It was suggested that the selection criceria include replicability as a
criterion. Rather than focusing solely eon replicabilicy, we may be
seeking sites in which we can learn lessons about what does and does
not work. It was suggested that where not all criteria meet the
guidelines, the review committee will have to make decisions. Our
ultimace goal is to find models that can succeed.

Concerns were raised abour limiting city size to 200,000. It was
suggested that New York City or lLos Angeles might wish to propose a
county or reglon as a Lead Community. It was agreed that the selection
committee would consider such applications, 1f submirted.

Arguments were made both for extending the timetable and for retaining
it as proposed. Some suggested that systemic change cannct be planned
in so short a time, while others noted the urgency of moving quickly.
It was suggested that the process might be simplified by eliminating a
step or by asking that the vision be developed following selection
rather cthan in advance. It was noted, on the other hand, that many
communities have begun commission or planning processes similar to that
reguired by the CIJE and are in a position to move relatively guickly.



LLloum Fage

[

Conncil tor Initiatives in Jewish Education Page 4
Sanmuary 7, 1992

I: was hoped that Lead Communities would be encouraged zo work togather
and thaz they would be asked to share experiences and expertise witch
other cpmmunities outside the Lead Community group.

It was suggested that the materials clarify the commitment of CIJE to
the process and be more specific abeout what CILJE will effer.

V. The chair concluded cthe meeting wich thanks to all whe participated.
She norted that the suggestions made would be carefully considered as
the CIJE moves forward with beoth the best practices and lLead
Communities projects,

She indicated that Adam Gamoran's proposal on monitorimg, evaluation,
and feedback would be sent with these minutes and that senior policy
advisors will be kept informed as each of the projects moves ahead, I=
is anticipated thact this group will meet again in March or April.



COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
MINUTES: Lead Communities Planning Workshop
DATE OF MEETING: November 23-24, 1992
DATE MINUTES ISSUED: December 9, 1992

PARTICIPANTS : Lauren Azoulai, Chaim Borwinick, Shulamith Elscer,
Seymour Fox, Steven Galfand, Roberta Goodman, Annette
Hochstein, Barry Holtz, Nancy Kutler, Marshall Levin,
Daniel Marom, James Meier, Howard WNeistein, Arthur
Rotman, Claire Rettenberg, Julie Tammivaara, Jack
Ukeles, Jonachon Woocher, Shmuel Wygoda, Virginia
Levi (Sec'y)

1. Velcome and Introductions

The meeting opened with the introductien of participants and welcoming
remarks by Arthur Rotman, Executive Directeor of CIJE. Mr. Rotman
reviewed the agenda and noted the importazce of the Lead Communities
in implementing the recommendations of the Commission on Jewish
Education in North America.

Represencatives of the three communities were then asked to provide
brief sketches vE their work in Jewish education as a context for
further discussion.

A. Atlanca

Aclanca has a growing Jewish populaticn. In cthe early '80s
atlanta conduccted a dumographic study of the local Jewish
community, followad by the development of a strategic plan.
Included was a recommendation to reorganize the services of the
Bureau of Jewish Education, reassigning functional responsibiliry
to other appropriate agencies. Atlanta has five day schools. It
is warking with the CRB Foundation on the developmentc of Israel
experience programs, has a Commission on Jewish Concinuicy. and
has recently established a Jewish Education Fund.

B. Baltimore

Balcimeore has a stable Jewish population of 92,000, A twe-year
planning iniciative concluded in 1990 with a series of
recommendacions including the need teo increase funding for Jewish
educatction (has been increased from 25% to 33%}) and the
establishment of a commission to look at the local Jewish
education system, now in its third year. Outcomes include a
strategic plan for Jewish education and the establishment of a
Fund for Jewsish Educarion which is currently undertaking a $10
million campaign. Day and supplementary schools are beginning to
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It was concluded that Jewish education must be raised to a
level which permits it to compete with the many alternatives
available. This can best be accomplished by bringing local
and continental resources together, by working intensively in
limited settings, by working through programs, and by
constantly monitering, evaluacing, and providing feedback,

B. The Task ahead

Mrs. Hochstein suggested a list of possible actions, some of which
should be under way within the next year. This refleccs the sense
that communities wish to see concrere signs of progress as early
as possible. One or mere of the fellowing should be undertaken as
the communicy procecds with the planning process.

1.

Pilot projects rto be undertaken in personnel and communicy
mobilizartion. In an effort to mobilize local top leaders,
CIJE proposes te bring a member of its board to begin an
ongoing dialogue with them on the Lead Cemmunities project and
its educational endeavors.

Establishment of a local commission with broad represencation,
staff support, possible subcommiztees or task forces and the
pessibilicy of one or several concrete products at che end of
cthe first year.

Conduct a survey of educarors to estaplish cthe current
situation as a basis for ascertaining tvaining and staffing
needs .

Select one or two areas of Best Practices for early
implemencation ».g., supplementary school and early childhood,
develop a plan and begin tuv work.

Proceed with the design and work of menitering, evaluation,
and feedback.

Drafr a five-year plan with the assistance of a detailed guide
to be provided by CLJE.

Establish lines of communication among CIJE, the Lead
Communities, and the conrtinental communicy.

This presentation concluded the evening portion of the meacing. The
group reconvened on Tuesday, Hovember 24.

Introductory Remarks

As the morning session opened, Steve Gelfand of atlanta noted on
behalf of the three communicies that cthe Lead Communities hoped to
rasolve che following in the near future;
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will rely on CILJE for help with evaluation. It was alse sugpested
that lay leaders should bz involved in defining the evaluacion
process.

It was noted that it will be difficulc to garner lay supperc for
approaches that cannot be evaluated, but thar funders are likely to
support what they see as a "reasonable gambla.” With this in mind, an
approach to be considered would be the identification of a project
which can be undercaken and evaluacted in the developmenc of personnel,
perhaps with a focus on senior persoennel,

V. The Role of CIJE

A. Best Practices and Consultation

Barry Holtx ourlined the work he has undzrtaken over the past 18
menchs Co idencify areas tor study followed by the development of
an inventory of Best Practices to provide models of excellence for
introduction into Lead Communities. Best Practices research is
being undercaken in the following areas:

L. The Supplementarv School

This area was begun first and is nearly ready for use in the
Lead Communicies. A team of experts has identified nine
successful supplemenctary school proprams, has concuctaed site
visitc, and has submicted repores on these exemplary
programs.

2. Eariv "hildhood Jewish Eduration

This is being looked at in the variety of setrvings in which
early childhood education occurs. Reports are being submicred
on exemplary programs.

3. The Jog

Each Lead Community has a JCC. The JCCA staff will wvisit each
of the three te evaluate what is going well in Jewish
education and where thev recommend change. At the same Cime,
outside experts will identify 8-9 JCCs which are most
effective in the area of Jewish education and Jewish
conctinuity. These programs will be explored and evaluated for
use by the Lead Communicies.

4, Israel Experience

We are working with the CRB Feoundation. which is parcicularly
incerested in this area and is developing an approach.

5. Dav _Schools

A B R

We have begun to take the firs:c steps inte this important
area, and to develop a methodclogy specific ro it.
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The proposed planning procéss includes the following seven scteps:
1. Starc-up
-- formulation of a commission; undertake to inform and
involve stakeholders (e.g., community lay leaders,
educaters, rabbis, congregational leadership, atec.).
2. Self-study
-- lnventory and profile of educarional system,
-- assessment of strengths and weaknesses.

-- analysis of personnel.

3. Identification of critical issues

-+~ community moves from the general to the specific wich
strategic choices.

4. Development of mission or visjon starement

5. Define priorities

-- major strategic recommendations with priority rankings
and sequences,

6. Design prorrans

-- specific programmatic interwventions.
-- new initiacives

7. Determincv strartepv tu develop resources for implementation

A question was raised regarding the zmount of time the plannin
L) 5 p g
process would require and how it might be meshed with cthe local

federation allecation process. It was noted that funds can be set
agide for anticipated preojects, making this a less significant
issue.

All three communities expressed concern over the need for staff
support of the planning process at a time when "flat campaigns”
and local reluctance to add to federation staff make this
difficulr. It was suggested that if the first request to local
lay leadership is te fund sctaff, this might impact negativelw on
the buy-in process, In light of the above, it was suggested chat
CIJE consider providing up to 540,000 per year for three vears
roward funding of a position. It was agreed thar this proposal
would be seriously considered by CIJE,
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VIT.

VIII.

4, HMaterials for use with focus groups.

S A list of participants in this meeting and others who can be
helpful to the communities in moving forward.

Next Steps

A. It was agreed that goals and agendas for Euture meetings of this
group will be ser jointly. 1In the interim, Shulamich Elster will
serve as a clearinghouse for distributing macerials among the Lead
Communities and ClJE. Consideration will be given to holding a
conference call as a follow-up to this meeting and a means of
generating a project for earlv implementation.

B. A meeting of this group, possibly to include lay leaders from the
communities, will be planned for April 24, to coincide wich the
CJF Quarterly in Washington, D.C.

C. It was suggested that one or more CIJE board members plan to meec
wicth local lay leaders early in 1993 Perhaos a kick-off
celebration might occur at the same time.

0. A paper on Best Practices in supplementary schools and steps for
introducing Best Practices to the Leac Communities 1Is now being
prepared.

Conclusion

The meeting concluded with a sense of hope and expectancy for the
furture. There was the sense that with ongaing communication and the
shared mission of contributing to Jewish centinuity for all of Worth
America, the next seversl vears should be exciting and producctive.
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Maiting address. 163 Third Avenue #128 . Naw York, NY 10003
Phone: {212) 532-1961 FAX: (212) 2134078
MEMORANDUM
TO: CIJE Board of Directors DATE: Daecember 7, 1992
FROM: Morton L. Mande! SUBJECT: February Board Meeting

Please hold the date of Thursday, February 25, 1983, for the next meeting of our Board
and the CIJE Annual Meeting. The meetings will be heid in New York and you will be
recetving a notice of the exact location of the meetings within a few weeks. In all
likelihood we will begin with coffee at 9:30 a.m. and the Board meeting will get
underway promptly at 10.00 a.m. We shouid conclude about 3:30 p.m.

Attached is a copy ¢f the Minutes from our August Eoard meeting. We will furnish you
with background material for the February maetings as soon as the agendas have
been finalized.

CC: Shulamith Elster Marty Kraar
Seymour Fox Ginny Levi
Elien Goldring AnNaparstek
Sol Greenfield Lenny Rubin
. Annette Hochstein Jack Ukeles
Barry Holtz Jon Woocher

Stanitey Horowitz Hank Zucker
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MINUTES
COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
BOARD OF DIRECTORS MEETING
August 25, 1992
10:00 A.M.-3:30 P.M.
UJA-Federation of Jewish Philanthropies
New York, NY

Attendance:
Board Members: David Arnow, Mandell Berman, Charles Bronfman, Gerald Cohen, John Colman,

Alfred Gotischalk, Neil Greenbaum, Thomas Hausdorft, David Hirschhorn, Mark

Lainar, Norman Lamm, Morton Mande!, Melvin Merians, Charies Ratner, Esther

Leah Ritz, Richard Scheuer, isadore Twersky, Bennet! Yanowitz
Policy Advisors Shulamith Elster, Seymour Fox, Ellen Goldring, Annetie Hochstein, Stephen
Consuiiants, Hofiman, Barry Holtz, Stanley Horowilz, Mariin Kraar, Virginia Levi, Arhur
and Staft: Naparstek, Arthur Rotman, Jo Ann Schaffer, Jacob Ukeles, Jonathan Woocher,

Menry Zucker

Mr. Mandel called the meeling to order at 10:00 a.m. and welcomed participants to the fourth
meeting of the GIJE Board. He reviewed the Agenda and then introduced first-lime attendees Dr.
Ellen Goldring, a CIJE staff member, and Jo Ann Schaffer, Assistant to Art Rotman.

Introduction of CLJE Executive i

Mr. Mande! prefaced his remarks by saying that in seecking an Executive Director for CIJE, the
Search Commitiee confirmed the need for the American Jewish community to gultivate
professional talent. The Committee was therefore especially pleased thal An Rotman agreed to
serve as Executive Director of CIJE while retalning his position as Director of the Jewish
Community Cenlers Association. GIJE has entered inte a Purchase of Services agreement with
JCCA ftor cenain facilities, services and personnel to run the CIJE operation,

Mr. Mandel thanked Stephen Hoffman for serving as the interim Executive Director and noted his
pleasure in welcoming Mr.  >tman to his position as the Execulive Director of CIJE.

Mr. Rotman said thal he had accepted this position because of his own assessment of the enterprise
and his desire to play a part in its success. He said that the Purchase of Service agreement would
allow him to utilize the experlise of several JCCA executives. Mr. Rotman added thal he was
excited by the opporiunity of working with the kind of people involved in this endeaver.
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Population Study and implical

The chair introduced Dr. Norman Lamm, President of Yeshiva University, a member of the
Commission, and now a member of the CIJE Board, to give his reactions to the CJF Population
Study.

Dr. Lamm noted that the mest shocking thing about the fact that out- marriage in the Jewish
community in North American is now about 52-53% is thatl anyone was shocked at all. He laid
much of the blame on the dlfuted Jewish education children now recelve.

Dr. Lamm baelieves 1hat the the full extent and meaning of this catastrophe has still not been
absorbed by the Jewish community. He questions ihe wisdom of communities investing their
limited resources in outrsach programs to those with a non-Jewish spouse, thus reducing the
funds avallable to educats Jewish children,

Dr. Lamm noled ihat this probiem affects Jewish communities worldwide, inciuding !srael, and
the only remedy he sees is in & program of intensive Jewish education. However this loss of Jews
io the community will also make it more difficult to financially sustain Jewish education. He
urged everyone in the room to "play to your strength and not to your weakness” by focusing away
from marginal Jews and on those of more serious commitment. Or. Lamm added that this Board
“is the best and grealest hope for a new infusion of leadership, ideas, resources, and moral
support” for the Jewish educational system,

- " wad

Mr. Mandel siated that the Lead Communities Project may be a key factor in the success of
American Jewish continuily and education. He noted that this is a high risk and expensive
enlerprise, but has the potential {o improve the situation subslantially.

Mr. Mandel called on Mrs. Annatte Hochslein, a consultant to the CIJE who has heiped design the
conlent and shape the general thrust of the Lead Communities Project.

A Mrs. Hochstein reviewed the five recommendalions of the Commission on Jewish Education in
North America: (1) to establish the CIJE, which has bean done; {2} to build the profession of
Jewish education -- four major grants have already been awarded to improve training
opporlunities for Jewish education; (3) to mobillze community support -- the number of
Jewish community leaders with Jewish education as a top priority is growing, but more needs
to be done; (4) to develop a research capability -- background work has begun in this area;
and (5) to establish the Lead Communities Project, to be discussed at this meeting.

The nine candidates for Lead Communities were: Atlanta, Ballimore, Boston, Columbus,
Metrowesl, Milwaukee, Qakiand, Oitawa and Paim Beach.

The Lead Community process will engage an enlire community in major efforts to develop and
improve programs in Jewish education. The purpose is to demonstrate what can be
accomplished with an infusion of outstanding personnel, the recognition by the community and
its leadership of the importance of Jewish education, and the commitment of the necessary
resources to meet additional needs.

The Lead Community project will be characterized by the conlent, scope and quality of the
endeavor. Each community will emphasize two basic elemenis: building the profession of

12
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Jewish educalion 1o meet the shortage of qualified Jewish educators, and mobilizing
community support. In addition, each wili articulate their visions and goals.

it is envisioned that the Lead Community will hire 2-3 outstanding educators to energize its
education workforce. The community will also develop intensive in-service training
programs for its educalors. It is expecied thal within 5 years virtually all educators in the
community will be parlicipating In on-going in-service tralning, that new forms of
recruitment will be developed, and that the terms of employment (salaries and bensfits} will
be improved. In addition, there is a need for leadership to be engaged in and knowledgeable
about Jewish education. Each Lead Community should have one or more leaders who would
ensure that Jewish education is a priority. There should be increased funding for Jewish
education In the community; an on-going public debate regarding goals and visions; and a
wall-to-wall coalition of key lay leaders, rabbis, and educators.

A Lead Community must also be characterized by the scope of its endeavor: mosi instilutions
in the community dealing with Jewish education will be involved in the Proje¢t which shouid
touch the lives of most members of the community,

CIJE has initiated two projects to help ensuring the quality of work in Lead Communities. To
discuss the first of these projects, Mrs. Hochsiein introduced Dr. Barry Holtz, the Director of
the Melton Center for Jewish Education at the Jewish Theologicai Seminary of America, who
has been direcling the Best Practices Project for the past year.

Best Practices Project

Dr. Holiz explained that the aim of the Best Practices Project is 1o create an inveniory of best
practices in contemporary Jewish education to provide Lead Communilies with examples of
excelience and models which they can adap! and impement. A secondary mission of the Project
is to creale a knowledge base about North American Jewish education which will be of use 10
Jawish educators throughout the U.S. and Canada.

The Project began by determining ihe areas of Jewish education on which to focus. A team of
experts has been or will be formed in each area to identify successful programs, conduct site
visits, and prepared written reports.

There are currently four areas being examined:

+  Work in the area of supplementary schools, where the majority of children in North
America get their Jewish education, is nearing complelicn, This area is perceived as a
particularly weak component of Jewish education,

+ An examination of early chlidhood Jewish education will begin in September. Successful
programs will be those that resuit in a high proportion of children that go on to other
forms of Jewish education.

> The third area is the Israel experience. The work of the CRB Foundation in this area will
serve as the basis for recommendations.

+ The fourth area of study will be the JCC world. The JCC Association will help to identify
outstanding Jewish educational programming in the Jewish Community Center worid.

For 1992-83 four new argas will be studied: the day school, the college campus, summer
camps, and aduft Jewish education.
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Implementation of examples of Best Practices remains to be designed. The Lead Communities
will learn about a new project by visiting it, by bringing the people from that project into the
community, and by creating seminars for Its educators so they can learn how to adapt thal
example to their community.

Dr. Holtz noted that the team remains open to what he calls the "Depariment of Dreams" --
innovative ideas in Jewish education that have not yet been impiemented and which may
inspire Lead Communities to move in new direclions in Jewish education.

Monitoring. Evaluati i Feadback Project

Mrs. Hochstein continued, stating that in order to gauge the impact and efiectiveness of
programs, the CIJE has hired Dr. Adam Gamoran of the University of Wiscensin to head its
project for monitoring, evaluating and providing feedback in the Lead Communities.

Three field researchers have been hired o perform this function. The researchers will collect
and analyze data and offer it to community ieacers and practitioners for their immediate
consideration. The purpose Is to improve and corracl implementation while the work is going
on so that, when needed, change can octur immediately.

In addition, we will be evaluating progress and assessing the impact, effecliveness, and
replicability of programs. Lead Communities as a concept for systemic change will also be
studied. The resulting data base will be used to assess the state of Jewish education in North
America. This work may result in a periodical on "the Stale of Jewish Education” as suggested
by the Commission.

During 1992-93 the tesearchers will focus on three questions:

{1) What visions for change in Jewish education are currentiy held by members of the
community?

(2} To whal exieni is the community mobllized not only in terms of leadership, but
financially as well,

(3) What is the professional life of educators in the community like?

In addition, during the first year the Lead Communities wili be asked to undertake a "self-
study" which will help detlermine the next steps for implementation.

The Lead Communities will be inviled to form a local commitiee to serve as the locus of
responsibility for the implemseniation of the Projecl. The role of the Lead Community
Committee wil: be to convene all lsaders, educators, rabbis, and institutions in the community
and invite them 1o join In the decision making, planning, and impiementation of the Project.
During the first year it is expected that the local committee will prepare a one year pian for
1992.93, underlake a seolf-siudy, begin to develop pilol programs, and draw up a five-ygar
implementation plan. The Committee will manage the process of implementation by
coordinating the efforls of various agencies, by Initiating programs and efforis whare
required, and by facilitaling improvement where necessary.

s
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Lead G lies Select]

Mr. Mandel explained that Chuck Ratner had been asked to chair the Lead Communities Selection
Committee. He praised Mr. Ratner as an exceptional Chair who brought to this task not only a
fine, clear mind, but also a Jewish heart,

Mr. Ratner stated that the 57 communllies invited to parlicipate in the Project represented 3.5
million of the 5.5 millien Jews in the Uniled Stales. Twenty-three responded within a very short
timg frame with proposals of sxceptionally high quality.

Mr. Ratner expressed pleasure in working with the commitiee, comprised of Charles Bronfman,
John Colman, Tim HausdorH, Davld Hirschhorn, Mark Lainer, Mort Mandel, Mel Marians and
Lester Poliack, and with stat! support from Steve Hoftman, Shulamith Eister, Art Rotman, Jack
Ukeles, and Jim Meler. He noted that the process was as honest as any he'd been invoived wilh; it
was certainly fair; and very tough -- for the communlties as well as for the Committee.

Mr. Ratner then introduced Dr, Jacob Ukeles 10 explain the process of selection.

Dr. Ukeles reporled that 57 communities received program guidelines; 34 participated in a
national saiellite teleconference, and 23 submitied proposais. Each propasal was reviewed by two
four-person panels. An overall rating and a composite score was agreed upen for each proposal
and the rasults were submitted to the Lead Communities Selection Committee .

The finalist communities were Atlania, Ballimore, Boston, Columbus, MetroWest, Milwaukee,
Oakland, Ottawa and Paim Beach County.

Prior to the final selection of the Lead Communities, site visits were conducled by Board
members, professionals and siaff members. The finalists were asked additional gueastions based on
gaps in their preliminary proposals. Levels of parlicipation in educational programs,
information on campaign results, and spending on Jewish education were rgviawed as clues io the
ievel of financial commilment and capacity. Leadership, financial resources, program, planning,
anrd institutional human resources were considered in detarmining whether a candidate might be
successful as a Lead Community.

There were two importan!, vranticipated by-products of this process: (i) the site visits
increased the understanding and enlhusiasm for the Lead Communilies Project across the
continent; and (2) the site visits themselves acted as catalysts in many communities to advance
the commitment 1o local inlliatives for excellence in Jewish education. Communities reponed
that these visils helped local advocates for Jawish education focus attention, generate excitement
and heighten community interest in Jewish aducation,

Board member John Colman was asked to dascribe his sife visit to Milwaukee.

He reported that he, Shulamith Eister, and Sol Greenfield of the JCC Association had visiled
Milwaukee looking for symploms of strengths and weakness in the community. They were
conscious of the fact that they were dealing with firsl impressions and were awars of the
imporlance of putting the communily's presentation in perspective.

Following the site visit they evaluated their impressions and summarized them for the Committee.

tMr. Ratnar spoke about the most significant tension with which Commitlee members had 1o
contend: the issue of picking cemmunities that would have the best chance to succeed vs. those

Ut
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communllies with the greatest need. |t was decided that the priority was 1o pick the three
communilies tha! were most likely to succeed.

The Committee recommended that Baltimore, Atlanta, and Milwaukee be invited {o become Lsad
Communities. Each is Invelved in building the profession and each has brought new talent o the
communily in the very recent past; each has mobilized community suppert and demonstrated
leadership on both the lay and professional levels; and. each has a vision and arliculated goals.

The Committes also recommended that the three communilies be asked to enter into a formal letter
of understanding with Cl.  which would clarify the roles of each in the partnership.

Before the final vote was taken, Mr. Mande! stressed that the decision is noit final between the CIJE
and Atlanta, Baliimore, and Miwaukee unill both sides are satisfied on detalls. The
recommendalion that Baltimore, Atlanta and Milwaukee be invited to ioin CIJE in the Lead
Communities Project was passed unanimously.

In the discussion that followed, it was suggested that the Board consider at some future date the
growing suburbanization or small lown movement within the Jewish community. There are
increasing numbers of communities too small to malntain a rabbi and a congregation. The JCC
Association's lay leadership mods! for military communities might be used for such a purpose.

Concluding Comments

The meeting ended with the thoughtful conciuding cemmenls of Mandell Berman, past Presiden! of the
CJF and JESNA.

Mr. Berman spoke aboul his involvement in Jewish education which began in the 1950s. He noted
that al that time there was very litfle commitment among tay leaders to Jewish education. He
admitted that four years ago when it was dacided to form e commission 10 study issues affecting
Jewish education and recommend new directions, he was skeptical. However, he would be leaving
this meeting with his skepticism dissipated. He had waichad the process; watched as leaders fram
around the Jewish community were sensitized to the issses. Mr. Berman noted that this is only a
beginning, but he was enthusiastic. He felt that this group was commitied 10 making a ditference..
"For thai, Mort, | thank you.”
























3. Mecasures of Resources

Potential "needs" should be compared to available resources to identify arcas of unmet
neced or "gaps”. At the most basic level, a profile of educational resources shiould include

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

data on numbers and characteristics of personnel
utilization of space
levels of funding, and

anticipated changes (including resources in the pipeline, such as new
programs being planned or anticipated cu'backs).

ldeally, a profile of resources should also incorparate sssessments ot their gueafitv. For
example. while a community may appear to have enough supplementary school programs,
the more crucial issue is how gond are they? [If enroliment is low is it because the
prospective students are not out there or because the programs are poorly designied or run?
Information on the quality and effectiveness of programs is important for identifying
sirengths 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.

Given the imperative o get vnderway quickly, we would encourage you to rely on
existing information on quality and effectiveness. o the extent possible.  Generally
speaking, three types of measures can be used: (1) input, (2) output or performance, and
(3) outcomes. See Box 5 for examples of measures you mught want to consider. [f you
find an absence of information on effectiveness - that, in itsell, may suggest that critical
issues for the community will be;  [low should programs be evaluated and against what
criteria? What are the characteristics of an excellent educational program? Should there
be a process for setting community standards and "accrediting” programs? Should there
be an effort to develop community-wide performance indicators and what should they be?
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The end product is a needs analysis reporting on the following for each key group;
a. The size of the total potential market. -
b. The size of the likely market, "ripest” for Jewish education.
¢. The characteristics of the parts of that market ripest for Jewish education.
d. Profile of resources incieding strengths, weaknesses and major gaps
e. The factors influencing participation.
f. The most appropriate methods for mecting the needs ot this group.
g. Who should provide the Jewish cducation.

Benchmarks/Tasks

1. Design Needs Analysis
a. Focus: Select the primary groups to study.

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

c. Develop Concept Scheme: Lavout decisions on design for discussion
with commitices. [See Appendix 1 for sample]

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

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

3. Develop profile of present Jewish education personnel
« Size of key groups of personnel (e.g.. day school principals, day school
teachers, supplementary, early childhood, camps counselors, JCC program

staff, other informal education personncl) by institution/pragram

+ Skills, expertise and background
























3. Measures of Resources

Potential "necds” should be compared to avajlable resources to identify arcas of unmet
need or "gaps". At the most basic level, a profile of educational resources should inciude

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

data o1 numbers and characteristics of personniel
utilization of space
levels of funding, and

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

Ideally, a profile of resources should also incorporate assessments of their guality. For
example, while a communiy may appear to have enough supplementary school programs,
the more crucial issue is how pood are they? If earollment is low is it becausc the
prospective students are not out there or because the pragrams are poorly designed or run?
Information on the guality and effectiveness ol programs 1s important for identifying
strengths and  weaknesses of the existing systen, for developing strategies for
improvement, and ultimately for establishing a baseline against which the impact of future
efforts can be measured.

Given the imperative to get underway quickly, we would encourage you to rely on
existing information on quality and effectiveness, to the extent possible.  Generally
speaking, three types ol measures c¢an be used: (1) input, (2) output or performance, and
(3) outcomes. Sec Box 5 for examples of measures you might want to consider. If you
find an absence of information on effectiveness - thal. in itself, may suggest that critical
issues for the community will be:  Tlow 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 "aceredinng” programs? Should there
be an elfort to develop community-wide performance indicators and what should they be?






\

- CA
Deliverables ”*“’”WS -

The end product is a needs analysis teporting on the following for each key group:
/

.

a. The size of the total potential market. —

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

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

e. The factors influcncing participation,

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

g. Who should provide the Jewish education.

Benchmarks/Tasks

1. Design Needs Analysis
a. Focus: Select the primary groups to study.

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

c. Develop Concept Scheme: Lavout decisions on design for discussion
with commitices. [See Appendix 1 for sample]

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

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

3. Develop profile of present Jewish education personnel
* Size of key groups of personnel {¢.g., day school principals, day school
teachers, supplementary, early childhood, camps counselors, JCC program

staff, other informal education personnel) by institution/progran

* Skills, expertise and background
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HI. CRITICAL ISSULS

Rationale

In charting future directions, any community faces a number of important policy
choices: i.e., critical issues. Early discussions of the planning committee are the first step
in identifying the critical issues. The needs assessment and the in depth analysis of
program operations through the profile will provide the information needed to sort out and
clarify the fundamental decisions.

Deliverables:
n LExplicit assumptions and criteria
m Formulation of ecritical issues
- Document xumm:xrizing consensus of committee on each erineal issue
L] Vision, ar mission siatement
[ ) Iy
LA
Pl )
. g ,u'u'l I
; - ]
Benchmarks and Mcthads e \ tLUU !
’ E—/“_ \Jj\&/ v.:“l_‘
S .
G A

L. Assumptions and Criteria: [n dcsigning)z’@ possible system for coordinating
and supportng Jewish education. therg-will be several fundamental "givens” (e.g.,
that the school in a congregaydn is the primary educational vehicle for
supplementary education). Thege assumptions should be made explicit to ensure
agreement.  Assumptions N which there is not consenisus may well become
"issues” which the comafittee must address. See Box 7 for sample assumptions.
















5. Financial resources

B. Select program priorities/phasing

VI. PREPARE IMPLEMENTATION STRATEGY
(Multi-Year Framework, First Year Action Program)

Program/Task
Responsibility

Cost and funding
Timetable

Performance Management
Program Evaluation

mmoawp

VII. NEXT STEPS: IMPLEMENTING TIIE PLAN

A. First-year action plan oversight
B. Mid-course modifications
C. Preparc sccond-year action plan

APPENDICES

17
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A MODEL FOR
PROGRESSIVE PLANNING
IN THE JEWISH
COMMUNITY

Jacob B. Ukcles

INTRODUCTION

The Nced lor Progressive Policy Planning

The policy cluvices Taced by the American Jewish comnumity in both the inter-
mional and the domestic arenas require the bast possible analysis of policy
alternatives and thein conseyuences as well as the highest possible quality of
lcadeiship. Amaong the many chatfenges facing Tewish leiders in the United
Stales arc the need te strengthen Jewish identity and affiliation, modernize tsracl-
Diaspora relations, rescue Soviet Jewry, suppotl the Jewish family, mitigate the
impact of poverly and near-poverty on Jews, and maintiin and cithance quality
Jewish care Tor the elderly and the disabled.

Yet despite the demands of these challenges, the mcthods, wals, and data
used lor Jewish policy planning arc olten primilive. Rescarch efforts wie oflen
pasiponed because, in the face of the nced to resctife the remnant of Gwropean
Jewry, o establish and support the State of Isracl, and to strengthen Jewish life
in Newtlv Ametica, e community has been reluctant to invest scarce communal
doflars in jescarch and planntog. This approach is understanduble but short-
siphted. Muny 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 will go [urther if solutions
are (hought through. Gven in the most forwuard-looking sccular organization, the
pressuie (o act does not necessarily encourage contemplation and analysis. Jewish
communal institutions ate no dilferent,
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Planning in the Jewsh Comipsnniey

Scope of This Chapter

The purpose of this chapter is to suggest a maodel for policy planning' appro-
priatc to the Jewish conmmunal emerprise in Noith Amcrica in the 1990s,

The purpose of policy planning is 10 improve the content and process of
community decision making. By “‘improved decisions™ we mean that decisions
are more rational in the use of scarce conmmunal resources, moic umane and
Just in the tradition of the Jewish prophets. and more cffective in improving the
quality of Jewish life and reducing conflict,

There arc scveritl important caveats that Fmit this discussion. First, the role
of lay leadersiip in planning and the interaction between lay leaders and profes-
stonals in the Jewish communal planning process is a very important subject
Fequiring an exposition of its own. An in-depth treatinent is beyond the scope
of this chapter. In general it is assumed that professionals collect and analyze
information and clarify choices while lay leadas mike policy decisions, often
wilh professiomils providing recommendations. This is not (o suggest thal the
relationsiup is always so clear. Sceond, planning for fund-ratsing o1 lor 1esource
development in general is a separaie subject. Some of the principles of planning
develuped below are relevant, but fund-raisine tends o operale s a scparate
ficld. Third, this is not @ discussion of planning at the Jevel of “technigue,”
such as how 1o conduct a field survey, computer mapping, or the construction
of forecasting medels. Such subjects vequire » separate treatment and are (oo
specific Tor this volume,

THE ELEMENTS OF A MODEL FOR JEWISH
COMMUNAL PLANNING

The Context: The Voluntary Scctor

When i Jewish conumunity entity engages in planning, it shares some common

clements with any other organization or institution. Typically, at least in North

America, Jewish community institutions arc part of a vast **third sector' —the
voluntary or not-For-profit sector, somelimes culled the independent sector. Uni-
versities, hospitals, and settlement houses aic part of a huge world perched,
often precariously, between the worlds of government and the private sector.
Planning s the independent scetor shares some clemems with cach. Like gov-
crament, voluntary agencies respond (o social rather than cconomic objectives.
Mulktiple constituencies each have their own definition of the community interest.
Like private industiy, voiuntary agencics do not have to deal with the vagaries
of electoral politics or the [requent changes in dircction associated with newly
elccted officials, Voluntary agencies arc "“between”” the (wo worlds of govern-
ment and the privale scctor in another sense as well. They ofien receive funding
both {rom public agencies as well as {rom private sources.
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The complexity of this context for Jewish planning. as well as the caonplexity
ol the Jewish community itsell’, suggests that the plancing model cannot be a
simplistic one. Rather, it is a multidimensioncd model featuring response to al
lcast three dimensions: first, geography or scale; sceond, the content of the policy
agenda; and third, the size and complexity of the policy problem.

The Structure of Jewish Communal Planning

One way to organize the structure and content of Jewish policy planning is
in refationship to the geography of Jewish policy muking. The rationale for this
approach—clearly not the only onc—is that the institwions and policy issues
associuted with various levels of peography tend to be different.

Pulicy planmning can take place al any one of five differcat scales: international,
continentat/national, regionat, local, community, or neighborhood. A complete
planning model or system would have a lully developed apparatus for planning
al each level. An apparatus for planning should include a base ol information
and analysis and a mubtiorganization institution for vsing that information 10
make decisions that ideally initiate or stimulate action on a comprehensive
agenda. Of course, planning on the neighborhood level only makes sense (or
e largest Jewish communitics. The only relatively well-developed element in
Jewish policy planning at the present time is the local level. The loca! federation
is typicalty the most important central institution fos the development and im-
plementation of a community’s Jewish policy.

Courdinative bodics involved in international and national or continenlal policy
are lnited to a narrow range of issucs (¢.g., the Conference of Presidents of
Major Jewish Orpanizations or the World Zionist Congress) or we essentially
advisory (c.g.. the Council of Jewish Federations or the National Jewish Com-
munity Relations Advisory Commitice). Much of the discussion about Jewish
life docs deal with intcrnational or national/continental issucs, but there is no
Jewish communal structure for meaninglul intemational or national planning, A
key missing {actor in the domestic arena has been the failure to develop mean-
ingful regional entities. In an informal way, comnumitics such as Atlanta, Chi-
cago, and Denver do play an important role in relation w their region and the
Jewish hife in smaller, ncighboring commuanities. 3ut many aspects of Jewish
connunal existence wonld benefit from foraa), ongoing cooperation mmong
communities in the diffcrent regions of North America.

in the Jargest mctropolitan areas, *‘decentralization”™ is on the communal
agenda, Will Jews living in 50 many diffcrent parts of a metropolitan area,
neighborhood planning is an important etemient in Jewish policy planning. in
Los Angeles and New York, for exaiple, this planning at the neighborhood o
“eommunity™ level is likely 1o have an impact in the {ulure on the organization
of decision making, fund-raising, and service.

1
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174 Planning i the Jewish Community

The Policy Agenda

While some issucs or concerns exist at every level of Jewish lifc {e.p., main-
tenance of Jewish culture and identity), many issues arc spectfic to a particular
planning level.

The International Plenning Agenda. This, the broadest scaic of Jewish plan-
ning. is delined by the forces that affect Jews everywhere: by the movemen(s—
valuntary and otherwise—of Jews from one continent or country to 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 places. Facing
the 1990s, the most iiportant of these issues invalves the relationship between
Istacl and the Diaspora, the development of @ Soviet Jewish community and
reseltlement of those who ean leave; and rescue and reliel of oppressed Jews
{Araly countries and Gthiopia). Existing international programs in Jewish cultuie
and cducaiion 1n the clfort to enhance Jewish identity are likely (o be expanding
in the coming ycurs.

The ContinentaliNational Planning Agendu. National levels of Jewish plan-
ning arc defined by issues specitic 1o a given continent or couniry thag are likely
to allfect many or all SJews within that arca. For example, differences in climate,
ccononty, history, and the dominant culture are likely to create different Jewish
agendas in South America and in Burope, In North America, the Jewish agenda
is deeply affccted by relationships between the Jewish community and the lederal
government among different growps of Jewe and between Jews and non-Jews.
The movement of Jews from the older cities of the Northeast and the Midwest
o the Sunbelt creates problems and opportunitics that should be dealt with
mationally. The sometimes conflicting pouds of msintaining Jewish unity while
respeeting Jewish pluralism oced to be addressed nationally, Current concerns
about the recruttment and Jewish cducation ol lutere Jewish leaders is similarly
a national issuc.

The Regional Planning Agenda. By delinition, the Jewish planning agenda
in cach region of North America is likely to be dilferent. Geographical arcas
that are cxpeticneing Jewish population growth have dilferent problems than do
arcas that face Jewish population decline, Some issues may more appropriately
be addressed at the regional kevel, Forexample, the organization and management
of services (o Jewish college students ix increasingly being viewed i a regional,
ruther thun a local or national, planning runework, While national policies
regarding the recruitment of Jewish cducators are needed, the development of
specific programs to reeruit, train, and place Jewish educators—principals and
teachers—is likely to be pursued most scnsibly oo a regional basis,

The Local Planning Agenda, Local agendas are diverse and often differ from
arcit 1o arca. I seme communitics, maintiaining tics between the Jewish and
non-Jewish populations is erucialy for example, us Jewish leaders work to main-
tin a broad coihtion with racial or ethme groups, botl o ensure Jewish security
and o relain govemment funding on a locih level Tor eritical human services.
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In many focalitics concern about intermarriage and identity loss has fueled greater
ierest in and support for Jewish cducation. Developing appropriaie stratcgics
for caring for an increasingly varied and much older population of Jews is such
an imporlant theme thad perhaps it belonps simultancously on the local and on
the regional, nationzl, 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 comtent of policy define two dimiensions of the planning
inudel; the nature of the policy problems themselves provides another.

TYPES OF PLANNING PROBLEMS

Policy probicms range from the general 1w the specilic, from the complex to
the not-so-complex. Planning studies can take severai vears with reams of data
or a few weeks with limited data and a good deal of “expert opinion.’* For
example, a community-wide policy on the respanse to Jewish poverly coukl
involve a process of rescarch, policy formulation, action demonstration, and
evaluation, costing many thousands of dollars and taking several yeurs (o design.
At the other exireme, a donor or foundation might make a grant avaitable for a
weekend volunteer-based feeding program for the poor, il the site could be
selected and the program set up within thirty days.

A system of our classes of policy problems is helpful in thinking sbout, and
engaging in, Jewish communal planning: (1) issucs; (2) programs; (3) priorilies;
and (4} siralcgics.

This sequence of types ol policy problems is distinguished by increasingly
complex policy questions and an increasingly bread policy-making environment
as one moves from “tissues™ through *‘programs’ (o “‘prioritics’” and '*s(ral-
cgics.”” A planncr lacing the task of developing o *'strategy ™ nceds to respond
with a wide range of alternatives bascd on broid crileria, and must have sub-
stantial lead time and resources 1o conduct rescarch and collect information. A
planner facing the resolution of an ''issue’ typically necds less lime and data,
and cun be satislied with lewer alternatives and criteria.

Issues

Issues are a class of pulicy problems that requive relutively speeilic policy
choices in a policy-making environment that includes a relatively small number
ol clearly defined decision wmakers. Ofien the range of alternatives is cflectively
defincd by the agency framework where relatively narrow crileria apply (e,
time, cost, Feasibility, and limited dJefinitions ol cifectiveness). Under such
circumstances, it Is appropriale to assign a lmited amount of time fTor data
gallicring and analysis. Asscssments of probable conscquences of altcroatives
are likely o be highly conjectural. Given such a problem, a planuer is likely to
do relatively little original 1escarch, and is more likely w tely on cxisting data
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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 laced by the American Jewish community in both the inter-
national and the danestic arcnas require the best possible analysis of policy
aliernatives and their consequences as well as the highest possible quality of
leadesship, Among the many chatlenges facing Jewish deaders in the United
Stides are the need 1o strengthen Jewish identity and alfiliation, modemize 1sracl—
Diaspora relations, rescue Soviet Jewry, support the Jewish family, mutigate the
impact of poverly and near-poverty on Jews, and maintain and cobance quality
Jewish cuarc for the clderly and the disabled.

Yt despite the demands of these challenges, the methods, wols, and data
used fur Jewish policy planaing arc oflen primitive. Research efforts wic oflen
postponed beeause, in the face of tie need (o resettle the remnant of European
Jewry, to establish and support the State of Israck, and (o strengthen Jewish life
i North America, the conumunity has been reluctant o invest scuce connnal
dolars in rescarch and planning, This approach is understandable but short-
sighted. Many talenied volunleers and professionals in o variety of Jewish com-
munal organizations struggic with complex prablems on a day-to-day basis,
withouwl adequate methods or support. Sciree resources will go further if sofutions
are thought through. Even in the most forward-looking secular organization, the
pressure 10 act dues not necessarily encourage contemplation and anadysis. Jewish
communal institutions are no different,
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Scope of This Chapter

The purposc of this chapter is to suggest & maodel for policy planning’ appro-
priatc to the Jewish communal enterprise in North Amevica in the 1990s,

The purpose ol policy planning is to improve the content and process of
commuitly decision making. By “‘improved decisions' we incan that decisions
are more ratonal in the use of scarce communal resources, more lmane and
just in the tradition of the Jewish prophicts, and more cflective in improving the
guality of Jewish life and reducing conflict.

There are several important caveats that Hmit this discussion. First, the role
ol lay leadership in plaming and the interaction between lay leaders and profes-
stonils m the Jewish communal planning process is a very important subject
requiring an exposition of its own. An in-depth treatment is beyond the scope
of this chapter. In general it is assumed that prolessionals collect and analyze
information and clarify choices while Tay leaders make policy decisions, often
with prolessionals providing recommendations. This is not to suggest that the
rctationship is always so clear. Sceond, planning for fund-raising or for resource
development in general is a separate subject. Soine of the principles of planning
devcioped below wre relevant, but [und-raising lends (o operate as a scparalc
ficld. Third, this is not a discussion of planning al the level ol *'technique, '™
such as how o conduct o fteld survey, computer mapping, or the construction
of forccasting models. Such subjects require o separate (reatment and are oo
specific for this volume,

THE ELEMENTS OF A MODEL FOR JEWISH
COMMUNAL PLANNING

The Context: The Voluntary Sector

When a Jewish community calily cngages in plansing, il shares some comimon

clements with any other organization or institwtion. Typically. at least in North

Amgcrica, Jewish community institutions arc part of a vast “*third secior’ —the
volfuitary or not-fur-profit sector, someltimes called the independent sector, Uni-
versilics, hospitals, and seitlement houses arc part of a buge worki perched,
often piccatiously, between the worlds of governiment and the privale seclor,
Planning in the independent sector shares some clements with cach. Like gov-
crument, voluntary agencics respond 1o social rather than economic objectives.
Multiple constituencies cach have their own definition of the conmunily interest.
Like private industry, voluntary agencics do not bave to deal with the vagaries
of cicctoral politics or the frequent changes in dircction associaied with newly
clected officials, Voluntary agencies are ““between’” the two worlds of govern-
ment and the private sector in another sense as well. They often 1eceive funding
both {rom public ageucies as well as {rom private sources.

Mow, 10 1992 15: 196M
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The complexity of this context for Jewish planning, as well as the complexity
of the Jewish community itsclf, suggests that the planning model caunot be a
simplistic one. Rather, it is a multidimensioned madel featuring response 1o at
least three dimensions: first, gecography or scale; sceond, the conient of the policy
agenda; and third, the size and complexity of the policy problem.

The Structure of fewish Communal Planning

Onc way lo otganize the structure and content of Jewish policy planning is
in relationship to the geography of Jewish policy making. The rationale (or this
approach—cicarly not the only onc—is thal the institutions and policy issucs
associuted with various fevels of geography tend to be dilferent,

Policy planning can take place @t any one of live different scalcs: inlernational,
continenial/mational, regional, local, community, or neighborhood. A complete
plinning model or system woukd have a [ully developed apparatus Tor planning
at each level. An apparatus for planving should include a base of information
and analysis and a multiorganization institut on for using that information 1o
make decisions that ideally initiste or stimulate action on a comprehensive
agenda. OF course, planning on the ncighbothood level only makes sense [or
the Fargest Jewish conmunities. The only refatively well-developed clement in
Jewish policy planning at the present time is the local level. The local federation
is lypically the most important cealral institution for ihe developiment and im-
piementation of a commuuity’s Jewish policy.

Coordinative bodics involved ininternational and national or continentl policy
are limited (o a narrow range of issucs (c.g., the Conference ol Presidents of
Major Jewish Organizations or the World Zionist Congress) or arc cssentially
advisory (c.g., the Council of Jewish Federations or the National Jewish Com-
munity Relations Advisory Commitice). Much of the discussion about Jewish
life does deal with international or national/continental issues, but there is no
Jewish communal structure for meaningful interational or national planning. A
key missing factor in the domestic arena has been the failure to develop mean-
ingful regtonal entitics. In an informal way, comnunities such as Atlanta, Chi-
cago, and Denver do play an important rale in relation to their region and the
Jewish Jife in smaller, neighboring commuanitics. But imany aspects of Jewish

communal existence would beaefit frosn formul, ongoing cooperation among

communities in the dilferent regions of North America.

In the largest mctropolitan areas, “‘decentralization” is on the conununal
agenda. With Jews living in so many diffcrent parts of a metropolitan area,
neighborhood planning is an impartant element in Jewish policy plabning. In
Los Anpeles and New Yok, for example, this planning at the neighborhood or
“conmunity ' level is likely 1o bave an impact in the future on the organization
of decision making, fund-raising, and service.

Mow, 10 1292 1 2040
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The Policy Agenda

While some issucs or concerns exist at every leve! of Jewish lifc (e.p., main-
tcnance of Jewish culture and identity), many issues are specific to a particular
planning level,

The buernational Planning Agenda. This, the broadest scale of Jewish plan-
ning. is defincd by the forces that affect Jews cverywhere; by the movemenis—
voluntary and otherwise~——of Jews from one continent or country o another; by
the 1elationship with Isracl; and by speciai situations or crises in onc part of the
world that require the concern and involvement of Jews in other places. Facing
the 1990s, the most unportant of these issucs involves thic relationship between
Isract and the Diaspora, the development of a Soviet Jewish community and
resctticment of those who can leave; and weseuc and reliel of oppressed Jews
{Arab countrics und Ethiopia). Existing international programs in Jewish cullure
and cducaiion tn the effort to enhance Jewish identity arc likely (o be expuanding
in the coming years.

The CoatinemtaliNational Planning Agenda. National levels of Jewsslt plun-
ming are defincd by 1ssues specific to a givea continent or country that are likcly
1o alfect many or all Jews within that arca. For example, differences in ¢limalte,
cconomy, history, and the dominant culture are likely to cieate different Jewish
agendas in Soutl America and in Gurope. In North America, the Jewish agenda
is deeply affceted by relationships between the Jewish community and the federa)
government among ditferent groups of Jews and between Jews and non-Jews.
The movement of Jews from the older cities of the Northeast and the Midwest
o the Sunbelt cicates problems and oppxwtunities that should be dealt with
nationally, The somcetimes conflicting poals of maintaining Jewish unity whiie
respecting Jewish ploralism need 1o be addressed nationally, Current concerns
about the recruiument aid Jewish education of Tuture Jewish leaders ts similarly
a national issuce.

The Regional Planning Agenda. By definttion, the Jewish planning agenda
in cach region of North Amertca is likely (o be differenl. Geogruphical arcas
that are experiencing Jewish population growth have different problems than do
arcas that face Jewish population decline. Sonwe issues nay more appropriately
be addressed at the regional level, For example, the organization and management
of services 1o Jewish college students is increasingly being viewed in a regional,
calhier than # local or national, planning framewaork. While nationsd policics
regarding the recruitiment of Jewish cducators are necded, the development of
specific programs to reeruit, train, and place Jewish cducators—principals and
tecachers—is likely to be pursued most sensibly on a regional basis.

The Local Planning Agenda. Local agendas are diverse and often differ from
area 1o arca. I some communilies, maintaining fies between the Jewish and
nun-Jewish populations is crucial; for example, as Jewish leaders work to nain-
tin a broad coulition with racial or cthnic groups, both to ensure Jewish sccurity
and to retain government funding on a docal level for eritical lnoman services.
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In many focalitics concern about intermarriage and identity loss has fucled greater
interest in and support for Jewish cducation. Develaping appropriaic straicgics
lor caring lor an increasingly varicd and much older population of Jews is such
an impartant 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 increasingiy
important elements in Jocal Jewish planning agendas.

The structure and content of policy deline two dimensions of the planning
model; the nature of the policy problems themsclves provides another.

TYPES OF PLANNING PROBLEMS

Policy probicms range from the general 10 the specific, from the complex to
the not-so-complex. Planning studies can take several years witl reams of data
or i few weeks with limited daia and a good deal of “expert opinion.'” For
cxample, a cuanmunity-wide policy on the response to Jewish poverty could
involve @ pracess of rescarch, policy formulaiion, acltion demonstration, and
cvaluation, costing muny thousands of dollars and Liking scveral years 1o design.
At the other extreme, @ donor or foundation might make a grant available for a
weekend volunleer-based feeding program for the poor, il the sitc could be
selected and the program set up within thirty days.

A system of Tour clusses of policy probiems is helpful in thinking about, and
cngaging in, Jewish communal planning: (1) issucs; (2) programs; (3) priorities,
and (4) stratcgics.

This scquence of 1ypes of policy problems is distinguished by increusingly
complex policy guestions and an increasingly broad policy-making enviromment
as onc moves from “fissues’ through “‘programs’™ to “prioritics”” and **strat-
cgies.”” A planner Mcing the task of developing a “'stratcgy ™™ needs (o respond
with a wide range of allernatives bascd on broad crileria, and must have sub-
stantizl lead time and resources to conduct rescarch and colleet information. A
planner facing the resolution of an *issuc’™ typicaily necds less time and dala,
and can be satisfied with fewer alternatives and criteria.

Issues

Issues are i class of policy problems that vequive sciatively specilic policy
choices i a policy-making environment that includes a relatively small number
of clearly defined decision makers. Often the range of alternatives is effectively
defined by the ageney lramework where refatively narrow crileria apply (c.g.,
time, cost, leasibility, and limited definitions of cffectiveness). Under such
circumstances, it is appropriale to assign o limited amount of time for data
gathering and analysis. Assessments of probable conscquences of aliernatives
arc likely 10 be lighty conjectural, Given such a problem, a planner is likely to
do relatively litke uriginal research, and is more likely to rely on existing data
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to cambat homelessness, to support Jewish AIDS victims, and 1o provide Jewish
cducation (v board or professional leadership.

Central organizations—{ederations or foundations—frcquently review pro-
grams that already cexist: deciding whether or not o fund, to renew or not 1o
rencw i previous grand, to expand or keep the funding at the same levels. For
exampic, the board of & community center may call for a review of a program
for teens or of onc lor single-parent families,

From time to dime (although not often enough) a Jewish organization will
launch a fult-scale evaluation of a program {c.g., & sunmer camping expericnce
for older persons). Such a review might focus on the extent (o which a program’s
objectives are being met and on tic balance of costs and bepefits to participants
and to the community at large.

Needs assessiment is often an integral part ol program design or evaluation.
However, the question *“is this program really necded’” too often is answered
subjectively—based on « limited number of anecdotes about a few individuals.
Wihile ““needs™ cannot be measured scientiticatly, onc can move beyond the
purely subjective,

Lstimating nceds for services involves significant problems of measurcinent,
Statements about need contain value judgments. For example, looking at the
samie poputation., two observers will draw diflcrent conclusions about the number
ol day care slots needed, I the first believes that day care suits only children 2
years or older, and the sceond believes that day care is appropriate for ¢hildren
of 6 months and older. Thus, there is a subjective component to needs asscssment,

Sccond, abjective data about needs and about services are hard 1o assess, FFor
exampic, there is litle information about the emount of services actually being
delivered. and even less information about the quality of service. 10is even more
difficult to find information on the degree to which services are wilized or how
niuch people would use the services if (they were available,

At best. only an approximate measure of need is leasible. Some analysts have
reficd on the judgment of key informants (0 overcome these difficultics; others
have wicd (o “‘mine’ such guantitative measures as are available. Both ap-
proaches should be used.

Data analysis, the first method, compares data on the number ol people in
cach population group (likely to be in necd) w the amount of scrvice available
within a specific peographic area, or in the entire city. Thus i one analyzes the
need Tor rome care service Tor the elderly, the relevant data involves the nuber
ol older persons (by age catepory: e.g.. 60 to 69, 70 10 79, 80 and over; and
possitly also by income level): the howrs ol hoime care service currently avatlable
(by type and cost of progrand:. and a standard {o suggest whether mote home
care is necded.

Standards of judgment are sometimes refative—perhaps based on the per-
centage of older persons living in the neiphborbiood being studicd compared with
the percentage of home care slots available in the simc neighborhood. Comparing
the pereentage of people in a particular popolation proup in a repion with the
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pereentage of services provided that population in the region will show whether
or not that populition is recciving its **proportionate share™ of the communily’s
services.

In other cascs, standards of aced may be absolute (i.e.. the hours of howe
carc that should be provided—Dbased, for exampie, on guidclines sct by a national
authority—pcei hundred older persons multiplicd by the number of older persons
in the arca). This need would be compared with the amount of scrvice avaitable
to get an estimale of the “‘net need’™ or size of the scrvice gap.

In addition (o the data analysis, information about service gaps is also derived
from cxpett judgment, the responses of knowledgeable persons. Key informants
might be professionals, board members of relevant agencics, or service uscrs
themselves.,

Prioritics

Jewish communal organizations face the classic allocation difenmima of central
fundling organizations: needs typicaly outweigh resources, This general problem
15 cxaccrbated by a particular one: Jewish communat fund-raising nationally is
prowing very siowly. Thus, for the foresecable future in most communitics there
will be a relatively small amount of new moncy cach year.

The purposc of 3 conununity priority sysienieis 1o cnsure that scarce conuninal
dollars are allocated according o the community's priontics. Establishing prior-
itics {or any community is extremcly dificult because of the multiplicity of
constituencies and their differing values. A paticolin service may be very im-
portant to onc group and snimportant to ansther, The challenge is to design and
implcment a system thal integrates and balances varying perspectives on necd.

I principle, it would be desirable o base conumunity prioritics on an asscss-
ment ol et needs: the gap between the needs of a specific population and
the available services equals unmet needs. The larger the pap between what is
nceded and what is available, the moie acute the unmet needs, and, by extension,
the more urgent the priority 10 provide more of that type of service,

[tis casier o reach agrecmcent about prioritics where Bife and death are involved:
nutritional needs of the clderly, for example, It is more difficult to assess the
need for services such as thosc offered by conununily cenlers. Some services
arc uscd by the entire community rather than by any paticular individual—such
as activitics on behalf of Soviet Jewry or neighborhood preservation.

Since the focus is on seding priorities, it is sufficient to develop a sense of
rclative necds rather than 1o attempt the more difficult task of measuring absulute
needs.

Three dimensions of privrity are relevant: services, people. and geographic
arcas. Thus a piority-allocation system should be able 1o support comparisons
among different kinds of scrvices, different groups of people, and different
geographic areas.

The three dimensions of choice identilied above—scervices. people, and geo-
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graphic arca—nced to be spelled out concretely in tuee classifications. The
geography of the service arca needs o be divided iimo meaningiul scgmems, a
definition of population groups established, and a program or service classifi-
cation sclected.

The idemtification of usclul criteria for decision making involves the identi-
lication of relevant values; for example, giving the highest priorily o programs
that serve Uiose in greatest need. 1t alse requires the specification of an index
or standard to provide a way (0 measure need.

Espectally in the design of an initial informaiion system, criteria nced (o be
relatively stmple and relatively few in number. Often *“suirogate measures™ arce
used when we canpot measuie need directly; so we easure it indivectly, such
as using a per capita distribution of an existing scrvice to ravk geographic areas.

Using criteria to rank possible programs, arcas, or population groups tequires
the collection of information. This information makes it possible 10 develop and
apply the standard, whether the focus is on client populations, vtinet needs, or
where the greatest needs exist. Collecting uselul information is costly, and there
are Tanits 1o the amount of information that ¢an be absorbed by decision makers,
IUis difficult to conceive of managing the complexity of priority choice in all
but the smallest communities without using a computer. There aie a number of
possible approaches: at a minimunt, one should use a computes o store infor-
nation and produce specilied reports on a prearranged schedule. At a maximum,
onc could develop an interactive system 1 which an individual decision maker
can be presented with a series of computer scicen menus relating information

to the choices to be made, The consequences of cach set of decisions could be
compuled,

Strategics

Stralcgic analysis dcfines a class of policy problems in which the policy
problent s very large—an economic development stralegy for a region, for
example. The policy-making environment is diffuse and likely o involve many
decision makers as users of the analysis. Alternatives developed in such an
cuviromment shoufd be moie wide-ranging, involving the scarch methods de-
signed o penerate allernatives and broad criteria focusing vn short- and long-
range costs and the probuble effectiveness and impact from a variety of puoints
of view., Such problems arc Jikely o have substantiad lead times for research,
such as the opportunity 1o generate primany data tuough surveys.

‘the purpose ol stratcgic planning is (o chart an overalt dircetion for an
agency—nol o detailed blueprint for action. Strategic planning is an ongoing
process—rather than 4 one-time ¢ffort, The document called the strutegic plan
is a summary ol the strategic thinking of an orgunization al a particular point in
time. Sensible strategic planning is mid-range: a time horizon ol three to five
years is the maximum feasibie given the uncertaintics of communal organizational
life. The heart of a strategic plan is a mission statement.
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A mission statesment should project w ciear view ol the scit-image ol the
orpanization: what it sceks to accomplish and how it relates o the community;
whom it sceks to serve and how, The purpose of the mission statement is 10
suggest priovities for action, and the overall emphases in the organization’s
program. A goud mission statement conveys not ouly what the organization is
trying 1o be bul also what it is #of trying 1o be. The process ol developing a
mission statement should itsell be a community-building exercise. involving
representatives of key constituencies along with board and professional leader-
ship. Most important, the process of preparing « mission stafement should con-

front and resolve major choices of direction facing the agency. Conflicts over

role and prapose showld be dealt with open'y and not papered over.

THE USES OF STRATEGIC PLANNING

Strategic planning should gride (and not Jetermine) specific decision making
in many ateas, such as:

»

Client-group emphascs

+ Service/propranm mix

* Location/lacilitics

* Poblic image and communicalions
* Budgeting

+ Fund-raising

* Bumd development

* Staff develupment

In the previous twa sections of this chapter, two dimensions of a planning
systent have been defined: geography and type of policy probicm. In the neat
section, a general wethod for Jewish policy planning will be sugpested,

A GENERAL METHOD OF JEWISH POLICY PLANNING

The literatuse of planning over the last thirty ycars has been dominated by the
debate between (he rationalists and the incrementalists, The classic theory of
planning s rooted in the theory of rational action. 1t posits a model that beging
with the establishiment of a goal; the identification ol alicrnative nicans to atlain
the goul; the collection and analysis of mformation bearing on the relationship
bLetween means and ends (such as the probability and degree or value of gonl
attaimiment associsted with each of the alternative means); andd the selection of
the means with (he highest expected value {the highest probability of attaining
the highest possible icvel of goal attainment).

In response o this moded, the incrementalists have arpued that i the com-
munity setting (ypical of the voluntary sector, including the Jewish community)
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or the governmental setling, it is extremely difficull to reach agreement about
goals, In the Jewish community, different constituencics—delined by ideology,
socioccoInic stutus, age, cte.—are likely to approach diffcrent community
isstues with diffesent images of the appropriate geals. Inany cvent, the cognitive
burdens of ascertiining (or predicting) all the possible micans and the expeceted
value of cuch means-goal combination are too great.

In contrast, incrementalists have suggested that conmmunity or governmmental
decision making invalves a mixture of competition and cooperation among com-
peting interests in which the **public interest”” is analogous o the unscen hand
of the cconomic marketplace. People strive Lo agree on means without nceessarily
agrecing on ur even explicating goals.

In cffect, the incrementalists make a case ugainst planning. Yet those who
sec the world as eminently improvabie, wonder: il the unseen hand is so ben-
cficial, why arc there so many obviously unsolved communal problems? In-
creasingly. planners are recognizing that there is a *‘middle way."" Untike the
puse rationalist, they have no expectation that specific community goals can be
set and agreed to or that all the alternative courses of action can be identified.
There is an aceeptance of (he reality and kegitivacy of a variety ol interest groups
competing with one another for their own intcrests.

On the other hand, unlike the inerementalist, the modern communitly planner
belicves that systematic analysis of appropriate facts and an clfort 1o cxplicate
relevant values can yicld a better community result tian the clash of compeling
interest-groups alone.

While every locality and every policy probleny is unigue, the foliowing general
steps wre applicable.

Step Que: Hdentify the policy issue or problem necding resolution in the com-
munity: In a community plaming process, the first critical step is (o reach
agreement among participants as o what the problem or issuc is. Whilc this step
secins obvious, the formulation of the problem is often left implicit. In almost
any kind of problem solving, & uscful problem definition is at least 50 percent
of the solution. IFor cxample, a conunittee tooking at the stalus of Russian Jewish
imaigeants in a conunmoanity might do well 10 reach agreement as 1 whether the
critical concerns are in lhe arca of resctilement; in the arcas ol jobs and bousing;
in the arca of acculturation o American norms, such as voling participation and
fitcracy; or in the arca of Jewish acculturation, in levels of participation in Jewish
cducational and cultural activity. An agenda for a4 comprehensive planning siudy
might include #l] threc issuc scts, but the planner(s) should cxplicate the decisions
10 be made and the arcas of concern.

Step Twa: Assesys the policy-making envirciment withiyowhich the policy prof-
lem or iysue resides. Deciphering the environment of a policy decision is like
preparing a road map of an island before climbing to its summit, Planning does
not tiake place in a vacuum, Bstablishing a commitice, commission, task force,
project, or study to develop policy nonmally means that important individuats
or groups in the community have become concerned abuut a subjeet or issuc, It
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15 vare tor any issue to be completely ncw. Onc necds to understand the sources
of coneern that lead tu the new focus or interest.

in undettaking planning, it is important to develop an early and systematic
understanding of the deeision makers and other actors likely to alfect the outcome
ol a planning recommendation, the agency or agencies likely to be involved,
and the constitlucncics with a stake in the outcome.

Step Three: ldemtifv policy options that represent alternative ways to resolve
the policy issue or problem. Once the policy problem or issue is defined and a
“road map’" ol the policy enviromment is developed, the next step involves the
scarch for possible solutions or resolutions.

The development of policy aptions is likely to involve substantial information
pathering and analysis—interviews with decision makers, service providers and
uscrs, analysis ol recommenditions or actions in similar situations in this or
other communities, brainstorming with “'wisc people,”” and constiuction of de-
cision trecs or options graphs to clarify choices. The product of this step is a
list of two or more allernative possible courses of action or options.

Step Forr: Idenrify the criteria that are relevan 1o chovsing among alter-
natives. "Uhe purpase of this step is (o spacify the criteria or standards relevant
to choosing wmnong (he alternatives idenulicd in sicp three above. fo the multi-
constiluency cnvironment typical ol Jewish communal life, different criteria
reflecting different valses are likely to be nmpottant (o different groups. The
policy analyst sceks to define criteria refizcting a range of values representative
of the concerns of different groups.

The extent (o which different options are likely to advance particular values
can be scen as 'mceasures of effectiveness. ™ Thus in sclecting among, alicrnative
siles for a communily center, one site muay be more “‘effective’” in terms of its
aceessibility to older persons fiving in a next-door seniot housing Jdevelopment
and another site maty be more “'effective’ in terms of ils accessibility 1o families
because of superior parking. In addition to “‘effectiveness’ wmcasurcs, criteria
arc likely to involve considerations ol cost, timing, and feasibility.

Step Five: Access the pros and cons of each alternarive in terms of relevan
criteria and identify the preferred sefwtions. The fiMh and fingl step in the
planning model involves an clfort to predict the conseguences of cach option or
alternative in terms ol cach criterion. Il a reasonable estimate can be made of
thie probable impact of each option, the pros and cons of cach option con be
comstiuctied: “‘pros’ are a likely posilive outcome with regard to a critetion or
valuc. In almost any planning situation, the sclection ol an option involves
“radeo!Ts, " weighing dilferent mixes of gains and losses,

The results of such a process are illustrated in Table 9.1, The pros of the first
aption are cffcctiveness in lerms of the first criterion, and low cost. The "*cons”’
are low elfectivencss in lerms of the sccond criterion and slow implementation
speed. On the other hand, the “pros™* of the sccond o= m are Tectiveness in
terins of the second criterion, and probable speedy implementation; the “*cons’™
are low eflectivencss in terms of the first eriterion and bigh 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 |  Eflective High | Feasible | Fast

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

In this table, it can be seen that the problem 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 family, etc.); and five criteria—-two Linds
of “effectiveness” or value satisfaction criteria; cost; feasibility (e.g.,
community acceptance); and time (e.g., time to implement).
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184 Planning in the Jewish Community

of these options appeirs 10 be feasible. Thus the analyst’s contribution in this
case is (0 provide the basis for climinating other options (which might have
substantiad political support), and clarilying the choices or tradeoflfs involved in
choosing the fiest or second options. This ive-step model is adaptablc to a wide
varicty of policy-planning situations and problems. But as described above,
policy planning can range (rom large comprelicnsive, maltiyear studies to rel-
atively gquick "“think picces’ or policy responses on a specilic issie or decision.
The *“‘client” could be an inlernational arganization or a neighborhood group.
The model does have 1o be adjusted to (it the specilic circumstances.

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

Planning implics coordination and some degice of centralization. 1t suggests
a radional process of decision making rather than onc bascd on whim, emolion,
or power alone. Himplies a balance between the usc of information and infuston
of relevant valucs: it involves content as well as process. Jews venerate the past
and live b the present. History has taupht us not 1o cxpect oo much {rom the
futbre. We tend 1o be crisis-responsive, reactive, and not proactive, Yet unless
we plan more systematically, complex probicms will linger instead of getting
resolved. Precious time, money, and energy will continte to be wasted in du-
phication of ¢lfort in some arcas while other tssues will fall between the cracks.

While the commitment to communal planning, at least al the tocul level, seems
o be growing in North America, we have a long way 1o go. In all of Nutth
America, there is no national Jewish policy think tank—no Brookings Institution,
no Kennedy School. no Rand Institute. The last such effori—the Institute of
Policy Analysis of the Synagogue Council ol America—dicd through lack of
support.

A serious commitiment o a planning system—onc capable of dealing with
issties, programs, prioritics, and strategies at the global, continental/national,
regtonal, metropolitan arca, and neighborbood level—requires a radical seor-
gantzation ol Jewish life, a radical change in the recruitment and training of
Jewish professionals, and a major commitiment on the part of Jewish lay lead-
crship to a new way of doing business.

It the carly part of the twentieth cemtury, in community alier community,
Jewish federations weie lorged W bring order out of chaos in Jewish organiza-
tional life. Today, nothing short of such a major etfort on a global, if not a
national level, will bring Jewish communal planning to a central role tn communal
life.

NOTL
. The terms poficy planning,” 'social poley anabysis,”” and “policy analysis™
will be used interchangeably in this chapter. Policy planning is defined as the develupment
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. The
Pocess tses APl viena, projgects e probuble consequences of alleimtives, ind
makes cxplicit value judgments about various vutcomes. The approach s issuc-oriented
and Jdada-intensive.

anmd prosentation o policy eptions, together with pros and cons of cach oplien









iyl

sociates Ine. PHONE Mo, @ 1212268937l Hoee, 10 1992 101 20AM

A M " for Pragressive ' -aning 173

The complexily of this context for Jewish planning, as well as the complexity
ol the Jewish community itsell’. suggests that the planning model cannot be a
simplistic one. Rather, it is a multidimensioncd model featuring response to af
least three dimensions: first, geography or scale; second, the content of the poticy
agenda; and third, the size and complexity of the policy problem,

The Structure of Jewish Communal Planning

One way 1o organize the structure and conlent of Jewish policy planning is
in retationship to the geography of Jewish policy muking. The rationale for this
approach—clearly not the only one—is that the institwtions and policy issucs
associaled with various levels of geography tend to be different,

Policy planning can take place at any one of five differcnt scales: international,
continental/national, regional, local, community, or ncighborhood. A complete
planning model or system would have a fully developed apparatus for planning
i cach level. An apparatus for planning should include a base of information
and analysis and a maltiorganization institution for using that informuation o
make decisions that idcally initiate or stimulate action on & comprehensive
agenda. Of course, planning on the neighborkood level only makes sense for
the largest Jewish communities. The only rclatively well-developed clement in
Jewish policy planning at the present thme is the local fevel. The local federation
is typically the most important central institution for the devclopment and im-
plementation of a community’s Jewish policy.

Coordinative bodies involved in interasiional and national or continental policy
arc timited 1o a narrow range of issucs {¢.g.. the Counlerence of Presidents of
Major Jewish Organizations or the World Zionist Congress) or are cssentially
advisory {c.g., the Council of Jewish Federativns or the National Jewish Com-
munity Relations Advisory Committee). Much of the discussion about Jewish
life docs deal with international or national/continental issues, but there is no
Jewish communal structure for meaningful intermational or national planning. A
key missing factor in the domestic arena has been the faiture to develop mean-
ingful regional entitics. In an informal way, communitics such as Atlanta, Chi-
cago, i Denver do play an important role in relation (o their region and the
fewistt life in smaller, ncighboring communitics. Bul many aspects of Jowish

communal exisience would benefit from formal, ongolng coaperation anumg

conununities in the diffcrent regions of North Amcricu.

In the largest mctropolitan areas, *‘decentralization™ is on the communal
agenda. With Jews living in so many different parts of a wetrepolitan arca,
neighborhood planning is an important clement in Jewish policy planaing. In
Los Angeles and New York, for example, this planning at the ncighborhood or
“community” level is likely 1o have an tmpact in the fulure on the organization
of decision making, fund-raising, and service.

Fia
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The Policy Agenda

While some issucs or concerns exist at every level of Jewish lifc (c.pg., main-
lenance of Jewish culture and identity), many issucs are specitic to a particular
planning level,

The Iternational Planning Agenda. This, the broadest scaic of Jewish plan-
ming, is defined by the forces that affect Jews everywhere; by the movements—
voluntary and otherwisc—of Jews from one continent or country W another; by
the relationship with Israel; and by special situations or erises in one part of the
world that require the concern and involvement of Jews in other places. Facing
the 1990s, the most imporlant of these issues involves the reluionship between
Isruc] and the Diaspora, the development of a Sovicl Jewish community and
resetticment of those who can Jeave; and rescve and relicl of oppressed Jews
{Arab countries and Ethiopia). Existing international programs in Jewish cuiture
and cducation in the cffort to enhance Jewish identily are likely 0 be expanding
in the coming years.

The ContinentaliNational Planning Agenda. National levels of Jewish plan-
ning are delined by issues specific (o a given continent or country that are likely
to alfect many or all Jews within that area. [for cxample, diffcrences in climatc,
cconomy, history, and the dominant culture are likely to crcate different Jewish
agendits in South America and in Europe. In Narth America, the fewish agenda
is deeply affceled by relationships between tie Jewish community and the federal
government among dilferet groups of Jews and between Jews and non-Jews.
The movement of Jews from the older cities of the Northeast and the Midwest
to the Sunbelt crestes problems and opportunitics that should be dealt with
nationally. The sometimes conllicting poals of maintaining Jewish uaity while
respecling Jewish pluralism peed (o be addressed nationadly. Current concerns
abuout the recruitment and Jewish education of (uture Tewish Icaders is similarly
a national issue.

The Regional Planning Agenda. By delinition, the Jewish planning agenda
in cach region of North America is hkely to be different. Geopraphical arcas
that arc expericacing lewish population growth have different problems than do
arcas that face Jewish population decline. Some issucs may more appropriately
e addressed at the regional level. For example, the erganization and management
of services o Jewish college students is mercasingly being vicwed in a regional,
rather than a tocal or national, plabning framework. While national policies
regarding the reeruitment of Jewish cducators are needed, the development of
specific programs (o recrait, train, and place Jewish educators—principals and
teachers—is likely 1o be pursued most sensibly on a regional basis,

The Local Planning Agenda. Local agendas are diverse and often differ from
arca (0 arca. In some communities, waintaining tics between the Jewish and
non-Jewish populations is crucial; for example, as Jewish leaders work (0 main-
tain a broad coalition with racial or cthnic groups, bath (o cnsure Jewish sccurity
and to retain government funding on a local levet for critical human services.

Hous 10 1992 190220
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In many jocalitics concern about intermartiage and identity loss has fucted greater
interest in and support lor Jewish cducation. Developing appropriate strategics
for caring for an increasingly varied and much older population of Jews is such
an aimportant theme (hid perhaps it belongs simultancously on the local and on
the regional, national, or inlernational agendas as well. Programs oy Jewish
singles and for the growing number of single-parent familics are also increasingly
important elements in local Jewish plunning agendas.

The structure and content ol policy deline two dimensions of the planning
model; the nawure of the policy prablems themselves provides another.

TYPES OF PLANNING PROBLEMS

Policy problems range from the gencral to the specilic, from the complex to
the not-so-complex. Planning studies can tuke several ycars with reams of data
or @ few weeks with timited data and a good deal of “‘expert opinion.'* For
example, a community-wide policy on the response to Jewish poverty could
involve a process of rescarch, policy formulation, action demonstration, and
cvaluation, costing many thousands of dollars and Laking scveral years 1o design.
At the other extreme, a donor or foundation might make a grant available for a
weekend volunteer-based lecding program for the poor, if the site could be
selected and the program set up within thirty days.

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

This scyuence of types of policy problems is distinguished by increasingly
complex policy guestions and an increasingly broad policy-making environment
as onc moves from issucs® through “'progrims’ to “priorities™” and *'strat-
cgies.”” A planner facing the task of developicg a *'strategy ™™ nceds to respond
with a wide range of alternatives based on broad criteria, and must have sub-
stantial lead time and 1csources to conduct rescarch and collect information. A
planner facing the resolution of an *fissue’” typically nceds less time and data,
and can be satisfied with fewer alternatives acd criteria,

Issucs

Issues arce @ chuss of policy problems that require relatively speeilic policy
choices in a policy-making enviromment that includes a relatively small number
of clearly defined decision makers. Qlten the range of aliernatives is cliectively
defined by the apency framework where relatively narrow critetia apply (e.g.,
time, cost, leasibility, and limited delinitions of elTectiveness). Under such
circumstances, it is appropriate 10 assign a limited amount of tiie Tor data
gathering and analysis. Asscssments of probable consequences ol alternatives
arc Jikely to be highly conjectural. Given such a problem, a planney is likcly to
do retatively liile original rescarch, and is more likely to yely on existing data
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to combat homelessness, to support Jewish A1DS victims. and (o provide Jowisly
cducation to board or professional leadership.

Central organizations—fcderations or lfoundations—nMcquently review pro-
grams that alrcady cxist: deciding whether or not o fund, to renew of not 1o
rencw @ previous grant, o expand or keep (he funding at the samce levels. For
exampic, the board of a community center may call for a review of a program
for teens or of one for single-parcat familics.

From time to time (although not often cnouph) a Jewish organization will
taunch a fult-scale evaluation of a program (c.g., & suunner Camping cxpericnee
For obder persons). 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 o participants
and to the community at large.

Needs assessimenl is often an integral part of program design or cvaluation.
However, the question s this program really needed™ too often is answered
subjectively—Dbased on a limited number of anecdotes ubout a few individuals.
While “‘nceds™” cannot be measured seicntificatly, onc can move beyond the
purcly subjective.

Estimating nceds for services involves significant problems ol mcasurcment,
Statements about need contain value judgments. For example, looking at the
same population, two observers will draw differert conclusions about the number
of day care slots nceded, il ihe first beficves that day care suits only children 2
years or okder, and the sceond believes thid day care is appropriate for children
of 6 months and older. Thus, there is a subjeclive component to necds assessment.

Sccand, objective data about needs and about services are hard to assess. For
example. there iy little information about the amount of services actually being
detivered. and even less information about the quality of service, 1L is even more
difficult to find information on the degree o which services are utilized or how
much people would usc the services if they were available,

AL best. only an approximale measure of necd is feasible. Some analysts have
rebicd an the judgment of key informants lo overcome these difficultics; others
have tried to *‘mine’” such quantitative mecasurcs as arc available. Both ap-
proaches should be used.

Data analysis, the diest method, compares data oo the aunber ol people in
cach populution group (likely 10 be in need) to the amoumt of service available
williin o specific geographic arca, or in the entire city. Thus il one analyzes the
nced for hume cure service Tor the clderly, the relevant datk involves the number
ol older persons (by age catcgory: ¢.g., 60 to 69, 70 10 79, 80 and over, and
possibly alsa by income level): the hours ol home care service currently available
{by type and cost of program). and a standard w0 suggest whelher more home
cate is necded.

Standards of judgment are sometimes relalive—perhaps based on the per-
centage of older persons living in the neighborhood being studicd compived with
the percentage of home care slots availuble in the sae neighborbood. Comparing
the pereentage ol peaple in a particular population group in a region with the
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percentage of services provided that population tn the region will show whether
or not that population is receiving its **proportioate share’ of the community’s
services,

In other cascs, standards of aced may be absolute (i.e.. the hours of home
care that should be provided—based. {or example, on guidelines sct by a national
awhority—per hundred older persons multiplicd by the number of older persons
in the arca). This need would be comparcd with the waoount of scrvice available
to get an estimate of the “‘net need™ or size of the service gap.

In addition o the data analysis, information about service gaps is also derived
lrom expert judgment, the responses of knowledgeable persons. Key informants
might be professionals. board members of relevant agencies, or service users
themselves.

Prioritics

Jewish communal organizations face the classic ailocation dilemuma of central
funding organizations: pecds typically owtweigh resources, This general problem
1s exaccibated by a particular one: Jewish communal fund-raising nationally is
growing very slowly. ‘Fhus, for the foresceable future in most communitics there
will be a rclatively small amount of new money cach yeur.

The puipose of a conununity priovity syste'n is 1o ensure that scarce conununal
dollars arc allocated according (o the commuruty's priorvitics. Istablishing prior-
ties for any community is extiemely difficult because of the multiplicity of
consttuencics and their diflering values. A particulas service may be very im-
portant 1o onc group and unimporiant to another. The chatlenge is to design and
nnplement a sysicnt that integrates and balances vinying perspectives on need.

In principic, it would be desirable (0 base community prioritics on an assess-
ment ol wrnet needs: the gap between the needs of a specific population and
the available services cquals unmet needs. The larger the gap between what is
needed and what is available, the more acule the unmet needs, and, by extension,
the more urgent the priority o provide maiz of (hat type of service.

[t is casier to teach agreement about prioritics where Hle and death arc involved:
nutritional needs of ihe eldeily, for example. 1L is muore difficult to asscss the
necd for services such as those offered by community centers, Some services
arc used by the enfire communily rather than by any particular individual—such
as activitics on behall of Saviet Jewry or ncighborheod preservation,

Since the focus is on setting _ iorities, it is sullicient to develop a sense of
relative needs rather than to attempt the more difficult task of mcasuring absolule
needs.

Thice dimensions of priority are relevant; scrvices, people. and geographic
arcas. Thus a priority-allocation system should be able 10 suppoit conmpaiisons
among different Kinds of services, different groups of people, and different
geographic arcas.

The three dimensions of choice wentified above—services, people, and geo-
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graphic arca—aced to be spelled out concretcly in thrce classifications. The
geography of the service arca nceds o be divided into meaninglul scgments, a
definition of populution groups established, and a program or scrvice classifi-
cution sclected.

The identification of usclul criteria for decision making involves the identi-
fication of relevant values; for example, giving the highest priority to programs
that serve (hose in greatest need. 11 also requires the specification of an index
or standard 1o provide a way (o measure need,

Especially in the design of an initial information system, crileria need {o be
relatively simple and relatively few in number. Often "‘sutrogate measores™ are
used when we cannat mcasure need directly; so we mcasure il indirectly, such
as using a per capita distribution of an existing sevvice to rank geographic areas.

Using crileria 1o rank possible programs, arcas, or populition groups tequires
the coltection of infornmation. This information makes it possibie w develop and
apply the standard, whether the focus is on clienl populations. unmet necds, or
where the gicatest needs exist. Collecting usclul information is costly, asd theie
are limits 1o the amount ol information that can be absorbed by decision makers.,
Iis diflicult 1o conceive of managing the complexity of poority choice in all
but the smallest communities without using a compuoter. There arc a number of
possible approaches: at a minimum, one should usc a computer to store infor-
mation and produce specilicd reports on a prearanged schedule, At a maximum,
one could develup an inleractive system in which an mdividual decision nuiker
can be presented with a sertes of computer sueen menus relating information
to the choices 1o be made. The consequences of cacl set of decisions could be
compuled.

Strategics

Stralegic analysis defines a class of policy problems in which the policy
problem is very large—an cconomic development strategy for a region, flor
cxumple. The policy-making cnvironment is diffuse and likely to involve many
decision makers as users of the analysis. Alternatives developed in such an
cuvironment should be more wide-ranging, involviag the scarch methods de-
signed to generale alternatives and broad criteria focusing vn short- and long-
rapge cosls and the probable effectiveness and impact ltom a varicly of points
of view. Such probiems are likely to have substantial lead times for research,
such as the opportunity to generate primary data through surveys.

The purpose of strategic planning is 1o chart an overall direction for an
agency—nol i delailed blucprint for action. Strategic planning is an ongoing
process—rather thian i one-time cifort, The document called the strategic plan
is a sunmnary of the stratcgic thinking of an o1panization at a particubar point in
tme. Sensible strategic planning is mid-range: a time horizon of three to five
years is the maximum feasible given the uncertaintics of comnunal organizational
life. The hcart of a stralegic plan is a mission stalcment.
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or the povernmental sctting, it is eatremely diflicult to reach agreement aboult
poals. Inthe Jewisly community, different constituencics—delined by ideology,
saciocconumic status, age, cle.——are likely to approach dilferent community
issues with different imapes ol the appropriate goals. In any cvent, the cognitive
burdens of ascertining (or predicting) all the possible means and the expected
vitlue of cach means-goal combination are loo great.

In contrast, incrementalists have supgesied that community or govermmental
decision making involves a mixture of competition and cooperation amonyg com-
peting interests in which the "public inlerest”” is analogous to the unscen hand
of the cconomic marketplace, People strive (o agree on mcans without necessarily
agreeing on or cven explicating goals.

In elfect, the incrementalists make a case against planning. Yet those who
sce the world as eminently improvable, wonder: il the unscen hand is su ben-
cficial, why are there so many obviously unsolved communal problems? In-
creasingly. planncrs are recognizing that there is a “iniddle way.” Untike the
pute rationalist, they have no expectation that specific communily gouals can be
set and agreed to or that all the allernative courses of action can be identified.
‘There is an acceptance of the reality and legitimacy of a variety of interest groups
competing with one another Tor their own interests.

On the other hand, unlike the incrementatist, the modern community planner
believes that systematic analysis of appropriate Tacts and an effort to cxplicate
relevanl values can yicld a betier community result than the clash ol competing
intcrest-groups slone.

While cvery locality and every policy problem is unigue, the following general
steps arc applicable.

Stepy Cne: Ideniify the policy issue or problem needing resofution in the com-
munity: o a community planning process, the [irst critical step is 1o reach
agrecment among participants as to wlat the problem or issue is. While (his step
scens obvious. the formulation of the problem is ofien left implicit. In almost
any kind ol problem solving, « useful problem delinition is at least 50 percent
of the solution. For cxample, a conmmiittee looking at the status of Russian Jewish
immigrants in a community might do well to reach agreement as io whether the
critical concerns are in the area ol resclifement; in the areas of jobs and housing;
in the arca ol acculturation 0 American norms, such as voting participation and
literacy; or in the arca of Jewish acculturation, in levels of participation in Jewish
cducational and cultural aetivity . An agenda for a comprehensive planning study
might include all three issue sets, but the planner(s) should explicate the decisions
{0 be made and the arcas of ¢oncern.

Step Two: Assess the policy-making enviromment wirltino which the policy prob-
fem ar issue resides, Deciphering the covitonment ol a policy decisiom is like
preparing a road map of un istand before climbing 1o its summit. Planning duoes
not take place in a vacuum. Establishing a commiltee, commission, task foree,
project, or study 1o develup policy normaily means (hat important individuals
or groups in the community have becomce concerned about a subject or issue. It
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is rarc for any issue to be campletely new. One needs to understand the sources
of concern that lead to the new focus or intcrest,

ln undertaking planning, it is important o develop an early and systematic
understanding ol the decision makers and other actors likely to alfect the outcome
of a planning reconnnendation, the agency o agencies fikely to be involved,
and the constitucncics with a stake in the outcome.

Step Three: ldentify policy optivns that represent alternative ways to resolve
the policy isswe or problent. Once the policy problem or issuc is defined and a
“road map"* of the policy environment is developed. the next step involves the
scarch for possible solutions or resolutions.

The development of policy options is likely to involve substantial information
pathering and analysis—interviews with decisiom makers, service providers and
uscrs, analysis of recommendations or actions e similar situations in this or
other communities, brainstorming with **wise people,”™ and construction of de-
ciston Irees or options graphs to clarify choices. The product of this step is
list of two or morc alternative possible courses of action or options.

Stepy Four: Identify the criteria that are relevant 1o chovsing among alter-
natives. ‘The purpose of this step is 1o specilly the criteria or standards relevant
to choosing amang the alternatives identificd in siep three above. Tn the multi-
constituency citvicoriment 1ypical of Jewish communal hife, different criterin
rellecting different values are likely 10 bz bmportant to different groups, The
pulicy analyst sceks to define criteria reflecting a range of values representative
ol the concerns of dilferent groups.

The extent 1o which different options arc likely to advance particular valucs
can be seen as “'mcasures of cifectiveness.”” Thus in sclecting among alternalive
sites far o connnunity center, one site may be more “‘cffective™ in terms of its
accessibility {o older persons living in a rext-door senior iousing development
and another site miy be more *‘effective’™ 1n terims of its accessibility o families
because of superior parking. In addition w “‘cffectivencss’ mcasurcs, criteria
arc likely to involve considerations of cost, timing, and feasibility.

Step Five: Access the pros and cons of each alternative in termy of relevant
criteria und identify the preferred solwtions. The filth and final step in the
plaming model involves an effort to predict the conscquences of cach option or
altcrnative in terms of cach criterion. If 4 reasonable estimate can be made of
the probabie mpact of each option, tie pras aud cons of cach option can be
construcied: “‘pros’” ure a likely positive outcome with regard Lo a criterion or
value. 1n almost any planning situation, the selection of an option involves
“tradecofls,"” weighing different mixes of gains and losses.

The results of such a process are tllustrated in Table 9.1, The pros ol the first
option are cffectiveness in terms of the first criterion, and low cost. The *‘cons™
are low cifectivencss in terms of the second criterion and slow implementation
speed. On the other hand, the **pros™™ ol the second option are effectiveness in
terms of the second criterion, and probable speedy implementation; the “cons™
are low cffectiveness in terms of the first eriterion and high projected cost. Each
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Table 9.1
Criteria—Alternatives Matrix
Effectiveness | Effectivencss
Criterion 1 Criterion 2 | Cost | Feasibility ! Tine
Option A | Not Effective Effective High | Feasible | Fast
Option B | Not Effective | Not Effective | High | Feasible | Slow

In this table, il can Dbe seen that the problen comes down to

chousing among two options (e.g., two sites for a geriatrics center;
two plans for combatting homelessness; two different policy proposals
for enhancing the Jewish fainily, etc.); and five criteria—two kinds
of “effectiveness” or value satisfaction criteria; cost; feasibility (e.g.,
comununity acceptance); and time (e.g., time to implement).
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of these options appears to be feasible. Thus the analyst's contribution in this
casc is 1o provide the basis for climinating other options {which might have
substantial political support), and clarilying the chotces or {radeolfs involved in
choosing the {irst or sccond options. This five-step model is adaptable (0 a wide
variety of policy-planning situations and probiems. But as described above,
policy planning can range from large comprehensis  multiyear studics to rel-
atively quick ““think picces’™ or policy responses on a specific issuc or decision,
The *‘client’” could be an international organization or a neighborhood group.
The mudel does have 1o be adjusted to fit the specific circumstances.

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

Plaming implics coordination and seme degree of centralization. Tt supgests
a rfional process of decision making rather than onc based on whim, ¢motion,
ar power alone. 1t implies o balance between the use of inforomation and infusion
of relevant values; it involves content as well a8 process, Jews vencrate the past
and live in the present. History has taught us not to expect oo much {rom the
future. We tend to be crisis-responsive, reaclive, and not proactive. Yet unless
we plan more syslematicaily, complex problems will linger instead ol getting
resolved. Precious time, money, and cnergy will continue to be wasled in du-
plication of eflott in some areas while other isstes will Tall between the cracks,

While the conmmitment to comnunal planning, a1 least at the local level, seems
to Le growing in North America, we have o long way o go. In all of Notth
America, there is no national Jewish policy think tank— -no Brookings Institution,
no Kennedy School, no Rand Institute. The last such efiort—the Institute of
Policy Analysis of the Synagogue Council ol A1 ica—dicd through lack of
supyport.

A serious commitment to a planiing system—once capable of dealing witl
issucs, programs, priovities, and strategies at the global, continental/national,
regional, metropolitan arca, and ncighborhood level—reqguires a radical reor-
ganization of Jewish life, a radical clange in the rccruitment and training of
Jewish professionals, and a major commitment on the part of Jewish lay lead-
crship 10 a new way ol doing business.

In the earty purt of the twenticth century, in compnity afler community,
Jewish federations weie forged {o bring order out of chaos in Jowish organiza-
tional life. Today, nothing short of such a major elfort on a global, if not a
national level, will bring Jewish communal planning (0 a ecntral role in communal
life.

1. The terms “policy planning,™ “sovial policy wralysis.”” and policy analysis™
will be used inteschangeably in this chapter. Policy planning is defined as the development







Received: by HUJIVMS (HUyMail-v6j); Thu, 24 Dec 92 17:23:09 +0200

Date: Thu, 24 Dec 92 17:23 +0200
From: <ANNETTE@HUJIVMS>

To: annette@hujivms

Date: Thu, 24 Dec 92 17:18 +0200
From: <ANNETTE@HUJIVMS>

To: EKJC6BRERCVAX . EDINBURGH.AC.UK

Subject: Re: data gathering after January
Dear Adam,

Thanks for participating in yesterday's telecon. I believe this
may be the beginning of a fruitful partnership between your
rroject and the CIJE Board.

We concluded the Board Meetings of the Mandel Institute today --
Mort will be here for another week and we are having - as always
very tough and very honest looks at our projects.

This often results in policy changes, or strategic changes, or
new proijects...

We had several meetings with Art Rotman and Mort concerning
the CIJE and among other we discussed the forthcoming meetings
of the CIJE Board - scheduled for February 25, 1993 in New
York. Presentations at the meeting will include the

key projects (Bést Practices; Evaluation (for short):

general overview of the idea).

It would be wonderful 1f you could attend that meeting and

offer an overview of the project and where it is going.

As you know we all have big stakes in having the notion

of research in/for Jewish education understood, the likely benefits
that would accrue illustrated, and the whole idea accepted.
Therefore - if you had a couple of days available to fly

over, present, fly back -- we would be more than happy to

defray the costs. We believe that you would offer the most
effective presentation on the project,

That's it.

Take good care,
Annette



Received: by HUJIVMS (HUyMail-Vé6j); Wed, 23 Dec 92 00:31:39 +0200

Date: Wed, 23 Dec 92 0:31 +0200
From: <ANNETTE@QHUJ IVMS>

To: EKJC68E@ERCVAX . EDINBURGH.AC.UK
Cc: annette@hujivms

Subject: Telecon with Esther-Leah Ritz

Dear Adam,

Thanks for being available later today for the Conference Call.

Here is what it is about. Esther-Leah Ritz, our Mandel Institute
Board member from Milwaukee is here. Mrs Ritz is a grand lady, a
very prominent lay person on the communal scene in North America.

She is a former president of the JCC Association and of many
more communal organizations. She was a member of the Commission and
is a board member of the CIJE. Art Rotman asked her to head a
sub-committee of the CIJE board for your project. She has accepted
to do this -~ though she prefers to add that this is so "until

she finds someone to replace her".

What we need to do today is to brief her on the project,

its purpose, methods, desired and anticipated outcomes. All
of this in general terms since she is just getting on board.
Mrs Ritz is outspoken,

straightforward, sure to ask pertinent questions. We need to
shape with her the role of her committee, after she receives a
picture of what the project is about. This first conversation
comes to establish contact between you and her and make direct
communications possible when appropriate.

With us on the call will be: Art Rotman, Mrs Ritz, Shmuel
Wygoda and Seymour,

Speak to you then,
BEst regards,

Annette
BMAIL> move gamoran



Ellen, let's you and I now work out a way of letting the field
Received: by HUJIVMS via NJE (HUyMail-V63j)}; Thu, 17 Dec 92 11:18:33
+0200

Received: from RL.IB by UKACRL.BITNET (Mailer R2.07) with BSMTP id
3516; Thu,

17 Dec 92 09:17:37 GMT
Received: from RL.IB by UK.AC.RL.IB (Mailer R2.07) with BSMTP id 9129;
Thu, 17

Dec 92 09:17:36 GMT

Via: UK.AC.ED.ERCVAX; 17 DEC 92 9:14:32 GMT
Date: Thu, 17 DEC 92 09:14:48

From: EKJC68RERCVAX.EDINBURGH.AC.UK

To: annette@hujivms

Subject: data gathering after January
Sender: JANET "EKJC68QUK.AC.EDINBURGH.ERCVAX"
<EKJC68R@ERCVAX.EDINBURGH.AC . UK>

I 1like Ellen's idea about shadowing, but I would not abandon the
educators unless we are sure it is interfering with implementation,
for the reasons I listed (need for baseline data} and for the reason
Annette added (need to learn about education in the community).

But as Ellen points out, it's difficult to know beforehand who'!s '"in"
the CIJE and who isn't.

For those who aren't, we don't want to ask questions about lead
communities, but we have to introduce ourselves somehow, and we need
to avoid gliving the false impression that the field researchers ARE
the CIJE or that lead communities is primarily a research project. We
will have to work this out carefully,

in concert with the implementation plans, in January.

Ellen, let's you and I now work out a way of letting the field
researchers know what's going on.

I'm thinking of presenting it as an issue about which we'd like their
advice.



Received: by HUJIVMS via NJE (HUyMail-V6j); Mon, 14 Dec 92 13:20:40
+0200

Received: from RL.IB by UKACRL.BITNET (Mailer R2.07) with BSMTP id
2242 Mon,
14 Dec 92 11:20:00 GMT

Received: from RL.IB by UK.AC.RL.IB (Mailer R2.07) with BSMTP id
5301; Mon, 14

Dec 92 11:19:59 GMT

Via: UK.AC.ED.ERCVAX; 14 DEC 92 11:19:56 GMT
Date: Mon, 14 DEC 92 11:20:14

From: EKJC68QERCVAX.EDINBURGH.AC.UK

To: annette@hujivms

Subject: RE: conference call
Sender: JANET "EKJC68RUK.AC.EDINBURGH.ERCVAX"
<EKJC68@FERCVAX.EDINBURGH.AC.UK>

Received your message, agenda sounds good, locking forward to
speaking tonight.



[m

Received:

Date:
From:
To:
Cc:

Subject:
Thanks. )

Dear Adam,

by HUJIVMS (HUyMail-V67j): Wed, 16 Dec 92 13
Wed, 16 Dec 92 13:15 +0200
<ANNETTE@HUJIVMS:>
EKJCS8@ERCVAX . EDINBURGH.AC.UK
goldrieb@vuctrvax,
annette@hujivms
Re: (Annette, could you pass this on

It was wonderful to receive your E-mail, with its
S0 clear formulation of our commcn understandings and concerns
I would like to respond immediately.

126:12 +0200

to Seymour also?

As regards the first issue ~- i.e. with whonm, when and hew
do evaluators talk about what -- we here corcurr with your

advice and think that option b) is probably the preferred
one at this time (subject to ongoing revisien). I would just
like to add that a major purpose in additior to the cnes

vou state is to allow the field researchers to learn more
about the Jewish educational system -- educators
institutions and pregrams.

We also think that it is probably wise to alert the field
researchers and thus to miniumise the danger of

misunderstanding on their part.

insights for us.

They may also have useful

Which leeds us to the next point -- the repcrt. Here too we are
in agreement. I just wonder if project
directors (who - by the way - may be people other than the current
planners) should see the draft before or after Art has seen it.

As to the implementation question. At this point we still need
to overcome preliminary hurdles or stumbling blocks --
things that have not yet been appropriately addressed:



- getting leadership on board and involved
getting agreement on the project

- getting dedicated staff

- getting the local commission launched

We have of course an action plan, and preparations are
moving ahead on all elements

e.g. pilot projects for early implementation

best practices

planning and self-study guidelines

etc. ..

but these and other cannot make their conrtribution
before a green light of sorts is given locally.

We are working on several fronts to get this done
Both Mort and Art will be here the whole of next
week, at which peint we will take decisions.

That's it for implementation thinking - which may
or may not include whoops and other modes of communication.,

Before signing off - two more peoints:

working with me on this project is Shmuel Wygoda,
a colleague who has joined the Institute staff in
as senuior researcher. He was with us in the

US this past menth and will be in on our

future communications since he and I work on

this project together.

Ellen hello, this should have read

Dear Ellen an@ Adam™

Allas I do not know how to edit the thing - so you
get cc'd until I know better... sorry.

Warm regards to both of you. We look forward to hearing
more and to seeing Ellen.

Annette



= gl:48 °M C1JE 221308 Fage

COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
Mailing address: 163 Third Avenue #128 New York, NY 10003

Phone: {212) 532-1961 FAX: (212) 213-4078
MEMORANDUM
To: ClJE Staft
and Lead Communities Date: November 30, 1892

From: Art Rotman

At our meetings iast week, ! intrcduced Annette Hochstein and Seymour
Fox as having a 'eading role in the design of our plans and programs in the
Lead Communities.

In order o give effect to this, | have asked Annette to take the position of
Director of the Lead Community Project for CIJE and to have supervisory
responsibility for CIJE staff with planning and program responsibilities in the
Lead Communities.

At the meeting there was a question as to which ot the CIJE staff are to be
contacted by community representatives. | sugges:ed that where the
contact fit with the known portfolio of a given CIJE ¢taff person, then the
contact should be mace directly. Shaamith Elster w.ll be the contact in all
other situations.




Received: by HUJIVMS via NJE (HUyMail-v6j); Tue, 151 = 92 12:09:138
+0200

15 Dec 92 10:08:57 GMT

Via: UK.AC.ED.ERCVAX; 15 DEC 92 10:08:48 GMT
Date: Tue, 15 DEC 92 10:09:02

From: EKJC68@ERCVAX .EDINBURGH.AC.UK

To: annette@huiivms

Subject: (Annette, could you pass this on to Seymour also? Thanks. )
Sender: JANET "EKJC68Q@UK.AC.EDINBURGH.ERCVAX"
<EKJC68@QERCVAX .EDINBURGH. AC.UK>

December 15, 1992
Dear Seymour, Annette, and Ellen,

It was nice to talk with you last night. Wouldn't it be
something if we all lived in the same city and could meet
regularly! I bet we'd get a lot done. As it is we'll have to
make do with infreguent conversations.

In this message, I'll first summarize what I took to be the

main points from our discussion. Then I'll suggest some

possible future directions that may be suitable for the next

phase of the lead communities project. Hopefully my suggestions will
take account of the actual state of affairs in the communities to
date.

I think two main points emerged:

(1) In many cases, important members of the lead communities

are having as their first intreoduction to the CIJE, an interview with
the field researchers. This is creating some

awkward situations, and may be making it more difficult to

provide an effective introduction through the implementation

side of the project.



(2) If the field researchers prepare reports that are not
useful —-- for example, if they state the obvious, such as "few
people know what a lead community is" -- there is a danger
that the funders of and/or participants in the project will,

justifiably, complain that we are spending money on researchers which
we should be spending on programs.

My reflections on these points are as follows:

The first issue is very serious. Obviously we must not allow

the evaluation work to impede the implementation in any way.

I think the short-term solution to this issue is straightforward:
After this week, we are finished

interviewing for the time being. We then have a periocd of
reflection, during which the field researchers will be

processing the information they have gathered so far. This

period will give us the time to decide to vhom they should and

should not talk over the next several months. Possible longer-term
decisions are:

(a) talk only with persons leading the local CIJE effort

(b) talk with the above, and talk with educators also,
but don't ask anyone about CIJE who isn't already
committed to CIJE

(c) talk with everyone who will talk to us, as
originally planned

Any other possibilities? Provisionally, I favor (b). The
reason for continuing to talk to educators would be to collect
baseline information about their professional lives, and to
monitor changes in their views about the future of Jewish
education in their communities. But we do not need to decide
this until January.

It would be helpful if we could alert the field researchers to
this issue. I don't know if they are planning to conduct an
interview here and there after this week -~ if so we will need
to tell them to stop. More generally, it is advisable to let
them know what's going on if possible.



Issue number {2) has always been with us. It is, in fact, the
reason I have been pushing so hard for a report at the end of
January -- I want to show, or at least find out, if the
evaluation team can be useful to the implementors as soon as
possible. I think we settled on our short-term strategy for
this issue over the phone: The field researchers will write
their reports, and Ellen and I will read them and decide
whether or not to give them to the advisory committee. If we
and the advisory committee believe they are likely to be
useful, we will give them to the CIJE. If we decide to
release them, we will give local CIJE project directors a chance to
react before we finalize the reports.

I think there is a good chance the reports will be useful to
the communities. The field researchers see themselves as
working to elicit information that will be helpful to
community members -- that is the audience they see themselves
as addressing. But we have all agreed, as far back as my
meeting in Jerusalem last June, that we will not release
anything that would be harmful to the implementation.

I do not see any need to raise this issue with the field
researchers, at least not directly. I think they know I've
been pushing for reperts so that we can make a contribution.

It would be helpful to know what steps are contemplated to
expand the implementation of the project within the
communities. Are you going to go to each community and whoop
it up, make a big splash about being a lead community? Are
you going to try a softer approach, building a coalition
quietly before you try to bring it all together? Or what?
This decision will guide the evaluation project to an
important extent. Is there any information we can provide you
that will help you make this decision? I'd have thought you'ad
like to know how far the lead community coalition actually
extends in each community -- as opposed to how far it appeared
to extend in the proposal -- but perhaps you know that
already. (I don't, but I haven't been there.) Is there any
other information we can pull together that would help you



decide on the next step?

I look forward to your reactions =-- first, I'd like to know
whether I've summarized the main concerns correctly, and
second, I'd appreciate any suggestions about what we should do

in light of the concerns.

Best,

Adan












decide on the next step?

I look forward to your reactions =-- first, I'd like to know
whether I've summarized the main concerns correctly, and
second, I'd appreciate any suggestions about what we should do

in light of the concerns.

Best,

Adam



Jate: Sat, 12 Dec 92 19:10 +0200
:ooms <ANNETTE@HUJIIVMS:>
lo: GOLDRIEB@VUCTRVAX
3ubject: Re: Visit to the Holy Land

Jear Ellen,

Chanks for your message —- yes we are on for the teiecon
vith a very much to discuss and to decide.

fhe telecon is being arranged by Ginny Levi at Premier
'16-391-8300.

[ suggest that the agenda include the following items:
tpdate -- primarily what happened at the CIJE and the
ictual work in the Communties

implications ~- for the CONTENT of the field research
\new questions arise that may be most interesting)
implications -- for the January report (with no input
/e from the CIJE in the communities the questions you
ind ADAM raised as to the relevance and timeliness and
:ontent of the January report is more urgent than ever
{CR> to continue:

1ext steps

ind of course anything else you might want to raise.

ipeak to you soon,
innette

¢ Adam Gamoran

»»5. Jim is here -- taught a class at our new school
'n Thursday.

IMAIL-XMIT Option (? for Help): cc

‘llegal opticn.

SMAIL-XMIT Option (? for Help): h

:dit Option (? for help): cc

lew address (<CR> to finish}: annette@hujivms

l[e address (<CR> teo finish}:

idit option (? for help):

IMAIL=-XMIT Option (? for Help): send

IMAIL-I-JID, Jcb ID is 1301

IMATL-I-SENT, Messade sent

lave message on filename:

IMATL> select bmail

‘older does not exist

IMATL> select mai

[UyMail: Delivered SMTP mail for EKJC68@ERCVAX.EDINBURGH.AC.UK
IMAIL> select mail

urrent folder is mail, 4 messages selected

MATIL>

9:13:20 New BITnet file from ANNETTE@HUJIVMS to annette@hujivms
IMATL>

[UyMail: Delivered local mail to annette@hujivms
MATL>

ANNETTE@QHUJIVMS => annette@hujivms; 12/11/92, 16:41:40; * ANNETTE.

ASCIT (<ANNETTEQHUJIVMS>)
IME type: text/plain

MATL



s —wamntiinll

JH1 EKJC6BRERCVAX.EDINBURGH.AC.UK => annette@hujivms; 11/12/92, 17:51:34:; M EKJ
dATL

EBCDIC (EXKJC68@ERCVAX.EDINBURGH.AC.UK)
MMIME type: text/plain

2ceived: by HUJIVMS via NJE (HUyMail-vé6j); Fri, 11 Dec 92 17:51:34 +0200
aceived: from RL.IB by UKACRL.BITNET (Mailer R2.07) with BSMTP id 4276; Pri,
11 Dec 92 15:51:01 GMT

2ceived: from RL.IB by UK.AC.RL.IB {Mailer R2.07) with BSMTP id 8154; Fri, 11
Jec 92 15:51:00 GMT

ias UK.AC.ED.ERCVAX; 11 DEC 92 15:50:58 GMT
ite: Fri, 11 DEC 92 15:51:14
rom: EKJCE68@QERCVAX.EDINRBURGH. AC.UK

2 annette@hujivms

bject: conference call?

ander: JANET “EKJCG68@UK.AC.EDINBURGH.ERCVAX"
<EKJCE68RERCVAX.EDINBURGH.AC.UK>

inette,
hope you had a safe trip back to Israel. I’ve been briefed about

it <CR> for next page, : to skip to next part...

AATL >

iH November meetings so I think I’m up to date. I received Art’s

amo announcing your expanded role in the project. I’m pleased with

1e way he went about it -- having a director of the l.c. project within
1@ CIJE will fill the leadership vacuum, I think. Anyway, wry cengratu-
itions on a new role you weren‘t seeking.

llen indicated that we may have a confererice call on Monday December 14,
: noon U.S. central time. 1I’m writing to let you know I‘m available for
1at. I711 be at home: my number is 44-31-447-5€67.

1e schedule for our project is that the f.r.’s are in Baltimore this
2e’” and Atlanta next week. After that they have three weeks to write
1€ _irst drafts of their reports (deadline Jan. 11). Then Ellen and
will respond to the reports, and the f.r.’s ané Ellen will meet in
ishville to write second drafts. These drafts will be sent to the

ivisory committee -- which, by the way, nc longer includes you, since
Ju are ocur boss, but you can have the drafts then also ~- and the
>mmittee will have one week to respond (approx Jan 20-27). Then we will

ike one more week to revise the proposals based on the committee’s
mments, and we plan to deliver the reports in the first week of February.

it <CR> for next page, : to skip to next part...

ATL>

IH you see Steve Gelfand’s memoc about the reports? He is asking to see

1e reports in draft form. That’s fine with me. I‘d like to send them

> the local project directors the zame week they are sent to the

jvisory committee. 1If you think that’s too risky, we’ll send them after

1e next revisicn, but that would add another week or even twe to the
*hedule, so I‘m reluctant tc do it that way. It is important tec remember
1at the reports will only delivered to the local CIJE directors, no one else
1 the l.c.’s, and they can control how and to what extent we disseminate the
1formation in the reports.

1ile the advisory committee is reading the draft reports, Ellen and I will



2JH1 EKJC68E@ERCVAX.EDINBURGH.AC.UK => annette@hujivms; 11/12/92, 17:51:34; M EKJ
LMATL

EBCDIC (EKJC68@ERCVAX.EDINBURGH.AC.UK)
1ImMIME type: text/plain

Received: by HUJIVMS via NJE (HUyMail-Vé6j); Fri, 11 Dec 92 17:51:34 +0200

Received: from RL.,IB by UKACRL,BITNET (Mailer R2.07) with BSMTP id 4276; Fri,
11 DPec 92 15:51:01 GMT

Received: from RL.IB by UK.AC.RL.TB (Mailer R2.07) with BSMTP id 8154; Fri, 11
Dec 92 15:51:00 GMT

Via: UK.AC.ED.ERCVAX; 11 DEC 92 15:50:58 GMT
Date: Fri, 11 DEC 92 15:51:14

From: EKJCE68QERCVAX.EDINBURGH.AC.UK

To: annette@hujivms

Subject: conference call?
Sender: JANET "EKJIC68RUK.AC.EDINBURGH.ERCVAX"
<EKJC68@ERCVAX.EDINBURGH.AC.UK>

Annette,
I hope yecu had a safe trip back to Israel. I’ve been briefed about

Hit <CR> for next page, : to skip to next part...

BMAIL>

2dH November meetings so I think I’'m up to date. I received Art’s

memo anncuncing your expanded role in the project. I’m pleased with

the way he went about it =-- having a director of the l.c. project within
the CIJE will fill the leadership vacuum, I think. Anyway, Wry congratu-
lations con a new role you weren’t seeking.

Ellen indicated that we may have a conference call on Monday December 14,
at noon U.S. central time. I‘m writing to let you know I’'m available for
that. 1I'll be at home: my number is 44~31-447-5667.

The schedule for ocur project is that the f.r.’s are in Baltimore this
wee™ and Atlanta next week. After that they have three weeks to write
the _irst drafts of their reports {deadline Jan. 11). Then Ellen and
I will respond to the reports, and the f.r.’s and Ellen will meet in
Nashville to write second drafts. These drafts will be sent to the

advisory committee =-- which, by the way, no longer includes you, since
you are our boss, but you can have the drafts then alsc -- and the
committee will have one week to respond (approx Jan 20-27). Then we will

take one more week to revise the proposals based on the committee’s
comments, and we plan to deliver the reports in the first week of February.

Hit <CR> for next page, : to skip to next part...

BMAIL>

PIH you see Steve Gelfand‘s memo about the reports? He is asking to see

the reports in draft form. That’s fine with me. I’d like to send then

to the leocal project directors the same week they are sent to the

advisory committee. If you think that’s teo risky, we’ll send them after

the next revision, but that would add another week or even two to the
schedule, so I’m reluctant to do it that way. It is important to remember
that the reports will only delivered to the local CIJE directors, no one else
in the l.c¢.’s, and they can contreol how and to what extent we disseminate the
information in the reports.

While the advisory committee is reading the draft reports, Ellen and I will



be writing a summary report for CIJE. This report will not only summari
the three l.c. reports, it may also give comparative information, evalusz
the l.c. efforts, and take stock of CIJE’s progress. It is intended for
you, Art, and the CIJE Board subcommittee on evaluatien.

Adam

BMAIL>

Folder MAIL was created

Current message filed in MAIL folder

2JH2 ANNETTEQHUJIVMS => annette@hujivms; 12/12/92, 19:01:09; * ANNETTE.M:
ASCII (<ANNETTEGHUJIVMS>)

1mMMIME type: text/plain
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Sorry | haven't been able to respond sooner to the revised interviews. I intended to
take time to think about them, but not this much time! In general I am delighted
with the progress you've made, and have far fewer suggestions this time, 1 think the
division into background, preparation/maobilizetion, and professional llves e fine, as
long as it {s understood that questlons about vislon appear within these sections. It
should be clear that we are not abandoning questlons about vision, but are teking a
more subtle approach because at this stage visions are, as you put it, "very nascent
in the communitics if {they) exist at all."

Background guestlong

In your cover letter, you say thet this sectlon is, in part, for "demographic purposes.”
What do you mean by that? Do you expect the sample of respondents to ba
representative in some way? If so, [n what way(s}? | think that would be a mojor
enhancement to the study if that is so--for example, if the intervlewees represent
educatlonal teaders in the community, or the mogt active federation loy people In
the communlty, or any subset(s) that can be clearly described. ‘

How will you Introduce the background questions? What w!ll you say to lead Into
them? [ want to alert you to two sectlons I gee ag eonsitive: the section on merital
history, and the section on religious practices., 1 think ft will take all your skill to
ask these questions In a non-threatening way.

I think It is unfartunate that you have not been able to pilot the questions, I think
thar would be useful, pspecially for Roberta, who has the least experisnce in this
type of interviewing. (M1, Roberta!) 1 suggest that Roberta try to pilot the
questions-=from this section and the professional lives section [f that Is to be used In
Mllwaukee--with a Jewlsh educator In Madison during the next week. You could then
have a de-briefing session just before you begln to use the Interviews In Milwaukee,
The de-briefing sesslon would both help Roberte rafiect on how beat to ¢arry out the
interviews, and would warn you and Clalre of eny difficulties in carrying gut the
interviews,

CORFCTOIRY Aeubrea Mrbheessan $0. (d WaFis



Preparation gnd mobjlization

Comblnlng prep. and mob!l. was a good ldas. The heading to this section says,
"Questlons for Jewish Educations,” but surely these questions are not just for the
cducstors, right?

Given both the partly retrospectlve nsture of thig sectlon, and our desire to monitor
change in issues addressad hy thls sectlon, it seems important to ask these questions
during the fal] visit. I8 that thc plan?

There Is one set of questions I'd llke to ask you to add to this section. I think we
need to know what the participants think a lead community s, and what good they
think it may do for them to be Invonlved with the CIJE. I suggest the following
questions, perhaps to come after questlon O:

What does the term "lead community®™ mean to you?

What benefit, if any, do you see from (name of community)'s degignation as a lead
community?
—Do you anticipate beneflits for the community as & whole?
—Do you anticipate beneflits for specific Inatitutions within the community?
—Do you anticipate benefits for American Jewish education outslde this
corununity?

I am, of course, open to your suggesrions for modiflcations to these guestions. [ am

getting a sense that l.¢. means different things to different people, and if o | think
we need te document thet,

5 ives of r
{ think these questlons arc superb.

I assume that not all educatars will be asked the preparation/mobiiization questions,
gelnce not all were/are Involved with the CIJE so far. For those who've had little
Involvement with C1JE, I suggest thet you ask » few general questions--e.g. "Are you
famillar with the CIJE? Have you heard about {name of community)'s deslgnation as
e lead community? What have you heard? What do you think about {t? What, If
anything, will it mean for you or your work?"--and then go on to questions 12
through 26 from the preparation/mobllizatlon guestions. This will tet us know
whether these educetors have heard of the CIJE and of the community's designation
as a8 l.c,, and whether they have or anticipate having any Involvement.

Irpplications of my commente
The Impiicatians of my suggestions for who gets asked what are;
{1) Everybody gets esked the background questions. In additlon:

(2) People involved with the CI1JE lcad communlty process get the
preparatlon/mabilization questions; and



(3) Educators get the professional lives questions, Educators also gct some
preparatlon/mobilization questions--those who are Involved with CIJE so far
get all of them, those who are not {yet) [nvalved get 8 shorter version.

How does this flt with your plans?
Good luck in Milwaukee! 1 am eager to hear how it goes.

BBG‘,

O

Adam

P.S. Since there's a chance 1'll miss you {n Spokans, I am also faxing this to
Roberta. Please contact Roberta and arrange for ona of you to scnd this to Clalre
aigo, Theanks,



BACKGROUND QUESTIONSE
FAMILY

Date of Birth: _ _ _Place of Birth:

(Continent, Reglen, Mearmst large city)
Religious Denomination: Congregatinnal Affiliation: _

Profeggion:

Siblings: {Name, Gender, Birth Order, Religious Denomination)

[ ) [ — A e e e

Parents: (Mame; Blologleal, Step, or Fletive: Religlious Denomination)

Marital Status:
Never married Harried_ Divarced Widowad

1f married, widowed, or divorced, name, origin, and religlon of
spouse(a):

1st

and

rd

- - - —




Family origin:

Rogion: Paternal side

Haternal side

——— .- PR YT ——

Approximate date
of immigration to USA: Paternal aide

Haternal slde

Religiocus Practice:
Pesach
Chanukah ¢andles
Shabot candles
Kaghrut
Ehomer Shabot

EDGCATION
Formal: (Place, Type, Number of Years)

Pre-School: .

Grammar School:

—_——ae -

High School:

College:

Informal; (Adult Education, Trade School, Religlous Instruction, etec.)

R
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General Concerns:
Family:

Place of Birth could be problematic as natiocnal borders have
changad over the years and citiea have been renamed or possibly
disappeared altogether. 1 think getting the ganeral region will be
adequats,

§iblings could be problematic if parents have remarried. Should
4o get mora specific information, 1.e,, whether half- or step-siblings,
ate.?

Marital Status le also problematic; one could be never legally
married but have children with a long-term companion, for example. If
married, divorced, and/or widowed, indicate how many times in blanks.

Children may present a problem if marriage was mixed. Probe for
religious orientation and practicee in those cases. For example, a
c¢hild may be Jewlsh but participate in Christian practices with the non-
Jewlsh parent. A mixed marriage might Include the practice of a
"Chanukah bush” emulating a Christmas tree in December; is thie
important? Children have been known te convert upon marriage. Nesd to
get enough information so theme determinations can be mads,

Family Origin is an attempt to get at ethnic origins. In some
cazes, this may be very complex, e.g., 1f residence in U.5. {is
aspeclally long term. The {dea is to get a general sense of origin on
both eidesx of the family.

Religious Practice is taken from Himmelfarb'e Gutman scale of
practice as detailed by Reberta., While individuals and families
canatruct very different patterns of practice, for our purposes, thia
scale sesms most useful.

Formal Schooling refers to primary, sscondary, and tertiary forms
of schooling eanctioned by the atate. Speclalty schools whether
religious, vecational, or reorsational are referred to as Informal
Sehoaling. 1 would put non-degree courses of study in the category of
"informal achooling."

Current role refers to the individual's publically acknowledged,
formally defined role in the Jewish community, e.g., teacher in day
school or executive director of federation. For many parente and
students, this question 1e {rrelevant,

Participation in non-role Jewish activitiss refers to those things
the individual participates in beyond what 1s required of his or her
role. Appropriate activities include but are not limited to: summer
campa, Jewlah sororities and fraternities, retrsats, fund-raising
activities, memberships In Jewieh organizatlions (Hadsssah, B'Nai Brith,
the Anti-Defomation Leagus, Eimon Wissenthal Foundatlon, etc.), and
reciplent of Jewish-orlented periodicals,
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Participation 1n non=-Jowish activities should include community,
naticnal, and international activitles not specifically identified as
Jowish. This would include political activities, humanitarian groups,
fraterna}l organizations, and the like. We should attempt to diascern the
motivation for such participation, 1.e., whether as bridge buiilding
between Jewish and non Jewish community or as a move teoward
assimilat]on.



Roberta Qoodman
Claire Rottenberg
Julie Tammlvaara

Queatione for Joewiah Educators

20 August 1992
edlted 11 October 1992

PREPARATION AND MOBILIZATION

This interview focuses on the evolution of a community's involvement
with the CIJE. 1t 18 in part retrcaspective, in part pregpectiva. The
intent is to ldentify the sequence of events that led to involvement and
the people who played a part in the realization of relationship.

n.b. Need to keep in mind who are the mobilizers, who are the
mobilized,

1. (Mame of community) has negotiated a relationship with the CIJE,
1 am interegted in how thie relatlionship began. Think back to
when you flrst learned of the CIJE. When was that and how did you
learn of 1t?

1, What were your thoughts when you firat learned of this project?
(Probe: what advantages did you consider? What misgivings (if
any) did you hava?)

3. What were your first steps after having learned of this project?
(Probe: what did you do? With whom did ydu do 1t7?)

4, Whe do you see as the key people involved in motivating (name of
community) to become invalved in thls project?

Briefly describe sach parason and the gifts they had to offer this

effort.

5. Did you personalliy contact anyone outside (name of ecommunity)
ragarding this project? If so, whom did you contact and what did
you disqusa? (Got names of any formal leaders of CIJE, ‘s.g.,
Norton del, Seymour Fox, Annette Hochsteln, Shulamith Rlater,
ete.)

What advice dld you receive froam those you consulted?

6. How has your idea of thim project changsd frpm when you first
heard of it to the present?
7. What were the biggest challenges to getting the propnsal prepared?
8, Who took the major roles in preparing the propesal?
‘ #
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1a.

i1,

12,

13.

14.

15,

16.

7.

18,
19.

20'

1.

21.

22,

23,

Who planned the presentation to the site visiting team? Were
there objections to the way it vas planned? If sgo, what were
they?

One of the aims of the CIJE is to work with a full cealition of
reprasentatives of the Jewish community. What different groups
became lnvolved and how was their participation asaured?

Are there any groups not involved in (name of community)’a
partnership with the CIJE? If g0, who are they and why have they
chosen not to become invelwved?

Realistlcally, do you ses any chance of them becoming {involved at
a later time?

What has been done to get people lnvelved in Jewlesh life in (name
of community?

How have strategles differed for differsnt types of peopls, e.g.,
single adults, famiiles with young chlldren, older persons, etc.?

What further efforts could or should be made to get people
involved?

In what ways do you feel connected to (name of community)‘'s Jaewish
community? ({Probe: in what waye are you proud of 1t7)

In what ways do you feel alisnated from 1t? (Probe: what makes
you feel ashamed of it17)

Hort educational programs for youth emphasize the importance of
traveling to Israsl. How do you feel about thig smphanis?

Of what importance is larael in your life? (Probe: level of
support, support based on religlous vs. national survival, etc.)

What are the major challenges facing Jevs in (name of community)?
What are the major threats to Jawa natiocnaily and internationally?

In wvhat vays are you prepared to support Jewish education? In
what other ways must it be supported?

What slgns would indicate to you that Jewish education was
improving in (name of community)?

What would inepirs you to become even more invelved in Jewigh
education?

Hany adults criticlze their early Jawlsh educatien. Why do you
think thie is 207

¥ho i3 not reached by your community's efforts to increase
involvemsnt?

T
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24, Who chooses not to become involvad? Why?
25, Who shapes pollcy and funding declsions about Jewish education?
26, Whe sheould be glven or take a bigger rele in Jewish education in

{name of community)?

Nota bene: [ have collapsed "preparation” and "mobillzation" sections.
They seemed to be related, What do yeu think?

Julie Tammivaara
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Roberta Goodman
Claire Rottenbery
Julie Tamuivaara

11 Cctober 1992

PROFESIIONAL LIVES OF EDUCATORS

Thepe questions are to be asked of profsssicnal educators. The
interview 1z to ba preceded by the background interview. This interview
consiste of elght parts.

Recruitment

This section is designed to determine how personal decisions interact
wvith soglal constraints to move people Intec the field of teaching.

Hy first set of questions will focus on how you came to be a Jeulsh
educator.

1, At what point did you make a definite decision to becoms s Jewish
educator?

(Probe: vhat were speclfic vircumstances at the time? Get time,
place, peopls, eto.)

2. What were the main attractions teaching held for you?
H. ¥hat pecple were influentisl in your decision to become an
aducator?

(Probe: Famlly, Friends, Other fducatoru. Qthers?)

4. Thinking back to when you decided t¢ become an educator... What
qualities did you poasess that you thought suited you to this
Work?

5. Would you descr ™" 3 yc Pe 7" 3 here (or, at name of 5’ ol)

pleasa? (Get as much as posaipie on grade or level,
extracurricular duties, eta,)

Sopialization.

Socialization here refers to how an oecupatlion organizes the experience
of neophyte teachers (or fails to do #o).

1. In what vays is your work different from what you expected when
you began as an educater? - '

2. What advice did you recelve from people at (name of achool) when
you began teaching here? .

Tt - P T rypmry o . ' .t . LI T R L, orAs e s
i . Lo - . |
- (Y i ' - . »



10,

11,

What has become more important to you since you have been teaching
at (name of achoel)7?

Hozt teachers find that there ls a bheet time of the day or week
for really getting something across to students, What do you
conisder the best circumstances for getting something across to
studente?

How many other educators work with you?
How long have sach of them held thelr current poaltion?

Imagine you were having a conversatlon wlth a prospective
educator, How would you describe what you do? (Frobe:
frustrations and benefites of work as well az content.)

What would you tall prospesctive students and parents aboyt your
educational program?

To what extent do you fee]l frese to do more or less what you think
best? (Prohe: Get at those amreas they do not feel free in: what
are they? who or what stands in the way?)

If you had a gift of ten more hours a week to bhe devoted to your
work, how would you spend 1t?

T ak
Since we are talking about time, I wonder 1f you could give me a
rough picture of how you distribute your time during a typical
school week? :

First, how muchﬁtime do you spand on school premisea?-

How do you distribute your time between:

14.

1, hctual clasaroom teaching -
2. Preparation for c¢lass such as lesson

planning, setting up equipment, ete, ——
a, Routine paper work and marking papers
4, Seeing etudentsg individually

5. Talking with parents
6. Meotings

7. Othey--ppecify

How muech time, lncluding woeekends, do you spend preparing for
school at home during the average week?

. . - o
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13.

Do you spend time on school work other than at school or at home--

such ar meetings of profesalonal groups or at classes? If yes,
how many?

Rewards

This section deals with the dally tasks of teaching and what meanings
the educator attaches to them.

1 L]

g

5.

10.
11.

12.

Every 8o often teachers tell me they have had a really good day.
What is a good day like for you? what happens?

Ploase recall some occasion when you felt especially proud of
something you achleved as & teacher. Please tell me about it.

Arg there other thinge you have experienced when have made you
fesl proud?

Moat of us have scme cu¢amions when we fesl ashamed about
something ue have done. What kinds of things have you regretted
doing?

What are the main ways you determins you are doing a good job?
(Frobe: what happens? What are some indicators you are
effective?) |

o '
1f you were to ask someone to privately help you asaess your own
wvork, wvho would you turn to? (Probe: why this perpon? What
¢ould he/she tell you?) e

You are one of many Jewish educators in the Dnited States. What
do you think attracts these teachers to the work they do?

A8 far ae you personally are concerned, what are the major

satisfactions you recelve in your work as & Jewish educator? (get

as many ae pogsible.)

Of those you have menticnhed, Hhich do you fes] is the most
important satiefaction?

Have you found a satiafaction in teaching you didn't expeck when
you began am a teacher? 1If so, what le it? )

What ealary and/or benefits deo you recelve?
Looking ehead, what career opportunities do you ses for yoursalf?

What career opportunities would you like to =zee made avallable to
you?



sr-"

13, What opportunities for nrafesaional growth (workshops, college
o8, : s, ) have _ 7T M you tak vy

classes now?

14, In what areas of yowr work do you feel powerful? Net so powerful?
(Probe: explaln in detail)}

15. How do lay people assist you in your work?

16. How should they be assisting you?

17. What "facilities" are important to you in your teaching? wWhat I
mean ie what "thinge"--books or equipment or whatever--really make
a difference in the Rkind of job you can do? (Probe for
speaifias.)

Burpose

What hopes and ideals do educators have? What are their perspectives on
their colleagues? Vhat makes them proud?
' W

In this section ! would 1ike to learn how your hopes for Jewish
education and how you think about others in the profession.

1.

|

1

As you think about your work, what do you eee ae the main
purpose(s) of Jewish education? vy

How would you like to seo your students changed or transformed as
a result of your teaching?

Deecribe a model 40-yesr-old Jewish person. (Allow for multiple
descriptions.)

Thinking back on your own Jewish education, describe a really
wonderful teacher you had.

Describe a teacher who was not so wonderful,

What changes have you effeated in the etructure of your
educational program?

In what waya havef?ou beaen eapecially succesaful as a Jeufﬁh
educator? '

Deearibe an idmal fellow educator, 1.e6., one you would especially
enjoy working with,  What qualities would this person have?
o

What kind of knowledge mumt a Jewleh educator have to be abla to
do a good job of teaching of the kind you do?

What {» most important?
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10. What must a teacher be able to do--uh&t skills must he or she
have--to do a good job at the Rind of teaching you do?
What 1s mogt important?

11. Have you ever experienced what might be called a "turning polnt”
or an "epiphany” where you knew you had become a "pro" as a Jewlsh
educator? (If yee, ask educator to describe.}

12. How would you 1ike to be remembered by the etudents you have
taught?

13. 1£f you could choese your mtudents in the comlng year, which would
you ohoose and why?

a. A group of students whose emotional nesds are a challange to
the teacher,

b. A group of nice klds from aversye homes who are respectful
and hard-working.

a, A group of creative and intellectually demanding etudents
calllng for spescial effort.

d. A group of underprivileged children from difficult homes for
whom achool can be A major opporiunity.

e. ¢hildren of limited ability who need unusual patience and
sympathy.

Which would ba your secend cholice? Why?

bimscontent.

Those things that make an educator's goals difficult to reach are the
focug of this section. :

1.

21

What little th' (e irritate you in y¢ work?
What changes would help alleviats these lirritations?
Vhat eircumstances vould cause you to leave your position?

When was the last time you were tempted to leave? (Probe: What
were epecific clrcumstances? What happened?)

What two or three changes would significantly improve your
situation?

ol I8
g
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Sentiments

The educator‘a preaccupations (aspecis of the anvironment that are
heeded), bejlefs (theories they use to explain behavior), and
preferences in verking arrangements are the focus here.

1. Hhen you enter your classroom at the beginning of the day's work,
how must it be arranged so you can teach effectively? That le,
how de you like it to look?

2. When the students enter the room, can you tell what kind of a day
or perjod it ip going to be? I!f 0, what tells you?

3, what kinds of things make it more difficult for you to get your
job done? (Probe!: material and emotional etates.)

4, Think about a really good day you had recently. What made it a
good day?

5. Think about & particularly difficult student you had to deal with.
- What waps the problem and why did he or she have it?

6. What kinds of decisions do you participate in at your school?
(Probe: specific examples.)

7. What regource materials are available to you?

B. How 18 currioulum chosen? Modified?

9. How has status of Jewlsh seducators changed since you became

involved either as a atudent or teacher?

Interpersonal Prefearences

The nature of relationshipa with parents, peers, and supervisors,

1. How pany parsnts, on the average, do you esee in e nmonth?

i. For what reasons do you seek to meet with parents?

3. For what reasons de parents seek to meet with you?

4, Vould you like to mest with parents more or leas often? Why?

S, What, from Qour polnt of view ag a teacher, makes a "good" pafont?
6. Think for a moment about your fellow educators.

'

a. When and where do you interact with them? (Probe! singly
or in groups)'
b. How are educators aps a group perceived by others?

r——— . e i Com e s
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1g.

11,

13,

13,

e, How do othera show they respect (or do not reapect) you?

Do you ever work together with other teachers on lessons? If yes,
deseribe how this work 1s done?

Do you prefer to work aleone or with other teachers?
What, in your opinion, makes someone a good "fellow teacher?"

Some people think that a school should be operated like a well-run
business vhere everyone's responsibility is clearly stated and the
1ines of authority are sharp. Others think that schools should be
organized loasely and that relationships among members of the
staff should tend toward equality. Which of these two views is
closer to yours? Why?

What do you consider to be the major responsiblliities of the
achool director toward you?

Vhat do you coneider your major responsibilities to the achool
director?

What questions would you ask a school director if you were to seek
A position at & new school?

Nota Bene: There are only seven sections in this interview; The eighth
one ve discussed, change, seema t& be incorporated in other sections.
Should we pull these out for a separate treatment? Also, leading
statements for each section are not completed. Any suggestions? Plsase
feel free to suggeat changes.

Julle Tammivaara
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AdHicipated Content of First Reports

November, 1992

COMMENTS WELCOME

The first reports from the monitoring, evaluation, and
feedback project are due at the end of January, 1993. The
reports, one for each community, will be based on initial
visits to the communities during November-December 1992. Each
local CIJE director will receive the report on his/her
rommunity, and the field researchers will be available to

esent relevant portions of the reports orally to appropriate
groups within the communities. A summary report will also be
prepared for the CIJE staff and board subcommittee on
evaluation.

What will the reports contain? The task of the evaluation
project during the CIJE's first year is to monitor the process
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8fHbecoming a lead community, with attention to emerging
visions of Jewish education, and a focus on the "enabling
elements" described in A Time to Act: community mobilization,
and the professional 1ives of educators. The reports will
serve as "mirrors" to the community, displaying the current
state of Jewish education and the ongoing efforts to improve
it. The first reports will be primarily descriptive rather
than analytic, and we anticipate discussion of the following
dreas.:

Description of the commurity and its education system



(1) The community as a whole: What is the character of this
Jewish community? What do some of its leaders perceive as
important strengths and resources upon which * build?

(2) Education system: What is the structure of Jewish
education in this community? What institutions are involved,
and, roughly, what is the nature of their personnel?

Becoming a lead community
(I} Preparation: What motivated participants to become

Hit <CR» for next page, : to skip to next part...
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2dHolved in the Jead community proposal? What did/do they
hope to gain--for their own communities, and for American
Jewry more generally? Who was involved in the proposal-
writing process? How, if at all, has participation in the
local CIJE effort changed since then? What does the concept
of a "lead community" mean to members of this community?

., Mobilization: MWho is presently involved in the
community's CIJE effort? Who is not involved? What role do
educators play in the CIJE, and/or what role is envisioned for
them? To what extent are diverse groups represented in the
local CIJE efforts? What attempts are underway to broaden
financial support for Jewish education?

(3) Visions: Who in the community has given thought to goals
for Jewish education? What programs are envisioned or newly
established? What is the diversity of views about the desired
future of Jewish education in this community? To what axtent
are these views seen as attainable?

Chailenges to the community
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28Hs section will focus on issues that emerge as key

challenges to the efforts to establish a broad-based planning
yecess for community-wide improvement of Jewish education.

For example, the need to develop visions for Jewish education,

or to draw educators into the local CIJE effort, might turn

out to be important issues. This section is based on the

premise that the CIJE lead communities project is more than

"just another project;” its goal is fundamental, systemic

jnvigoration of Jewish education in these communities and,

ultimately, throughout North America.

BHATIL>

Current message filed in MAIL folder

Message #1 was deleted.

BMAIL> reply

Noe current message

BMAIL> select mail

Current folder is mail, 2 messages selected

BMAIL> select

Current folder is MANDEL, 3 messages selected

BMAIL> dir

2JH => MANDEL <=

# Date From Size Fmt L FileN Subject



2JH1 ANNETTEGHUJIVMS => annette®hujivms; 12/11/92, 16:41:40; * ANNETTE.MAIL
ASCIT {<ANNETTFRHUJIVMS>)
ImMIME type: text, 1iin

teceived: by HUJIVMS (HUyMail-V¥6j); Thu, 41:40 +0200
Jate: Thu, 12 Nov 92 16:38 +0200

‘rom: <ANNETTE@HUJIVYMS>

fo: EKJCE68RERCVAX.EDINBURGH . AC. UK

.C: annettefhujivms

subject: Re: content of reports

50 far so good. We will respond as soon as we receive the materials.
It that time we will also decide about the agenda

)f the meetings -- or rather about the place

»f the project in those meetings. 1 foresee

them as very very heavy meetings - and we will need

to prioritise. They may or may not be the

rest forum for dicussion of the report format.

The basic issue of reporting will certainly be brought up.

{it <CR> for next page, : to skip to next part...

MAIL>

\JHto the three f.r.’s: you are so very convincing, persuasive
ind persistent that a person cannot but be swayed!

They should come and I really Took forward to meeting then.

Jest Regards,

\nnette
IMAIL>
‘older MAIL was created
-urrent message filed in MAIL folder
lessage #1 was deleted.
MATL>
flessage #1 was deleted,
MATL>
fessage #1 was deleted.
MA >
lessage #1 was deleted,
IMATL>
fessage #1 was deleted.
MAIL>
lessage #1 was deleted.
SMATL>
lessage #1 was deleted.
MAIL> select mail
.urrent foider is mail, 1 messages selected
IMAIL> move Gamoran
lo current message.
MAIL> quit
: To
ANNETTE logged out at 13-NOV-1992 06:53:12.49
Connection to VAX closed by foreign host]
ts04.gr>quit






Received:; by HUJIVMS wvia NJE (HUyMail-V63j); Wed, 11 Nov 92 16:23:13
+0200 11 Nov 92 14:21:57 GMT

Received: from RL.IB by UK.AC.RL.IB (Mailer R2.07) with BSMTP id 4993:
Wed, 11 Nov 92 14:21:57 GMT

via: UK.AC.ED.ERCVAX; 11 NOV 92 14:21:54 GMT
Date: Wed, 11 HOV 92 14:21:56

From: EKJC68@ERCVAX.EDINBURGH. AC.UK

To: annette@hujivms

Subiject: meeting on the 23/24
Sender: JANET "EKJC68QUK.AC.EDINBURGH.ERCVAX"
<EKJC68QERCVAX.EDINBURGH.AC.UK>

I'm glad it will work out to send a f.r. to the meeting on the 23/24.

I am sure any of them would represent the project well. If cne must be

recommended I suggest Claire since she has been presenting the project
> much lately.

However, let me make one more pitch to¢ send all three field
researchers.

First, I made an issue of this a couple of weeks ago so they already

think all three of them are going. Second, all three will be visiting
all three communities at some times, and it would be good for them to
be introduced to the leaders of the other communities. Third, they

would Jjust be in the background during the meetings and not speak
except to answer gquestions and to present the project if asked, and
then only one of them would present.

P.S. I received a letter from Julie today in which she says they have
an appointment to meet with Barry Holtz prior to the meeting on the
23rd-- "an informal get-acgquainted session" she calls it. S0 it looks

ike they've already set up their trips. Trat's my fault--I told them
they were going a ccocuple of weeks ago.



Received: by HUJIVMS (HUyMail-Véj); Tue, 10 Nov 92 20:28:36 +0200

Date: Tue, 10 Nov 922 20:26 +0200
From: <ANNETTE@HUJIVMS>

To: EKJC68BERCVAX.EDINBURGH.AC. UK
Cc: annette@hujivms

Subject: Re: I am planning on faxing the attached to Art today

Dear Adam,
Having tought it over and cleared it with aArt, it is
fine for one of the f.r.'s to participate in the

workshop of Lead COmmunity planners on November 23 and 24.

It was good talking to you -- as always.
Take care

Annette



Received: by HUJIVMS (HUyMail-Vé3j): Sun, 08 Nov 92 20:27:54 +0200

Date: Sun, 8 Nov 92 20:26 +0200
From: <ANNETTE@HUJIVMS>

To: EKJC68@ERCVAX . EDINBURGH. AC.UK
Cc: annette@hujivms

Subject: Re: I am planning on faxing the attached to Art today
Dear Adam,

In reference to your memos of last week here is a last

response: you suggested a conference call with the

researchers on November 18. That is not so convenient

for us since we will be in the US since the morning

of that day - and already at work. Is it possible to reschedule for
next Monday the 16th, at 3pm Jerusalem time (8 am New York)?

in order to be effective at that conversation could you

please either send me new materials or tell me what of the

documents I have you plan to discuss.

Art referred your document back to me today —- I'll discuss
it with him on the phone and will let you know his response.

Regards,
Annette

P.S. You probably know that we are running two workshops

in the US during the next two weeks: a staff meeting

on November 19/20, at which Ellen will come, and a

TEad Communities' seminar with the COmmunity planners

on November 23 (evening) and 24 (All day). I believe it would
be very good for the project if Ellen could attend that meeting
too -- even if only the day part. However before asking her

I wonder whether you think it is a Chutspa to ask her to

come back so soon after the first meeting - and while

the f.r.'s are in the communities. Please advise me.
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Proposed feedback mechonlam In lead communltirs

The field researct s are expec | to prepare quarterly repor  on their findlr  In
lead communitles. During the first year, the reports wlll ducument the state of
Jjewlsh education In the three communitles, with partleular reference to visiona for
change, mobilizatlon of the communlties, and the professional llves of educators.
{These reports will presumably be complemented by local self-studies addressing
participation rates and other quantitative indicators.) Especially in the first
quarterly report, the fleld resesrchers will document the process of becomipg a lead
communlty, and they will maonitor this process throughuut Lhe yeesr, Each

comrunity's report will reflect the particular pace and direction of planning within
that community.

Preparation and dissemination
The fieid researchers, with input from the directur and associate director of

evaluation and their advisory committee, witl produce a flrst set of reports on
the lead communities by the end of January,

The January reports will be dellvered to Art Rotman, the Director of the
ClJE. He will send each community's report to the respective local project
directors. In a cover letter, he witl offer to have our field rescarchers
provide ¢ne or more oral presentations to professional und/or lay leaders (at
the discretion of the local project director) based on the portlons of the

report that sre appropriate for wider dissemination. Each community will
recelve only lts own repart.

In addition, the evaluation staf{ (director, associate director, and fleld
researchers) will prepare s summary report. The surmunary report will include
comparative informetion about the three communltles, and an assessment of
CIlJE progress to date. This report will be delivered to Art Rotmen, who may
wish to share {t with the CIJE Board subcumumiiiee on evaluation.

Subsequent quarterly reports will be disseminated In the same manner, subject
to modification based on uur experience {n Januury.

antent of the first art

The first report must document the process of becoming & lead community, It
must reveal the critical !ssues faclng the lead communities as they attempt
to mobilize and invigorate their systems of Jewlsh educaclon, Examples of
possible issues are:

-- mobllization and cooperation amung various groups within lead
communitles, e.g. federation professional snd lay leaders

-- achieving consensus within communities about what it means to be a
"lead community”

- bringing educetors Into the lead community process

-- getting community members to express vislons for Jewlish educatlon



CENTRE for FIUCATIOIN AL SO IO

Dhieparttnent ol S lgllrlg\

The Morsworats of tdnburgh

T Bucctew b Place

NOVEmber 6, 1992 filmlmrgh FRiR 9%
sontiand

Dr. Julic Tammivaara Fan UK (033 e 1264
Somewhere in America Fmal o bvauk a sdnburgh

Trlephone LIK 42431 milr 1000

i i ochieent g K 00T B30 41He 4[KT
Dear Julie, o

Sorry | haven't been able to respond sooner to the revised interviews, I intended to
take time to think about them, but not this much time! In general I am delighted
with the progress you've made, and have far fewer siggestions this time, I think the
division into background, preparation/mobilization, and professional lives is fine, as
long as it is understood that questions about vision appear within these sections. It
should be clear that we are not abandoning questions about vision, but are taking a
more subtle approach because at this stage visions are, as you put it, "very nascent
in the communities if (they) exist at all."

Background questions

In your cover letter, you say that this section is, in part, for "demographic purposes.”
What do you mean by that? Do you expect the sample of respondents to be
representative in some way? If so, in what way(s)? ! think that would be a major
enhancement to the study if that is so--for example, if the interviewees represent
educational leaders in the community, or the most active federation lay pecple in
the community, or any subset(s) that can be clearly described.

How will you intraduce the background questions? What will you say to lead into
them? [ want to alert you to two sections | sce as sensitive: the section on marital
history, and the section on religious practices. [ think it will take all your skill to
ask these questions in a non-threatening way.

1 think it is unfortunate that you have not been able to pilot the questions. [ think
that would be useful, especially for Roberta, who has the least expericnce in this
type of interviewing. {(Hi, Roberta!) 1 suggest that Roberta try to pilot the
questions--from this section and the professional lives section if that is to be used in
Milwaukee--with a Jewish educator in Madison during the next week, You could then
have a de-briefing session just hefore you begin to use the interviews in Milwaukee.
The de-briefing session would both belp Roberta reflect on how best to carry out the
interviews, and would warn you and Claire of any difficuities in carrying out the
interviews.

DIt TORS A drew Mol'hereon Thaend Hafle



Preparatinn and mobilization

Combining prep. and mobil. was a good idea. The heading to this section says,
"Questions for Jewish Educations,” but surely these questions are not just for the
educators, right?

Given both the partly retrospective nature of this section, and our desire to monitor
change in issues addressed by this section, it seems important to ask these questions
during the fall visit. 1s that the plan?

There is one set of questions I'd like to ask you to add to this section. 1 think we
need to know what the participants think a lead community is, and what good they
think it may do for them to be involved with the CIJE. I suggest the following
questions, perhaps to come after question 9:

What does the term "lead community™ mean to you?

What benefit, il any, do you see from (name of community)'s designation as a lead
community?
—Dwo you anticipate benefits for the community as a whole?
—Do you anticipate benefits for specific institutions within the community?
—Do you anticipate benefits for American Jewish education cutside this
community?

1 am, of course, open to your suggestions for modifications to these questions. I am
getting a sense that l.c. means different things to different people, and if so I think
we need to document that.

Professional lives of educators
I think these questions are superb.

I assume that not all educators will be asked the preparation/mobilization questions,
since not all were/are involved with the CIJE so far. For those who've had little
involvement with CI}JE, I suggest that you ask a few general questions--e.g. "Are you
familiar with the CIJE? Have you heard about (name of community)'s designation as
a lead community? What have you heard? What do you think about it? What, if
anything, wilt it mean for you or your work?"--and then go on to questions 12
through 26 from the preparation/mobilization questions. This will let us know
whether these educators have heard of the CIJE and of the community's designation
as a l.c., and whether they have or anticipate having any involvement,

Implications ol my comments
The implications of my suggestions for who gets asked what are:

{1} Everybody gets asked the background questions. In addition:

(2) People involved with the CIJE lead comnmunity process get the
preparation/mobilization questions; and



{3) Educators get the professional lives questions. Educators also get some
preparation/inobilization questions--those who are involved with CIJE so far
get all of them, those who are not {yet} involved get a shorter version.

How does this fit with your plans?

Good luck in Milwaukee! 1 am eager to hear how it goes.

Best,

:"\

Adam

P.S. Since there's a chance 1'H miss you in Spokane, [ am also faxing this to

Roberta. Please contact Roberta and arrange for one of you to send this to Claire
also. Thanks.
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COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

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

1992-93 is the Planning Year {sec below)
1993-94 is the first Action Year
1994-95 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 ptan will include: a needs
assessment, mission or vision statement(s), program priorities, and a strategy for financial and
human resource development, The plan will build on the work of the Milwaukee Association
for Jewish Fducation and incorporate appropriate elements of work already completed. The
commurity by February 1, 1992 will prepare an outline of the 5 year plan identifying the major
wipics 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 caosts
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 ind prepare an Action Program for 1994-95.

Duning 1994-93, the community will carry out the implementation of the second year’s Action
Propram and prepare an Action Program for 1995-96.

In support of these efforts, CIJE agrees to:

u 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: Israei Experience; Day School;
Campus Programs; Camping; & Adult Education. Information on all areas will be made
available between QOctober, 1992 and the end of May, 1993. The lead community will
adapt and introduce these models in the light of local needs and interests during the
Action Years of the project, with the advice of CIJE.

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

* Sce Appendix A for a brief description of some of the possible areas of conient of a Lead
Communities Plan.

2
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COUNCIL FOR INITIATIVES
IN EWISH EDUCATION

Introduce potential funders to the community -- including continental foundations
imterested in specifie project areas,

Negotiate with foundations, organizations, and providers of programs -- training
institutions, JCCA and JESNA -- ta define the nature of their involvement and their

contribution to Lead Communities.

Provide a monitoring, evajuation and feedback system to serve both the Lead Community
and CUE.

Cenvene lead community leadership for periodic meetings on common concerns.

The Lead Community agrees to;

Estabiish 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 by i

Provide apportunities (such as town meetings or subcommittees) for stakeholders from
all sectars 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 a Lead Communities Planning Director to staff the Lead Communities Committee
and 1o 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 BJE} are expected to be fully involved in
the process.,

Prepare a five-vear plan, and annual action programs (zs 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.
{ax discussed above).

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

vild the profession of Jewish education, and thereby address the shortage of qualified
personnel.
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COUNCIL FOR INITIATIVES
~ IN JEWISH EDUCATION

» Mobilize community support to the cause of Jewish education,

= Significantly expand the communai 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
communa! resources for Jewish education by the third year action program. Communal
resources include reguiar 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 CUE to disseminate the results of their experience to other communities.

During the summer of 1993 and the summer of 1994, the work of the preceding year will be
reviewed by the panners. This Agreement may be terminated at the end of one of these reviews
if it appears to either partner that the other has failed 1o perform in relation to this agreement.

CIIE Federation
By: By:

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

(LLUSTRATIVE)

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

How the community plans to approach major improvements in edocational 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 education campuses

How to create a more supportive climate tor Jewish education

How to approach the Jewish education of each major group in the life cycle: singles,
families with young children; teens; the college yeurs; empty nesters; older people

How the community plans to encourage linkuges (e.2., between formal and informal
educational experiences)













































c. How do others show they respect (or do not respect) you?

B Do you ever work together with other teachers on lessons? [F yes.
describe hou this werk iz done?

. Do you prefer to work aione or with other teacheres

9. ¥hat, in your opinion, makes somecne a good fellow teacher?”

10. Some people think that a school should be operated like a well-rup
business where everyocne's responsibility is clearly stated and the
lines of authority are sharp. Others think that scheols should be
organized loosely and that relationships among members of the
staff should tend toward equality. Which of these tuo views is
closer to yours? Why?

11. What do you consider to be the major responsibilities of the
school director toward you?

12, What do you consider your major responsibilities to the school
director?
13. What questions would you ask a school director if you were to seek

a position at a new school?

Nota Bene: There are only seven sections in this interview; The eighth
one we discussed, change, seems to be incorparated in other sectioens.
Should we pull these out for a separate treatment? Alsc, leading
statements for each section are not completec. Any suggestions? Please
feel free to suggest changes,

Julie Tammivaara
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The Univerany of Edinburgh
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Fam UK M} k¥ 32810

To: CIJE Evaluation Project Advisory Commltree Ematl CFAGiese murgh

From: .:\d am GamOran Telupimene UK (31 ¢5C 1000

CC: Ellen Goid:'ing or aww du UE )1 A58 #1867 4167
LN

Re: reporting an lcod communicies

As vou know, thres lead communities have now been salected: Atlants, Baltimore,
and Mllwaukee. In the course of thelr lniroductions to the communities, the field
researcners have been asked what serc ul feedback or reporilng they wlill provide to
the commurnicles, and we have not yet given them a satisfactory answer. I'm writing
to ask your advice on a reporziag sysiem which I would llke to propose, Any
coamments you can provide would be most appreciated. You can respond to me
direcily, ar to me throuss Arnnette [fochste!n.

Thonks very much.

DIFCTORS Angrew Melhemen Duood Rale



Praposed fecdback mechanism In lead communities

The fleld researchers are expected to preparc quarterly reports on their findlngs In
lead communities, During the flrsc year, the reports will document the state of
Jewish educatton tn the three communlites, with parsicular refereance to visions for
change, mebilization of the communlcles, and the professional lives of educatars.
(These reports will presumably be compientenced by local self-scudies addressing
participation raeces and other quantltative indicators.) Eapeclally in the first
quarterly report, the field researchers will document the process of hageming a leed
community, and thiey will monitor this procsss throughout the year,

YWhat will heppen to these reports? Who will receive them? llow will thay be
disseminated? What, more specifically, will they contaln? [ propese the follawing:

Ereoeracion and dlsseminacion
The field researchers, wich Input from Adarm:, Ellen, and the edvisary
commitzee, will produce a {irse set of repor:ts on the lead communitics by the
end of January.

After review bv our advisory commisies, the January reports will be deliverad

ta Art Rotman, the Director of the CIJE. He w!ll send each community's

report 10 the respeciive local project directors. In a cover lezter, he wiil

offer to have our fleld researchers provide one or more oral prescataotions to

professional and/or lay leaders (at the discrecion of the local project director)

based on the porvions of tne report that are nppropriate for wider
issemination.

Communities will not rece!ve reports an the other communizies. However,
each report will heve a section un experlences in the other communitles thart
arc rclevan: for their own affcros.

Ary may also present all three repores to the ClJE board subcommittee for
evaluztiovn., Alternatlvely, he may ask for a summary report bosed on the
three reports,

Subsequent quarterly reports wlll be dissemineted in che same manner, subject
te modification based on our expericncec !n Jenuary.

Content of the first report
The first repor: mus: ducument the process of becoming a lead community. It
must reveal the critfcal lssues facing the CLJE as it attempes to create lead
communities In Atlanca, Baltimore, and Milweukee. These issues moy Include:




educeatlng federation lay and professional leaders sbout the concept of
a lead cominunlty {so far, community mecmoers and CIJE staff do not
seem to share the seame {dea of whaet a [ead community ls)

bringing federation professional and lay leaders together {early
indlcarions show {mportant divisions between these groupa In the lead

communicies)

geteing educators Involved {where are the educators (n the lead
communlty coalltions?)

getring community members to express visions for Jewish education
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September 9, 1992

Dr. Julie Tammivaara
South 4319 Miami
Spokane, WA 99223

Dear Julie,

S
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UENTRE for EDUCATIONAL SCCIOLOGY
Deparuncent of Soc'lolug}

The Univeruty af Edinburgh
7 Buccleuch Place
Edinburgh EHS LW
Scotand

Faz UK (0131 668 3181

Emal CESGuk ac edinburgh

Telephone UK (I3 6350 1000

or direct diak UK (D131 650 4186/ 4187

| was so pleased to receive your letter with the draft of the interview questions. 1
think the team is making excellent progress. !’ve taken a few extra days to respond
since you've given me a lot to respond to!

['d like to raise three general issues, and then a few specific points about each section:

GENERAL QUESTIONS

(1) All three lists of questions are termed "Questions for Jewish Educators." Yet
questions about vision and about mobilization need to be asked of a broader set of
respandents, including professional and lay leaders in coemmunal organizations, parents/
congregants, members of JCC's, perhaps unaffiliated Jews, etc. How will you handle
these different audiences? Will you develop separate protocols for each category? I'm
sure that many of the same questions can be asked of different types of persons, but
some questions might be more appropriate for educators than for other respondents.
Particularly in the questicns about vision, we need to think about varied ways of

approaching the subjecc.

Perhaps we should step back and lay out the possible d.fferent categories of
interviewees., These might be:

professional educators (mainly teachers and principals)
rabbis {who are educators to varying degrees)
students {would need to limit this: e.g. secondary only?)

parents of students

congregants who are not parents
--especially lay leaders of congregations

JCC members

professional leaders of communal organizations (eg, Fed,JCC)
lay leaders of communal organizations
persons unaffiliated with congregations and JCC's

DIRETTORS  Andrew MePheron Daved Rale



I want to raise some questions about this list. First, what have I left out? Second,
how are we going to pricritize conducting interviews with persons in these groups?
Will we omit some of them? Which ones? Third, how will the interview questions be
modified for these groups of respondents?

As a first cut, let me go back to the methods section of my "tentative plan" which |
presented in August. [ listed three starting points from which we would snowbhall
outward:

(1) Key actors involved in the l.c, proposal

(2) Leaders of co  unity organizations involved in education

(3) Random samples of lay persons not included in {1} or (2)

If we follow this plan, we would first need interview questions for professional and lay
leaders of communal organizations, professional educators and rabbis, and lay leaders
of congregations. (Perhaps lay leaders of communal organizations could have the same
interview gquestions as lay leaders of congregations.) This plan gives lower priority to
interviewing students.

This discussion leads me to conclude that you will need three versions of the questions
about vision, and possibly mobilization:
(a) questions for educators
(b) questions for other professionals
(c) questions for lay persons, including leaders of communal organizations and of
congregations, parents, etc.

Time permitting, there could be a fourth version of the questions about vision for
students.

How does this sound to you? I'd be happy to hear about alternative approaches. I'm
sure there will be a lot of overlap amaong these versions of the questions--perhaps the
main difference would be in the way you introduce the questions.

(2) There are a lot of questions here!! | am concerned about the length of the
interviews, particularly for educators, who would presumably be responding to all three
sections. How can these questions be prioritized? Here are a couple of alternate
ideas:

(a) Ask only the visions questions in the Nov.-Dec. visits. In the Jan.-Apr.
visits, ask the mobilization and professionalism questions of persons interviewed
previously, and ask the visions questions of a broader sample. In the May-June
visits, ask again about visions and mobilization {to monitor changes), and ask
about professionalism from a broader sample.

(b) From a limited sample, ask about all three subjects in the Nov.-Dec. visits,



{Non-educators would not be asked about professionalism.) Broaden the sample
and ask about all three subjects in Jan.-Apr. For the May-June visits, return to
key respondents to monitor changes in vision and mobilization.

My concern with plan (b) is that there would be a fot of questions for one round of
interviews. Of course, many variations on these ideas are possible. For example, you
could fellow plan (a) but add mobilization questions numbers [ - 7 for the Nov.-Dec.
interviews. [ hope you will discuss these and other plans that you devise and let me
know what you intend to do.

(3) Do you have any plans to pilot the questions? I urge you to do s0. The easiest
thing is to ury them out on each other, and that is certainly a good way to start, But I
suggest finding some interview subjects outside the lead communities who would be
willing to help out by responding to the questions. As you well know, practice
interviews of realistic subjects will help prepare you for the kinds of responses you
may receive in the l.c.’s. In addition, practicing the interviews will show if 1 am right
to be concerned about the length of the interviews.

SPECIFIC QUESTIONS
Generally 1 think you've devised some high-quality questions. A few reactions:

Yision guestions:
Obviously you need some sort of warm-up here, and as | noted abave, the warmn-up will
likely be different for different categories of respondents. Non-educators will have
much less to say about these questions. What sort of probes can we devise to help
themn along? For example:
What should Jewish education in this community look like in five years? How
does that differ from what exists today?
What kind of Jewish education would you like your children or grandchildren to
receive? Is that type of education available today? {(if not): What changes are
needed to bring that about?

Mpbilization questions:

Again, some sort of introduction is needed. What is the process referred to in question
1?7

What are the points behind questions 8 and 9?7 (I can make some guesses, but P'd like
to hear your views. I’m not criticizing, just wondering.)

I think question #!13 is great. Why does it come under mobilization? Does it link up
_with the visions questions?



What do we mean by "policy and funding decisions" in question #16? We definitely
need to know this, but I wonder if we need a more subtle way of asking it.

Professionalization questions:

We’'ve been using "professionalization” and "professionalism” as a shorthand for
referring to this topic. Let's not lose sight of the fact that most Jewish educators are
not full-time professionals, and many are not making a career of Jewish education.
Nor should we take it as given that this is a goal of the reform of Jewish education,
So let’s use our shorthand, but remember that, more accurately, these questions are
about the professional lives_of educators, i.e. the conditions under which they work and
the efforts they expend. We can take it as a given that one goal is to improve the
professional lives of educators--that is a required element of A Time to Act.

Unlike the other sections, these questions are clearly intended only for educators.
Questions for non-educators about the professional lives of educators would come under
vision.

At the beginning of this section (or elsewhere), we need to establish some basic
background information such as how much they teach/administer, what their subjects
are if they are ceachers, how long they’ve been Jewish educaters, etc.

Generally 1 think these questions get at the heart of the matter. Someone should
review the Los Angeles Jewish Teachers Survey--and ary other community teacher
survey--to sec if there are other ideas.
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I hope these responses are helpful, and that you can discuss them in upcoming weekly
conference calls as well as in group meetings. [ just heard from Ellen that the first
"official” team visit may be to Atlanta in late October, so that leaves about five weeks
to address these issues and poiish the questions. | would appreciate the opportunity to
respond at least once more to the next draft of the questions and to any decisions you
make regarding which secticens to ask of whom at what point in the year. If time gets
short, remember that you can reach me by fax.

Thanks much for keeping me up-to-date.

Best,

Adam

cc: Roberta, Claire, Ellen, Annette






Roherta Goodman
Claire Rottenberg
Juiie Tammivaara

Questions for Jewish Educators

20 RAugust 1992

HOBILIZATION

n.b. Need to keep in mind who are the mobilizers, who are the
mobilized.

1. Who is involved in the process?

2. Whe is the "driver?”

3. What has been done to get people involved in Jewish life in your
community?

4. What would you like to see done? (Alternative: What should have

been done?)

5. How do strategies differ for different categories of people? (For
example, families with young children, families with grown
children, families with no children, singlas, intermarried
couples, etc.)

6. In what ways deo you feel connected to the Jewish community?

7. When do you (or in what ways do you) feel alienated from the
Jewish community? (Probe: What makes you proud/ashamed of the
community?)

8. What dees Israel mean to you? (Get at unconditiomnal versus

conditional support issue, religious vs. national issue, etc.)

9. What are the major threats to the survival of the Jeuws in this
country? Worldwide?

10. What constitutes support for Jewish education? (Probe:
resources, people, attitudes, etc.)

11. What signs would indicate to you things were improving in Jewish
education?

1z2. What would inspire you to become even more involved in Jeuish
education?

13. Hany adults criticize their early Jewish education. Why do you
think this is so?



14.

15.

is.

Who is not reached by your community's efforts to increase
involvement?

Who chooses not to become involved? Why?

Who shapes policy and funding decisions about Jewish education?



Roberta Goodman
Claire Rottenberg
Julie Tammiwvaara

Questions for Jewish Educators

20 August 1992

PROFESSICHALIZATION:

At what point did you make a definite decision to become an
educator?
(Probe: what were specific circumstances at the time?)

What were the main attractions the job held for you?

What people were influential in your decision te Decome an
educater?
{ Probe: TFamily, Friends, Other Educators. Others?)

Thinking back to when you decided to become an educator... What
qualities did you possess that you thought suited you to this
wark?

In what ways is your work different from what you expected when
you began as an educatcr?

Tell me about your formal scheooling.

Grammar schoel
High school
College

Hon—-formal training

A0 o p

How long have you held your current position?

What positions (and for how long) did you hold befere this one?
(Rffirm non-paying, non-institutienal work.)

How many other educators work with you?

Hou long have each of them held their current position?
Imagine you were having a conversation with a prospective
educator. How would you describe what you do? (Prebe:

frustrations and benefits of work as well as content.)

What would you tell prospective students and parents about your
educational program?

Think for a moment about your fellow educators.



14.

15.

16.

17.

18.

19,

20.

21.

22.

22.

24.

25.

26.

27.

28.

29,

30.

31.

32.

a. WVhenn and vhere do you interact with them? (Prebe: singly
or in groups)

b. How are educators as a group perceived by others?

c. How do others show they respect {or do not respect) you?

What salary and/or benefits do you receive?

Looking ahead, what career opportunities do you see for yourself?

What career opportunities would you like to see made available to
you?

What opportunities for professional growth (workshops, college
courses, conferences, etc.) have you had?

In what areas of your work do you feel powerful? Not so poverful?
{ Frobe: explain in detail)

Thinking back on your own Jewish education, describe a really
wvonderful teacher you had.

Describe a teacher who was not 3o wonderfal.
How do lay people assist you in your work?
How should they be assisting you?

As you think about your work, what do you see as the main
purpose(s) of Jewish education?

How would you like to see your students changed or transformed as
a result of your teaching?

Describe a model 40-year-old Jewish person. (Allow for multiple
descriptions.)

What changes have you effected in the structure of your
educaticnal program?

What circumstances would cause you to leave your position?

When was the last time you were tempted to leave? (Probe: What
vere specific circumstances? What happened?)

What two or three changes would significantly improve your
situation?

What kinds of decisions do you participate in at your school?
(Probe: specific examples.)

What resource materials are available to you?

How is curriculum chosen? Hodified?
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Dear Julie,

I was so pleased to receive your letter with the draft of the interview questions. I
think the team is making excellent progress. I've taken a few extra days to respond
since you've given me a lot to respond to!

I'd like to raise three general issues, and then a few specific points about each section;

GENERAL QUESTIONS

(1) All three lists of questions are termed "Questions for Jewish Educators." Yet
questions about vision and about mobilization need to be asked of a broader set of
respondents, including professional and lay leaders in communal organizations, parents/
congregants, members of JCC’s, perhaps unaffiliated Jews, etc. How will you handle
these different audiences? Will you develop separate protocols for each categary? I'm
sure that many of the same questions can be asked of different types of persons, but
some questions might be more appropriate for educators than for other respondents.
Particularly in the questions about vision, we need to taink about varied ways of
approaching the subject.

Perhaps we should step back and lay out the possible different categories of
interviewees. These might be:

professional educators (mainly teachers and principals)
rabbis {who are educators to varying degrees)
students (would need to limit this: e.g. secondary only?)
parents of students
congregants who are not parents
--especially lay leaders of congregations
JCC members
professional leaders of communal organizations (eg, Fed, JCC}
lay leaders of communal organizations
persons unaffiliated with congregations and JCC's

DIRECTORS  Andrew McPheron Daud Raife



I want to raise some questions about this list. First, what have I left out? Second,
how are we going to prioritize conducting interviews with persons in these groups?
Will we omit some of them? Which ones? Third, how will the Interview guestions be
modified for these groups of respondents?

As a first cut, let me go back to the methods section of my "tentative plan" which I
presented in August. [ listed three starting points from which we would snowball
outward:

(1) Key actors involved in the l.c, proposal

(2) Leaders of community organizations involved in education

(3) Random samples of lay persons not included in (1) or {2)

If we follow this plan, we would first need interview questions for professional and lay
leaders of communal organizations, professional educators and rabbis, and lay leaders
of congregations. (Perhaps lay teaders of communal organizations could have the same
interview questions as lay leaders of congregations.) This plan gives lower priority to
interviewing students.

This discussion leads me to conclude that you will need three versions of the questions
about vision, and possibly mobilization:
{a} questions for educators
{b) questions for other professionals
{c) questions for lay persons, including leaders of communal organizations and of
congregations, parents, etc.

Time permitting, there could be a fourth version of the questions about vision for
students.

How does this sound to you? P’d be happy to hear about alternative approaches. I'm
sure there will be a lot of overiap among these versions of the questions--perhaps the
main difference would be in the way you introduce the juestions.

(2) There are a lot of questions here!! | am concerned aoout the length of the
interviews, particularly for educators, who would presumably be responding to all three
sections. How can these questions be prioritized? Here are a couple of alternate
ideas:

(a) Ask only the visions questions in the Nov.-Dec. visits. In the Jan.-Apr,
visits, ask the mobilization and professionalism questions of persons interviewed
previously, and ask the visions questions of a broader sample. [n the May-June
visits, ask again about visions and mobilization {to monitor changes), and ask
about professionalism from a broader sampie.

(b} From a limited sample, ask about all three subjects in the Nov.-Dec. visits.



(Non-educators would not be asked ahout professionalism.) Broaden the sample
and ask about all three subjects in Jan.~Apr. For the May-]June visits, return to
key respondents to monitor changes in vision and mobilization.

My concern with plan {(b) is that there would be a lot of questions for one round of
interviews. Of course, many variations on these ideas are possible. For example, you
could follow pian (a) but add mobilization questions numbers 1 - 7 for the Nov.-Dec.
interviews. [ hope you will discuss these and other plans that you devise and let me
know what you intend to do.

{3) Do you have any plans to pilot the questions? I urge you to do so. The easiest
thing is to try them out on each other, and that is certainly a good way to start. But {
suggest finding some interview subjects outside the lead communities who would be
willing to help out by responding to the questions. As you well know, practice
interviews of realistic subjects will help prepare you for the kinds of responses you
may receive in the l.c.'s. In addition, practicing the interviews will show if I am right
to be concerned about the length of the interviews,

SPECIFIC QUESTIONS
Generally 1 think you’ve devised some high-quality questions. A few reactions:

Vision guestions:
Obviously you need some sort of warm-up here, and as I noted abeve, the warm-up will
likely be different for different categories of respondents. Non-educators will have
much less to say about these questions. What sort of probes can we devise to help
them along? For example:
What should Jewish education in this community look like in five years? How
does that differ from what exists today?
What kind of Jewish education would you like your children or grandchildren to
receive? Is that type of education availabie today? {(If not): What changes are
needed to bring that about?

Mbohilization questions:

Again, some sort of introduction is needed. What is the process referred to in question
1?

What are the points behind questions 8 and 9?7 (I can make some guesses, but I'd like
to hear your views. I'm not criticizing, just wondering.)

[ think question #13 is great. Why does it come under mobilization? Does it link up
. with the visions questions?



What do we mean by "policy and funding decisions” in question #16? We definitely
need to know this, but I wonder if we need a more subtle way of asking it.

Professionalization questions:

We’'ve been using "professionalization" and "professionalism™ as a shorthand for
referring to this topic. Let’s not lose sight of the fact that most Jewish educators are
not full-time professionals, and many are not making a career of Jewish educacion.
Nor should we take it as given that this is a goal of the reform of Jewish education.
So let’s use our shorthand, but remember that, more accurately, these questions are
about the professional lives of educartors, i.e. the conditions under which they work and
the efforts they expend. We can take it as a given that one goal is to improve the
professional lives of educators--that is a required element of A_Time to Act.

Unlike the other sections, these questions are clearly intended only for educatars.
Questions for non-educators about the professional lives of educators would come under
vision.

At the beginning of this section (or elsewhere), we need to establish some basic
background information such as how much they teach/administer, what their subjects
are if they are teachers, how long they’ve been Jewish educators, etc.

Generally T think these questions get at the heart of the matter. Someone should
review the Los Angeles Jewish Teachers Survey--and any other community teacher
survey--to sec if there are other ideas.
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I hope these responses are helpful, and that you can discuss them in upcoming weekly
conference calls as weil as in group meetings. I just heard from Ellen that the first
"official" team visit may be to Atlanta in late October, so that leaves about five weeks
to address these issues and polish the questions. [ would appreciate the opportunity to
respond at least once more to the next draft of the questions and to any decisions you
make regarding which sections to ask of whom at what point in the year. If time gets
short, remember that you can reach me by fax.

Thanks much for keeping me up-to-date.

Best,

Adam

cc: Roberta, Claire, Ellen, Annette






Roberta Goodman
Claire Rottenberg
Julie Tammivaara

Questions for Jewish Educators

20 August 1992

HOBILIZATION

n.b. Need to keep in mind who are the mobilizers, who are the
mobilirzed.

»

1. Who is involved in the process?

2. Whe is the “"driver?"

[ ]

What has been done to get people involved in Jewish life in your
community?

4, What would you like to see daone? (Alternative: What should have
been done?)

5. How do strategies differ for different categories of pecple? (For
example, families with young children, families with grown
children, families with no children, singlesg, intermarried
couples, etc.)

6. In what ways do you fee! connected to the Jewish community?
7. When do you (or in what ways do you) feel alienated from the
Jevuish community? (Probe: What makes you proud/ashamed of the

community?)

8. What does Israel mean to you? (Get at unconditional versus
conditional support issue, religious vs. national issue, etc.)

9. What are the major threats toc the survival of the Jews in this
country? Worldwide?

10. What constitutes support for Jewish education? (Probe:
resources, people, attitudes, etc.)

11. What signs would indicate to you things were improving in Jewish
education?

H What would inspire ycu to hecome even more involved in Jewish
educaticn?

13, Hany adults criticize their early Jewish education. Why do you

think this is so?



14,

15,

16,

Who is not reached by your community's efforts to increase
invelvement?

Who chooses not to become involved? Why?

Hho shapes policy and funding decisions about Jewish education?



Roberta Goodman
Claire Rottenberg
Julie Tammivaara

Questions for Jewish Educators

20 August 1992

PROFESSIONALIZATION:

At vhat point did you make a definite decision to become an
educator?
{Probe: what were specific circumstances at the time?)

What were the main attractions the job held for you?

What people were influential in your decision te become an
educator?
(Prope: Family, Friends, QOther Educaters, Others?)

Thinking back to when you decided to become an educator.., What
qualities did you possess that you thought suited you to this
wark?

In what ways is your work different from vhat you expected when
you began as an educator?

Tell me about your formal schooling.

Grammar school
High school

College

MNon-formal training

0 oW

How long have you held your current position?

What positions (and for how long) did you hold before this one?
(Affirm non-paying, non-institutional worxz.)

How many other educators work with you?

10.

11.

12.

13.

How long have each of them held their current position?
Imagine you were having a conversation with a prospective
educator. How would you describe what you do? (Probe:
frustrations and benefits of work as well as content.)

What would you tell prospective students and parents about your
educaticnal program?

Think for a moment about your fellow educators.



14,

13,

16,

17.

18,

25,

26.

27.

28.

29,

30.

3il.

iz.

a. When and vhere do you interact with them? (Probe: singly
ar in groups)

b. How are educators as a group perceived by others?

c. How do others show they respect (or do nat respect) you?

Uhat salary and/or benefits do you receive?

Looking ahead, what career opportunities do you sze for yourself?

What career opportunities would you like to see made available to
you?

What opportunities for professional growth (workshaps, college
courses, conferences, etc.) have you had?

In what areas of your work do you feel powerful? Not so powerful?
{ Probe: explain in detail)

Thinking back on your own Jewish education, describe a really
wanderful teacher you had.

Describe a t{eacher who was not so wonderiul.
How do lay people assist you in your work?
How should they be assisting you?

As you think about your work. vwhat do you see as the main
purpose(s) of Jeuish education?

How would you like to see your students changed or transiormed as
a result of your teaching?

Describe a model 40-year-old Jewish person. (Allow for multiple
descriptions. )

What changes have you effected in the structure of your
educational program?

What circumstances would cause you to leave your position?

When was the last time you were tempted to leave? (Probe: What
vere specific circumstances? What happened?)

What two or three changes would significantly improve your
situvation?

What kinds of decisions do you participate in at your school?
{Probe: specific examples.)

What resource materials are available to you?

How is curriculum chosen? Hodified?



3.

How has status of Jewish educators changed since ysu became
invelved either as a student or teacher?



August I, 1992

Monitoring, Evaluation, and Feedback in Lead Communities —
Tentative Plan of Work for 1992-93

I. CONTENT

For lead communities, 1992-93 will be a planning year. The agenda for the evaluation project
is to raise questions that will (a) stimulate and assist the planning process; (h) enumerate the
goals that lead communities intend to address; and (c) identify current practice so that progress
towards goals can be assessed in the future. Broadly, the field researchers will raise three
questions:

(1) What are the visions for change in Jewish education held by members of the com-
munities? How do the visions vary across different individuals or segments of the
community? How vague or specific are these visions? To what extent do these visions
crystallize over the course of the planning year (1992-1993)?

{2) What is the extent of community mobilization for Jewish education? Who is involved,
and who is not? How broad is the coalition supporting the CIJE’s efforts? How deep
is participation within the various agencies? For example, beyond a small core of
teaders, is there grass-roots involvement in the community? To what extent ts the
community mobilized financially as well as in manpower?

(3) What is the nature of the professional life of educators in this community? Under what
conditions do teachers and principais work? For example, what are their salaries, and
their degree of satisfaction with salaries? 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?

Visions of reform. The issue of goals was not addressed in.A Tinme to Act. The commission
report never specified what changes should occur as a result of improving Jewish education,
beyond the most general aim of Jewish continuity. Specifying goals is a challenging enterprise
given the diversity within the Jewish community. Nonetheless, the lead communities project
cannot advance — and it certainly cannot be evaluated —without a compilation of the desired
OutCoMmes.

For purposes of the evaluation project, we will take goals to mean outcomes that are desired
within the fead communities. We anticipate uncovering muitiple goals, and we expect persons
in different segments of the community to hold different and sometimes conflicting preferen-
ces. Qur aim is not to adjudicate among competing goals, but to uncover and spell out the
visions for change that are held across the community. To some extent, goals that emerge in
tead communities will be clearly stated by participants. Other goals, however, will be implicit
in plans and projects, and the evaluation team will need to tease them out. The evaluation
project will consider both short-term and long-term goals.



Another reason for focusing on visions is that a lack of clear goals has hindered the success of
many previous reform efforts in general education. For example, the New Futures Initiative,
an effort by the Casey Foundation to invigorate educational and community services in four
inner-city communities, was frustrated by poor articulation between broad goals and specific
programs. Although the communities were mobilized for reform, the connections between
community leaders and front-line educators did not promote far-reaching programs for
fundamental changes. New programs were generally supplemental, and they tended to
produce superficial changes.

Questions related to visions include asking about anticipated obstacles, about overcoming
harriers between segments of the Jewish community, and about how participants foresee
moving from goals to implementation. By asking questions about visions, the evaluation
project will not only document goals, but will help persons at all levels of the lead communities
project — lay leaders, parents, educators, and other Jewish professionals — to think ahout their
visions of the future. This process may lead to interactive thinking about goals, and may help
the communities avoid purely top-down or bottom-up strategies.

It will be important to consider the concreteness of the visions in each community. Do the
visions include a concept of implementation, or do ideas about goals remain abstract? Do
participants recognize a link between their visions of change and the structure they have
established to bring about change?

Community mobilization. According to A Time to Act. mobilizing community support for
Jewish education is a “building block” of the lead communities project, a condition that is
essential to the success of the endeavor. This invoives recruiting lay leaders and educating
thern about the importance of education, as well as increas:ng the financial resources that are
committed to education. The Report quotes one commissioner as saying, “The challenge is
that by the year 2000, the vast majority of these community leaders should see education as a
burning issue and the rest should at least think itis impartant. When this is achieved , . . money
will be available to finance fully the massive program envisioned by the Commussion (p. 64).”

Recent advances in educational theory also emphasize the importance of community-wide,
“systemic” reform instead of innovations in isolated programs. Educational change is more
likely to succeed, according to this view, when it occurs in a broad, supportive context, and
when there is widespread consensus on the importance of the enterprise. Hence, an important
issue for the evaluation of lead communities is the breadth and depth of participation in the
project. What formal and informal linkages exist among the various agencies of the com-
munity? Which agencies participate in the visions of change that have been articulated?

As part of their applications lead communities are proposing planning processes for the first
year of work. In studying mobilization in the communities, we need to observe how this
planning process unfolds. Is the stated design followed? Are departures from initial plans
helpful or harmful? Is there broad participation? Are the planners developing thoughtful
materials? We will need to describe the decision-making process. Is it open or closed? Are
decisions pragmatic or wishful?

[N



The professional lives of Jewish educators. Enhancing the profession of Jewish education is
the second critical building block specified in A4 Time to Act. The Report claims that fundamen-
tal improvement in Jewish education is not possible without radical change in areas such as
recruitment, training, salaries, career tracks, and empowerment of educators. Hence, the

evaluation project will establish baseline conditions which can serve as standards for com-
parison in future years.

Field research may center on characteristics and conditions of educators including background
and training, salaries, and degree of satisfaction with salaries; school facilities; cohesiveness
of school faculties cohesive; administrative support for innovation; and so on. Additionally we
will observe a subset of educational programs that are in place as the lead communities project
begins. These observations will be used as baseline data for comparative purposes in sub-
sequent vears. We will try to consider programs which, according to the visions articulated in
the community, seem ripe for change.

I1. METHODS

In the long term (e.g., four years?) it is possible to think about quantitative assessment of
educational change in lead communities. This assessment would involve limited surveys that
would be administered in 1993-94 and repeated perhaps every two years. For the present, the
evaluation project will make only limited use of quantitative data, relying mainly on informa-
tion gathered by the community itse!f, such as participation rates, trends in funding, teacher
turnover, etc. The bulk of the assessment carried out by the evaluation project, at least during
the first two years, will emphasize qualitative assessment of the process of change in lead
communities. The main methodological tools will be interviews and observations.

Snowball sampling for interviews, A “snowball” technigue for selecting interview respondents
appears appropriate here. In this approach, the researcher identifies an initial group of
respondents, and adds to the list of subjects by asking each interviewee to suggest additional
respondents. At some point in an interview, for example, the researcher might ask, “Who else
is involved in (program x)? Who else is a leader in this area in this community?” Subsequently,
the researcher interviews some of those named hy previous subjects, particularly if new
subjects are named by more than one previous informant.

In the snowball approach, it is important to begin with multiple starting points, so that one
does not become confined to a narrow clique within the community. We might use the
following three starting points from which we would snowball outward:
(1) Key actors identified in the lead communities proposal from each community.
(2) Alist of leaders of alt community organizations that are involved in education, possibly
prepared by the head of the local Jewish federation. The list must include leaders of

any organizations that are not participating in the lead communities project.

(3) Random samples of educators and lay persons not included in (1) or (2).



These samples should clarify the social ecology of the Jewish community.

Aims of evaluation. The purpose of the evaluation, especially in the first two years, is weighted
more towards developing policy than towards program accountability. Feedback on the
process Is seen as much more important than summative evaluation, at the present time. We
suspect that most Jewish educators recognize that Jewish education is not succeeding, and will
understand that the field researchers are not there to document their failures. Instead, the field
researchers can serve the educators and their communities by helping them reflect on their
sitvations and by serving as mirrors in which their programs can be viewed alongside their
goals.

Inone sense, the evaluation project does emphasize accountability. By the end of the firstyear,
lead communities are expected to have well-articulated visions for change, and implementa-
tion plans developed. The evaluation project will help judge whether the processes within the
lead communities are leading towards these outcomes, and will assess progress toward these
general goals in the spring of 1993.



LEAD COMMUNITIES
A PARTIAL SCENARIO

1992 1953
TASK NAME

Nov|D|J|F|M|A[M[J|J

Nov

4-6 PILOT PROJECTS

LOCAL CIJE

EDUCATORS’ SURVEY

BEST PRACTICES

MONITORING, EVALUATION, FEEDBACK

5-YEAR PLAN

COMMUNICATIONS, NETWORKING




a LEAD COMMUNITIES—A PARTIAL SCENARIO

1992 1993

Nov IDIJIFIMIAIMIJ|J]A]|S]|O| Nov

4-6 PILOT PROJECTS

PERSONNEL—IN SERVICE
Principals & JCC Execs

2 Teachers & Informal Eds from each Institution

1 New Hire
Israel Summer Seminar

Networking the 3 Communities

COMMUNITY MOBILIZATION

National Leaders Mobilize Local Leaders

Leadership Training

CLA . Program for all Boards
Denominational Leadership Training

Public Sessions on Vision & Best Practices




: LEAD COMMUNITIES—A PARTIAL SCENARIO

LOCAL CHJE
FORMED (AND IN FORMATION)

1992

1993

Nov

J1d

Nov

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 SCENARIO

BEST PRACTICES

IMPLEMENTATION PLANNED
Develop Method for Training

Develop Translation Method

6 AREAS COMPLETED

PROJECT PRESENTED

FIRST 2 AREAS SELECTED
CONSULTANTS SELECTED & TRAINED

WORK WITH SUPPLEMENTARY SCHOOL
PRINCIPALS
Joint Planning of Implementation

NETWORK WITH EARLY CHILDHOOD TEACHERS
Joint Planning of Implementation

\PLAN ROUND 2 OF PROJECT

1992

1993

Nov

JIJ

Noy







LEAD COMMUNITIES—A PA 3TIAL SCENARIO

1992 1993

Nov |DJJ)FIM]JAIM[J]J

Nov

5-YEAR PLAN (SEE SEPARATE)

ASSESSMENT OF EDUCATIONAL SYSTEM
Prepare Detailed Guide

Profile

Inventory

Educators’ Survey

Ac lievement Measures
Clients’ Survey

Etc.

THE LAN—ROQOUND 1
Prepare Detailed Guide

Staff
Taskforce Set-Up

Give Assistance as Needed —

Etc. o




LEAD COMMUNITIES—A PARTIAL SCENARIO

(23)

1992

1893

1994

Noy

Jid

Noy

COMMUNICATIONS, NETWORKING

PLAN —STAFF—CARRY OUT

CIJE TO CONTINENTAL COMMUNITY
Momentum Maintained

CIJE TO LEAD COMMUNITIES
All Constituencies Know

LEAD COMMUNITIES TO EACH OTHER
Shared Learning

LEAD COMMUNITIES TO COMMUNITY-AT-LARGE

® & 6@ © ¢ o o




[ IMPLEMENTATION 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
COORDINATION

CONTENT &
QUALITY

Partners: JESNA, JCCA, CJF

Purveyors: Training Institutions,
CLAL, CAJE

Foundations: CRB, MAF, Blaustein

Experts/Consultants
Best Practices
Monitoring,

ENGAGEMENT & LEAD
parTiciPaTION | | COMMUNITY

Evaluation,
Feedback/Loop

Local Committee
Actors Within Community / T

™~

N—

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
. All Actor
Facilitates \ / Lay Legdsers
Educators
Rabbis
peveLops | | LOGAL s
RESOURCES COMMITTEE
Human
Financial
Leadership / \
MONITORS PLANS
Implementation Self-Study
CIJ E Programs
5-Year Plan




STRATEGIC PLANNING FOR JEWISH EDUCATION

Priority Recommendations from the Subcommittees on:

- Congregation and Communal Religious School Education
- Jewish Day School Education
- Informal Jewish Education

Approved by the Commission on Jewish Education, 2/3/92

KEY FOR INTERPRETING ATTACHED LIST OF RECOMMENDATIONS

=]

All of the recommendations are listed in priority order
within their core area (Personnel, Programs/Initiatives,
Special Populations) as ranked by members of the
Commission on February 3, 1992. Two ltems sharing the

same ranking indicates that they both received the same
number of votes.

Before each recommendation, you will note either 1, 2,
or 3 asterisks. These asterisks indlcate the following:

* denotes a recommendatlon which appeared in one of
the subcommittee reports to the Commission.

* denotes a recommendatlion which appeared in 2
subcommittee reports.

*x% denotes a recommendation which appeared in 3
subcommittee reports.

In the case of recommendations which appeared in nmore
than one report, the original language has been modified
to create a single integrated recommendation.

A series of code letters appear in parenthesis after
each recommendation. These letters are abbreviations
for the constituencies which are impacted by that

particular recommendation. The letters represent the
following:

EC = Early Childhood

o = Children

Adol = Adolescents

CAY = College Age Youth

A = Adults

F = Familles

ALL = All of the above constituencies

oa/ perscnnel
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PERSONNEL

Increase teacher salaries and enhance bhenefits.
New salary standards should be established by
upgrading salaries for existing personnel and
ensuring appropriate salary levels for newly
created positions. (EC, C, Adol, A, F)

Develop and utilize professional growth
cpportunities for in-service training of both
teachers and principals via classes, credit
courses,workshops, seminars, and educational
experiences on the local, national and
international level. (EC, C, Adcl, A, F)

Develop and establish an intensive recrujtment
program to identify potential teachers/educators
and monitor and assist them with their educational

training and ultimate placement within a school.
(EC, C, Adol, A, F)

a) Use the BJE in assisting the schools in
identifying and recruiting teachers in specialty
areas such as art education, music education,
family education, remediation as well as
specific curriculum areas. (EC, C, Adel, F)

Provide teachers/educators with jpcentive grants in

order to encourage and reward excellence. (EC, C,
Adol)

Create more full-time teaching positions in order
to make the field of Jewish education a primary
vocaticnal focus, rather than a supplementary

position to other jobs in the community. (EC, C,
Adol)

Enhance community recognition of teachers to
express esteem and to elevate the status of
teachers in the community. (EC, C, Adol)

Examine the personnel impact of the structure and
funding guidelines of Synagogque Council and Joint
Compmission programs in order to determine whether
these two programs meet the current needs of the
Jewish educational community. (EC, C, Adel)

Investigate the feasibility of establishing a

community or school-based day care program for
children of teachers. (EC, C, Adol)

Provide more intensive educational copsultation
services to teachers and pupils. (EC, C, Adel)

PERSONNEL~NK-TW
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PROGRAMS/INITIATIVES

Assist in making possible an experjence in Israel for members
of the Baltimore Jewish commu = 7. ) oot 0T

¢ .opment and funding of pre-and posc-liip suucaciviaa
programs, maximizing the Jewish identity-affirming impact of
the experience in Israel. (Adol, CAY, A, F)

a) Develop an endowment fund to support educational

experiences in Israel for Secondary Education students.
(Adol)

Develop a comprehensive outreach campaign to extend to a
wider segment of our commpunity. New creative approaches must
be identified to address the Jewish needs of the vast numbers
of Jews who are marginally affiliated with or are not
participating in existing Jewish institutions and their
programs. Specific constituencies targeted for outreach
should be schocl age children not currently enrclled in a
Jewish school and unaffiliated college yocuth. (ALL)

Commnit funds on a pulti-vear basis in order to ensure the
long-term viability of programs. (ALL)

Increase staff and program resources on cellege campuses in

the Baltimore area in a coordinated and unified manner.
(CAY)

Provide consultative services from THE ASSOCIATED to the
schools in financial resource development to assist in areas

of capital needs, endowment development, fiscal planning and
grantmaking. (ALL)

Continue to provide financial support for the day schools'
operating needs. (C, Adol)

Encourage interagency cpllaborative projects, with synagogques
participating as full partners, especially in community-wide
events. (ALL)

Implement effective models for family education. (F)
Increase the number of hours of the BIE Regource Center to
provide more intensive educational consultation services to
teachers and pupils. (EC, €, Adol)

Establish an informatjonal resource whose role would be to

take responsibility for: (ALL)

a) Identifying gaps in our existing education system and
advocating for the development of new programs;

b) Serving as a community resource for available

programs/services, and enhancing the Jewish component of
programs; and



* 1o0.
* 10.
* 11.
* l1z2.
* 13.
* 13.
* 13,
& 14.
* 14.
* 15.
* 15.
* 15.
* 15.
* 16.
* 16.
* 17.

c) Identlfylnq opportunities for interagency cocllaboration on
programming and reducing possible redundancies.

Utilize parketing resources of THE ASSOCIATED to determine
the -~ ' ¢ ~ various population groups and to inform

people apouil availapie programs. (ALL}

Increase capitation grapts tgo the day schools based upon the
nunber of students enrcolled in the day schools. (C, Adol)

Expand BJE Resource Center materials to include a greater
variety of educational resocurce material as well as a

resource bank of personnel in specialized areas. (EC, C,
Adol)

Provide schools with ongoing information and data regarding
effective educational models which have the potential for
replication in school setting. (EC, C, Adol)

Investigate feasibility fer providing students with a

community-wide school tranpsportation system. (C, Adol)
Develop recognition/incentives to stimulate acadenic

excellence of students. (¢, Adol)

Provide more intensive guidance and assistance to

schools in the areas of program planning and development by
the BJE. (EC, ¢, Adol)

Ensure the transition of pupils from preschool programs to
elementary school. (EC, C)

Assist principals in developing peasures of accountabjility
for their congregational schools. (EC, ¢, Adol)

Offer new ventures and experiments in adult education. (A)

Focus BJE's curriculum service program on the specific needs
of each congregational school v.a assigned BJE consultants.
(EC, ¢, Adol)

Explore various educational formats and methodology in order
to successfully implement the goals and objectives suggested

in the Report of Subcommittee on Congregational and Communal
Religious School Education. (EC, C, Adol)

Provide ongoing apalysis of congregational school-based
educational needs. (EC, C, Adol)

Organize, market, and coordinate all programs for singles.
(CAY, A)

Assist schools in the critical areas of experiential and
informal Jewish educational programming. (EC, €, Adol)

Provide schools with more source material relevant to their

individual curricular needs through a BJE consultant. (EC,
C, Adol)

INITIATIVES-NK-TW



SEECIAL POPULATIONS

kax ], Increase sch sh a oa unds available,
enabling students from families with limited
financial rescurces and/or new immigrant families
and/or families with multiple children to
experience Jewish education programs of their
choice (e.g. day schools, congregational schools,
higher Jewish education, Israel experience). (F)

ok 2,

Meet needs of children with special educational
needs by: (EC,C,Adol)

a) enhancing the quality‘and scope of services;
b) strengthening community advocacy for special
learning needs; and

€) encouraging interschool sharing of information
and coordination of progranms.

* 3. Increase funding for jimmigrant support services

such as ESL classes and other tutorial programs.
(C,Adol)

SPEC] JPULATIOCNSNK
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Tel. 972-2-617 418,618728
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Facsimile Transmission

To_ Mr. Art Dotman patee L9  ecember A999
From: Q nnwe,H-e_ \3‘-0 chst No. Pages: 2/

Fax Number:
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing Address: 163 Third Avenue #128 . New York, NY 10003

Phone: {212} 532-1961 FAX: (212} 2134078
TELEFAX
TO: Annette Hochstein DATE: December 28, 1992
FROM: Art Rotman FAX #: 619-951

Number of pages {inciuding this sheet) __ 3

MESSAGE:
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CET TEE 1Brdd FROM ICI ASS0C1ATIAN

Dodveles P«ss-:csa‘;es 2T DHONE Mo, : 12122898760 D
'CUEILC3 o
i TIMESHEET
| Dec 1092

I —— I_ T
1Dﬁﬂ"E JBU Hours{ JM Hours | Assoc Hrs} Sub-totalij
[ 12/1 2.75 ‘ 1 ol 375
1272 0.25] 1 0] 1.25
112/3 . 0 0 0 0.00
12/4 | o 0 0 0.00
§
12/8 0 0! 0 0.00 |
[12/7 0 0! 0 0.00
12/8 0 0 0 0.00
12/9 Q 1) 0 1.00
12/10Q o 01 0! 0.00
12/11 0 0l 0 0.00
112113 0 0 o! 0.00
12114 0 0.5, 0] 0.50
12/15 0 275 D] 2.75
12/18 0 0.5, 0] 0.50)
12/17 0.25 0; 0, 0.251
512/18- ] 0l 0 0| 0.00]
i e l I

YOTAL 328 8781 0.00 75.00]




DE- 28 'S2 16:4d4d FROM JZC ASSOCLATION FAGE ., DE3
UKELES ASSQCIATES, INGC.
1992 TIMESHEETS
HOURS OF

WEEK OF JACK UKELES JIM MEIER ASSQCIATES TOQTAL
Aug. 25-28 5.00 0.0 Q.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
Oct. 12-18 3.75 3.00 c.0 9.75
QOct. 18-25 11.00 7.75 0.0 18.75
Oct. 26-31 4.50 14.75 0.0 19.25
Nov. 1-6 9.00 16.50 0.0 25.50
Nov. 8-13 10.00 6.50 0.0 16.50
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
Dac. 1-5 3.00 2.00 0.0 5.00
Dec. 6-11 0.0 1.00 0.0 1.00
Dec. 13-18 0.25 3.75 c.0 4.00
AVERAGE TOTAL HOURS PER MONTH: 45.69
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Malling address: 163 Third Avenue #128 . New York, NY 10003

Phone: (212} 532-1961 FAX: (212} 213-4078
MEMORANDUM

TO: Saymour Fox DATE: December 23, 1992

Steve Hoffman
Staniey Horowitz
Marty Kraar
Ginny Levi

Mort Manda}
Henry Zucker

FROM: Art Rotman SUBJECT: Background material, January 5
meeting, Cleveland

Attached is a background piece for our meeting at the Premier offices, room 140, from
3:00 p.m.to 6:00 p.m. on Tuesday, January 5, 1893,

I look forward to seeing you aij then.
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing address: 163 Third Avenue #128 . New York, NY 10003
Phone: (212) 532-1961 EAX: (212) 213-4078
MEMORANDUM
TO: Shulamith Eister DATE: Decemper 22, 1992
Seymour Fox
Ellen Goldring

Roberta Goodman
Annette Hochstein
Barry Holiz

Art Naparstek
Claire Rottenberg
Julie Tammivaara
Jack Ukelas

FROM: Jo Ann Schaffer SUBJECT: CIJE Staff Calendar

The attached calendar has been complied to facititate communications among CIJE
staft members. It contains all the information | have received to date.
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221388

CI1JE

gE: 13 PM

CIJE STAFF CALENDAR

JANUARY 1993
{as of 12/22/92)

MONDAY TUESDAY WEDNESDAY THURSDAY FRIDAY
1
HOLIDAY

4 5 6 7 8

EG - ISRAEL AR - CLEVELAND RG - MILWAUKEKE RG MILLWAUKEE SRE - DC/MD
EG - ISRAEL SRE - SCHOOL VISITS CG-1GRAEL EG - ISRAEL
EG - ISRALL
11 12 13 14 15
RG - CLEVELAND JU - BALTIMORE RG - CLEVELAND SRE - CLEVELAND (contac SRE - DC/MD
College of Judaic Sludies RG - CLEVELAND Art Naparstek)
(216) 464-4050 (conlact
Jeft Schein)
EG - ISRAEL
18 13 20 21 22
CIJE

UAl - CLOSFD RG- NASHVILI E SCNIOR.ADVISORS MTG. SRE DC/MD
RG - NASHVILLE JT - NASHWILLL JU, SRF
JT - NASHVILLE CR - NASHIVILL L with
CR - NASHVILLE wilhi Ellen Goldrnng
Ellen Golaring
25 26 27 28 29
AR FLORIDA/SEMINAR AR FLORIDAYSLMINAR AR -1 1 ORIDA/SEMINAR SRE - DC/MD

SRHE - WASHINGTON, DC
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«wJNCIL FOR INITIATIVES IN JEWISH EDUCATION
Maiiing Address: 183 Third Avenue §128 - New York, NY 03

Phone; (212) 532-1961 FAX: (212) 213-4078

TELEFAX
To: Annette Hochstain Date: December 17, 1992
From: Arthur Rotman FAX #: 0119722619 951

Number of pages (including this sheet) __1

MESSAGE:

Steve Gelfand ot Atlanta calleg:

1. He would like to get some material on Best Practices. | am not sure
how you want {¢ handle this -- whether you want Barry to meet with
him on the material, or whether it would be all right to mail it, or
whatever. Flease take it from here and keep me pested so that |
know that Gelfand's request is being met.

2. Steve is also concerned about his next steps in planning. He
heard a number of suggestions at the meaeting in New York on
planning which he thought were excellent, gs far as they went.
Howaever, that appears to be only a skeleton and he would like to
have something flashed out either in writing or in person. Again,
please take it from here and keep me posted.

221388 Page
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing Address 163 Third Avenue #128 . New York. NY 10003
Phone {212) 532-1961 FAX: (212} 213-4078
TELEFAX
TO: Annette Hochstein DATE: December 17, 1992

Seymour Fox

FROM: Art Rotman FAX #: 619 452

Number of pages {including this sheet) 1

MESSAGE:
1. RE DEVELOPMENT OF "VISION" STATEMENTS

YOU UNDERTOOK AT THE AUGUST 26 MEETING TO DEVELCP. | REMINDED
YQOU ON DECEMBER 7 BY FAX. ANYTHING NEW?

2. ALSO, AREMINDER THAT YOU UNDFRTOOK AT THE MEETING ON
NOVEMBER 23 TO DISCUSS THE PR. _. _ 27 OF JESSELSON'S
INVOLVEMENT WITH DAY SCHOOLS OR ANOTHER PROJECT WIiTH DANNY
TROPER ANY DEVELOPMENT?
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

L.

VI.

VI

VIl

ANNUAL MEETING AND BOARD MEETING
February 25, 1993

PROPOSED AGENDA

A Community Progress Repont

Baltimore -- Roy Hofiberger

Foundations:

Grant -- Cummings Foundation
g Proposals in Progress

Planners Meeting -- Report of Planners Meeting, New York, November 1982
One of Planners to report; 1ssues raised at meeting: resoived and

unresolved.

Presentation by one of Seminary Heads (along lines of Lamm preseniation at
last Board meeting)

JESNA ang CIJE Working Together -- Neil Greenbaum
Introduction of new Board member -- Susan Crown (Gershon Kekst)
Plans for Board Meeting in Lead Communities
Monitoring, Evaluation, and Feedback Project Progress Repont
Pilot Projects
CIJE Staff
Roll of Annette Hochstein and Seymaour Fox

Lenny Rubin-type
Barry Holtz

Faoge

2



2213248 Poge

m

CEC 18 '32 Q2336 PM CLi

COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing Address: 163 Third Avenue #128 . New York, NY 10003
Phone: (212) B32-1861 FAX: (212) 2134078
TELEFAX
TO: Annette Hochstein DATE: December 16, 1892
FROM: Ant Botman FAX #: 619 452

Number of pages (including this sheet) __1__

MESSAGE:

THIS IS TO CCNFIRM MY MEETING WITH YOU AT 5:00 P.M. ON WEDNESDAY.
| PLAN TO LEAVE THE MEETINGS TUESDAY (11:30 A.M.-2:30 P.M.) TO MEET
WITH THE JCCA STAFF.
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Fax # Fax

(COHMMTISSTON ON JEWISH EDUCATION)

Execut ive Director/CP&R Staff

Lead Communities Project

{CIJE)

Educational Planning and
Service Delivery

laltimore
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Jniversity
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Iniormal
Jewish Ed.

Budget and Granis
Review

Financial Reso te
Development

Baltimore
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University
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Cong. and Education
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Providers of
Informal
Jewish Ed.

Council on Council on
Jewish Ed. Jewish Day
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Cong. and Education
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STRATEGIC PLANNING FOR JEWISH EDUCATION Rl

Priority Recommendations from the Subcommittees on:

Congregation and Communal Religious School Education
- Jewish Day Schoel Education
~ Informal Jewish Education

Approved by the Commission on Jewish Education, 2/3/92

KEY FOR INTERPRETING ATTACHED LIST OF RECOMMENDATIONS

o All of the reccmmendations are listed in priority order
within their core area (Personnel, Programs/Initiatives,
Special Populations) as ranked by members of the
Commission on February 3, 1992. Two items sharing the
sane ranking indicates that they both received the same
number of votes.

o] Bafore each recommendation, you will ncte either 1, 2,
or 3 asterisks. These asterisks indicate the following:
* denotes a recommendation which appeared in one of

the subcommittee reports to the Commission.
ok denotes a recommendation which appeared in 2
subcommittee reports.
*+%* danotes a recommendation which appeared in 3
subcommittee reports.

o In the case of recommendations which appeared in more
than one report, the original language has been modified
to create a single integrated recommendation.

e A series of code letters appear in parenthesis after

each recommendation. These letters are abbhreviations
for the constituencies which are impacted by that
particular recommendation. The letters represent the

following:
EC = Early Childhood
C = Children
Adel = Adolescents
CAY = College Age Youth
A = Adults
F = Families
ALL = All of the above constituencies

ca/ personnel
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Increase teacher salaries and enhance benefits.
New salary standards should be established by
upgrading salaries for existing personnel and
ensuxing appropriate salary levels for newly
created positiens. (EC, C, Adel, A, F)

Develeop and utilize professional growth
cpportunities for jp-gervice training of both
teachers and principals via classes, credit
courses,workshops, seminars, and educational
experiences on the local, naticnal and
international level. (EC, C, Adol, A, F)

Develop and establish an intensive recyujtment
program to identify potential teachers/educators
and menitor and assist them with their educational

training and ultimate placement within a school.
(EC, C, Adol, A, F}

a) Use the BJE in assisting the schaols in
identifying and recrultlng teachers in specialt
areas such as art sducation, music education,
family educaticn, remediatcion as well as
specific curriculum areas. (EC, C, Adol, ™

Provide teachers/educators with incentive grants in
order to encourage and reward excellence. (EC, C
Adel)

Create more full-time teaching positions in order
to make the field of Jewish education a primary
vocational focus, rather than a supplementary

pesition to other jobs in the community. (EC, C
Adol)

Enhance community recogpnition of teachers to
express esteem and to elevate the status of
teachers in the community. {EC, C, Adel)

Examine the personnel impact of the structure and
funding guidelines of Synagodque Council and Joint
Commission preograms in order to determine whether
these two programs meet the current needs of the
Jewish educational community. (EC, ¢, Adol}

Investigate the feasibility of establishing a

community or scheol-based day care program for
children of teachers, (EC, C, Adol)

Provide more intensive educational gongultation
services to teachers and pupils. (EC, ¢, Adel)

PERSONNEL~NK-TW
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PROGRAMS /INITIATIVES

Assist in making possible an experience in Israel for members
of the Baltinore Jewish cemmunity. This should inciude the
development and funding of pre-and post-trip educational
programs, maximizing the Jewish identity-affirming impac:t of
the experience in Israel. (Adol, CAY, A, F)

a) Develop an endowment fund to support educational

experiences in Israe)l for Secondary Educatjion students.
(Adol)

Develecp a comprehensive outyreach campaign to extend to a
wider segment of our community. New creative approaches must
be identified to address the Jewish needs of the vast numkers
of Jews who are marginally affiliated with or are not
participating in existing Jewish institutions and their
programs. Specific constituencies targeted for outreach
should be schaol age children not currently enrolled in a
Jewish school and unaffiliated college youth, (ALL)

Commit funds on a pultji-vear basis in order to ensure the
long~term viability of programs. (ALL)

Increase staff and program resources on gollege campusas in

the Baltinmore area in a coordinated and unified manner.
{CAY)

Provide consultative services frcm THE ASSQCIATED to the
schools in financial resource develcpment to assist in areas

of capital needs, endowment development, fiscal planning and
grantmaking. {ALL)

Continue to provide financial suppeort for the day schools'
operating needs. (C, Adol)

Encourage jnteragencv csllaborative projects, with synagogues
participating as full partners, especially in community-wide
events. (ALL)

Inplement effective models for family education. (F)
Increase the number of hours of the BJE Regource Center to

provide more intensive educational consultation services to
teachers and pupils. (EC, ¢, Adol)

Establish an informational resource whose role would be to
take responsibility for: (ALL)

a) Identifying gaps in our existing education system and
advocating for the development of new programs;

B) Serving as a community resource for available

programs/services, and enhancing the Jewish component of
programs; and
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10.

11.

[
i3

13.

e
n

17.

~) 1GentiIyYlng opportunities for interagency collaboration gp
programming and reducing possible redundancies.

Utilize marketing resources of THE ASSOCIATED to deterxmine

the desired needs orf various population groups and to infgrnm
pecple about available pregrams. (ALL)

Increase capitatjon grants %o the day schools based uvon tha
number of students enrclled in the day scheocls. (C, Adocl)

Expand BIE Respource Center materials to include a greater
variety of educaticnal rescurce material as well as a

rescurce bank of personnel in specialized areas. (EC, C,
Adol)
Provide schcols with ongoinag informatjon and data regarding

effect:ve educaticnal zodels which have the petential for
replication in school setting., (EC, C, Adol)

Investigate feasibility for providing students with a
community-wide scheol transporsaticn svstem. (€, Adol)

Develop recognition/incentives tc stimulate academic
excellence of students. (C, Adol)

Provids more intensive quidance and assistance to

schools in the areas of program planning and develcorment L3y
the BJE. (EC, C, Adol)

Ensure the tyansition of pupils from preschool prograns to
elementary school. (EC, C)

Assist principals in developing measures of accountabilit-
for their congregational schecels. (EC, €, Adol)

Offer new ventures and experiments in adult education. (A)

Focus BJE's curriculum service crocram on the specific needs
of each congregaticnal school via assigned BJE consultants,
(EC, C, Adol)

Explore various educational formats and methodolegy in order
to successfully implement the goals and cbjectives suggesteg
in the Report of Subcommittee on Congregational and Communa)
Religious Scheol Education., (EC, C, Adol)

Provide cngoling analvsis of congregational school-based
educational needs. {EC, ¢, Adol)

Organize, market, and coordinate all programs for singles,
(CAY, A)

Assist schools in the critical areas of experiential and
informal Jewish educational programming. (EC, C, adol)

Provide schools with more source material relevant to their
individual gurrigcular peeds througnh a BJE consultant. (EC,
C, Adaol}

INITIATIVES=NK-~TH
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SPECIAL LHATIONS

Increase sc i d available,
enabling students from families with limited
financial resources and/or new immigrant families
and/or families with multiple children to
exparience Jewish education programs of their
cholce (e.g. day schools, congregational schools,
higher Jewish education, Israel experience). (F)

Meet needs of children with specijal educational
needs by: (EC,C,Adol)

a) enhancing the guality and scope of services;

b} strengthening community advocacy for special
learning needs; and

c) encouraging Iinterschool sharing of information
and coordination of programs,

Increasa funding for immigrant support services
such as ESL classes and other tutorial programs.
(C, Adol)

SPECIALPOPULATIONSNK
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~OUNT F2 O INITIATIVES IN JEWISH EDUCATION
mailing Agaress: 16 Third Avenue #128 . New York, NY 10003

Phone" {212} 532-1961 FAX: {212)213-4078
TELEFAX
TO: Seymour Fox DATE: December 15, 1992

Annette Hochstein

FROM: Art Rotman FAX #: 619 452

Number of pages (including this sheet) _ 10

MESSAGE:

1. |thought you would be interested in the enciosed agenda for my meeting
with MLM on Thursday.

2. Also enclosed is the second draft of the Chairman’s Letter . Thanks for your;
we have revised accardingly. You wiil be interested in this latest draft which
is nct a change in substance but in style.

3. Foryour informaticon, here is a draft of my letter to Barry Holtz.

ART
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COUMCIL _FQOR INITIATIVES IN JEWISH EDUCATICN
MEETING PARTICIPANTS: Mont Mandel, Al Rotman
DECEMBER 17, 1992
AGENDA
1. Funding meeting -- January 5
2. Potential Funders
. Bill Berman
. Max Fisher
. Ludwig Jesselson
. Jim Joseph
. Mark Lainer
3. Conference Call -- all staff and consultants -- re February 25 Annual Meeting

and Board agendas. Suggested time: January 23, 9:30 a.m., EST

4. Board of Directors Meeting -- February 25

-

Agenda -- Annual Meeting and Board Meeting
Roy Hoffberger to report on Baltimore
Rehearsal: Steering Group - February 24
Camper contacts

5. Request from three Lead Communities for CIJE to provide one-time cash
payment for the hiring of Planning Staff and providing consultations for first
year. total cost $100,000-$120,000

6. Future Meeting Dates

Executive Commiftee meeting in May 1932

June meeting in Baltimcre with CIJE leader (e.g., CRB) and potential
major givers (to include planning for Board meeting in fall in Baltimore)
September or October Board Meeting in Baltimore

Board Meeting date in March 1994

Meeting of MLM and AR

-- Suggest change from February 4 to January 29 in Cleveland

7. Addition to the Board -- Gershon Kekst

[
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C™INC' FOR INITIATIVES IN JEWISH EDUCATION
hanwng Address: 163 Third Avenue #128 , New York, NY 10003
Phone (212} 532-1861 FAX: (212] 213-4078
TELEFAX
TO: Seymour Fox DATE: December 15, 1992

Annette Hochstein

FROM: Anr Rotman FAX #: 619 452

Number of pages (including this sheet) _ 1@

MESSAGE:

ART

I thought you would be interested in the enclosed agenda for my meeting
with MLM on Thursday.

Aiso enclosed is the second draft of the Chairman’s Letter . Thanks for your,
we have revised accordingly. You will be interested in this latest draft which
is nct a change in substance but in style.

For your information, here is a draft of my letter to Barry Holtz.
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~OU'TIL_FOR INITIATIVTS IN JEWISH EDUCATION

MEETING PARTICIPANTS: Mort Mandel, At Rotman
DECEMBER 17, 1992

AGENDA

1, Funding meeting -- January 5
2. Potential Funders

. Bili Berman

. Max Fisher

. Ludwig Jesselson

. Jim Joseph

Mark Lainer

3. Conference Call -- all staff and consultants -- re February 25 Annual Meeting

and Board agendas. Suggested time: January 2%, 9:30 a.m., EST

4. Board of Directors Meeting -- February 25

Agenda -- Annual Meeting and Board Meeting
Roy Hotfberger to report on Baltimore
Rehearsal: Steering Group - February 24
Camper contacts

* = = @

5. Reguest from three Lead Communities for CIJE to provide one-time cash
payment for the hiring of Planning Staff and providing consultations for first
year. total cost $100,000-$120,000

6. Future Meeting Dates

, Executive Committee meeting in May 1992
. June meeting in Baltimore with CIJE leader {e.g., CRB) and potential
major givers {to include planning for Board meeting in fail in Baltimore)
. September or October Board Meeting in Baitimore
. Board Meeting date in March 1994
. Meeting of MLM and AR
-- Suggest change from February 4 to January 29 in Cleveland

7. Addition to the Board -- Gershon Kekst
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December 17, 1992 Meeting
AGENDA continued

10.

11.
12,
13.
14,

15.

Best Practices Committee Chair briefing: John Colman, Barry Holtz, and AR,
Milwaukee, January 28

Monitoring and Evaluation Chair briefing: ELR, Fox, Hochstein, AR with Adam
Gamgran and Ellen Goldring

Conference Calil with CIJE lay leaders {Executive Committee or selected
leaders)

Monday, December 21, mesting at 11:00 a.m. (Israel}

Search for "Lenny Rubin-type" person

Professional Steering Committee

Chairman's Letter to the Board and PR possibilities

Barry Holtz hiring
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SECOND DRAFT
CHAIRMAN'S LETTER TQ CIJE BOARD

DEAR

"...A huge bombsbhell has been dropped in our midst -- the CJF National
Jewish Populaticn Survey...Only a major sea change in the priorities of
the American Jewish community which will place Jewish education -- a
systematically reformed Jewish education -- at the tep of the agenda can
provide hope against a mounting tidal wave cf assimilation which

threatens to engulf us.”

This highly charged call to action was delivered by Stuart Eizenstat to the delegates of
the CJF General Assembly in November during a day devoted to Jewish continuity
and identity. | was pleased to chair the panel at which Stu presented these remarks.
As | listened to his sagacious comments, | couldn't help but teel a considerable degree
of satisfaction in the knowledge that you and 1 are olaying a leading role in this

process of change.

During the GA, | hosted an informal gathering for delegates from our three Lead
Ccmmunities and those of our Board who could attend It was guite an emotional high
to hear leaders of Atianta, Baltimore, and Milwaukee speak with such enthusiasm of

the Lead Communities Project.

As you are aware these are three very ditferent communities but each is now engaged

in the planning process with us at a pace that reflects their unique communai structure.

4
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Considering the diversity of our three Lead Communities, and, indeed, of all American
Jewish communities, of primary importance to the Lead Communities Project is the
documentation ot how real change in Jewish education is accomplished. To that end
we have implemented the Monitoring, Evaluation, and Feedback Project.
Three professionals, each with her own area of expertise in education and research,
are aiready at work in the Lead Communities to collect and analyze data on an
ongoing basis. This information will provide communities with a meaningful tool for

evalualing themselves and the process and progress of change.

But this Project serves an even greater purpese. We have never hgld the conviction
that there is only cne right way of achieving success. Therefore we also see the
Monitoring, Evaluation,and Feedback Project as a means for us to develop well-tested

guidelines for change which can be utilized in any community.

The key to the success of the MEF Project is the davelopment of a collaborative,
trusting, and intetactive process. The Lead Communities need to know that our
researchers are working with them to achieve our mutual goals. Recognizing the
importance of developing this reiationship, we have placed a panicular emphasis on
the initial Launch and Gearing Up phase of the Project and are helping communities to
think about themselves and what it means to be a Lead Community whiie they develop

their goals and teedback mechanisms.

In addition, during this first year our researchers will focus on three key questions:
. What visions for change in Jewish education are currently heid by
members of the community?
. To what extent is the community mobilized?

. What is the professional life of educators like in the community?

=3
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pleased to note that a meeting held in late November with Lead Community Project
planners from Atlanta, Baltimcre, and Milwaukee and CIJE staff and consultants
produced significant progress towards that goal. We shared with the community
planners how we envision the implementaiton of this process for change, and they, in
turn, {eft us with a better understanding cof how these changes might best be

approached within the context of their own communities.

| would also like to report to you that Susan Crown, President of the Ari and Ida Crown
Memarial, has accepted our invitation to become a Director of the CIJE. For your

convenience, [ am enclosing an updated list ¢f CIJE Board members,

At our last Board meeting we spoke of setting up some key commitiees toc oversee
various aspects of CIJE's operation. To date, the following Directors have agreed to

be committee chairs:

. John Colman (Chicagoe) -- the Best Practices Project Committee
. Chuck Ratner (Cleveland) -- the Lead Comnmunities Project Committee
. Esther Leah Ritz (Milwaukee} -- the Monitoring, Evaluation, and

Feedback Project Commitiee

In additicn, we have formed an Executive Commitiee which will act on ths Board's

behalt between meetings and will prepare reports to the Board. {list names?)

it has taken us just two short years to go from the abstract to the concrete. Since the
release of the recommendations of the Commission on Jewish Education in North
American in 1890, we have created an entity to oversee the implementation of these

recommendations, assembled a team of exceptional professionals, further refined the

-
[
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guidelines for accomplishing change, selected three outstanding communities to
share in this great experiment, and taken our first steps towards not only reversing the
trends reported in the recent CJF study, but revitalizing our Jewish communities in a

way few thought possible.

I look forward to sharing even more accomplishments with you at our next Board

meeting on February 25, 1992,

My warmest wishes to each one of you for a wonderful Chanukah and Healthful New

Year.

Morton L. Mandel
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DRAEI DRAFET

December 15, 1992

Mr. Barry Holtz, Consultant

Meiton Research Center for
Jewish Education

The Jewish Theological Seminary

3080 Broadway

New York, NY 10027

Dear Barry:

| am pleased 10 confirm your appointment to the staff of the Councii on Initiatives
in Jewish Education. The appointment will be for a part-time position, effective
January 1, 1893, and full time effective June 1, 1923 while you are on leave of

absence from The Jewish Theological Seminary.

Your assignment will be 1o develop the Best Practices Project and the
educational content in the Lead Communities and related assignments. We will
be discussing the title and it should, of course, be descriptive of your

assignment.

Your immediate supervisor will be Annette Hochstein, of the Mande! Institute
staff, who is acting as a consuftant to the CIJE. Annette will take up any

questions or concerns you may have about your work.

25:48 PH CIJE 2212d8 Foaoeg
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing address: 183 Third Avenue #128 . New York, NY 10003
Phone: (212 532-19561 FAX: (212) 213-4078
MEMORANDUM
TO: FILE DATE: December 14, 1992
CC: Shulamith Elster
Seymour Fox
Ellen Goldring

Sol Greeanfield
Annette Hochstein
Steve Hoffman
Barry Hoitz

Mort Mandel

Jack Ukeles

Jon Woocher
Hank Zucker

FROM: Art Rotman SUBJECT: Meeting Notes, Dec. 11,
Baltimore

Participants: Darrell Friedman, Marshall Levin, Chaim Botwinick, AR

The meeting had been arranged to explore the possibility of a visit to the community by
one of CIJE's top lay leaders to meet with potential Baltmore donors to jocal Jewish
education projects. The situation in Baltimore is such that they are well along in the
development process. They have had a commission on Jewish education for some
time and have starled to receive funding ($300,000}. It became apparent that the visit
of a CIJE leader s not a pressing need at this time.

We discussed the possibility of having the August-September CIJE Board meeting in
Baltimore. This could be preceded by a meeting six weeks to two months in advance
with top leadership and potential donors in Baltimore. Parn of the agenda would
invoive preparation for the CiJE Board meeting there in the fall.

Names suggested for invitations to such a meeting included:
George Hess (Meyerhoff Foundation). While he is a "pro" as the president

of the Foundation, he is independently wealthy and is a $50,000 giver to the
campaign;

1
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Leroy Hoftberger, chairman of the Commission and influential in the
Hoftberger family foundation;

David Hirschhorn {Blaustein Foundation);
Kaplan {Strauss Foundation).

The Baltimore pros made a strong pitch for using a portion of the consultation budget
of CIJE. Inthe first year it doesn't appear that they will have much use for consuitant
services. Accordingly, they suggested that a cash payment be made to the community
in lieu of such consuitation services to assist them in setting up their own service. This
would be a one-time only arrangement. In the second and succeeding years, CIJE
would provide consultation services at its discretion but there would be no cash

transter.

| mentioned the Annual Meeting in February and they suggested that Leroy Hoffberger
be invited to attend and perhaps speak a bit about deveiopments in Baltimore.
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‘OUNCIL FOR INITIATIVES IN JEWISH EDUCATION

aning Address® 163 Third Avenue 128 - New York, NY 10003
none {212 532-1961 FAX: (2121213-4078
TELEFAX
TO: Seymour Fox DATE: December 14, 1892
FROM: Art Rotman FAX #: 619 452

Number of pages (including this sheet) __1__

MESSAGE:

INSTEAD OF BEING PICKED UP AT THE AIRPORT ON ARRIVAL, | WOULD
APPRECIATE YOUR ARBANGING FOR A CAR TO PICK Mz UF IN NATANYA ON
MONDAY MORNING, DECEMBER 21, AT 9:00 A.M.

ADDRESS:  JABOTINSKY 27, APARTMENT 11
TELEPHOHE: 053 828227

PLEASE CONFIRM.

REGARDS.
ART
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing address: 163 Third Avenue #128 . New York, NY 10003

Phone: (212) 532-1961 FAX: (212) 213-4078
MEMORANDUM

TO: Seymour Fox DATE: December 14, 1992

Annette Hochstein

FROM: At Rotman SUBJECT: <Conference Call, Dec. 16

Agenda items for our call on Wednesday at 9:30¢ a.m. ET;

1. Planners’ request for $40,000
2. Formation of a Steering Committee of educatars and community pros
3. Briefing of John Colman -- Best Practices

4. Briefing of Esther Leah Ritz -- Monitering, Evaluation, and Feedback

5. Technical assistance to communities in planning.

td
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Lrailng address. 163 Third Averue #128 . New York, NY 10003
Phone 1212) 532-1951 FAX: (212) 2134078

MEMORANDUM

TO: Participants in Lead Communities DATE: December 1, 1992
Planners Workshop 11/23-24/92

FROM  Art Rotrman SUBJECT: Record of Decisions

Tre following is a list of decisons agreed to by participants in the planning workshop.
A fuil set of minutes is being prepared.

1 CHE wilidraft a pilot projacts plan for working with the Lead Communities,
including open dates and questions for completion by Lead Communities.

2. CIJE will provide Lead Communities with the following:
A A paper will be prepared on Best Practices which will include
oescriptions of Best Practices. It wilt also list steps for introducing the
Best Practices Project to the Lead Communities within three weeks.

B. A Planning Guide to assist communities in developing a five-year
strategic pian and a first-year acton plan.

C. A lstof names, addresses, and telephone numbers of worksnop
particpans and other resource pedple.

3. CIJE wiil set up a conference call for the Lead Communities and CIJE staif to
pegin planning tha next steps.

In

The three communities will work togethner 1o identify at least one common
pilot project that each will develop in the near future.

5 A meeting of this group, possibly {0 include the communities’ lay leadership,
wili be pianned for Aprii 24 to coincide with the CJF Quarterly.

& It was proposed that one or more CIJE Board members meet with local lay
leaders.

7. CIJE and JESNA wiil prepare an inventory of current initiatives in Jewish
educatien which might be of use to Lead Communities in their planning.

g8  CUJE will seriously consider the possibility of providing up to $40,000 toward
funding a position in each Lead Community to facilitate the pianning
process.

Post-It™ brand fax transmittal memo 7671 [# otpages » 7
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing address: 163 Third Avenue #128 , New York, NY 10003
Phone: (212) 532-1961 FAX: {212) 2134078
MEMORANDUM
TC:! Shulamith Elster DATE: December 11, 1992
Seymour Fox
Ellen Goldring
Roberta Goodman
Annette Hochstein CC: Ant Rotman
Barry Hoitz

An Naparstek
Claire Rottenberg
Julie Tammivaara
Jack Ukeles

FROM: Jo Ann Schatfer SUBJECT: Staff Communications

In order to facilitate communications among the CIJE staff, | will be distributing at least
once a month a calendar listing the whereabouts of each of you. Would you piease fill
in the attached calendar with the following information:

. At what location you can be reached during the week;

. if out of the office: the city where you will be, phone number(s), and, where
possible, a contact person within the community;

, indicate when you will not be available, i.e., vacation;

. optional: where you can be reached on the weekend.

Please fax the information to me as quickly as possible so that it can be
promptly distributed via fax. As | receive schedule changes, | will revise the calendar
accordingly and disseminate.

If there is additional information you would tind useful or if you you would like to see
this data presented in a different format, please et me know.

g6ud BREIZEZ aria Wd PEITD ZE.

i
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ANNETTE HOCHSTEIN
CALENDAR
JANUARY 1993

MONDAY

TUESDAY

WEDNESDAY THURSDAY FRIDAY
1
P 5 6 7 8
12 13 14 15
18 19 20 21 22
25 28 27 28 29
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SEYMO IR FOX
CALlI DAR
JANUARY 1993

MONDAY

TUESDAY

WEDNESDAY

THURSDAY

FRIDAY

4 5 B 7 8
1 12 13 14 15
18 19 20 21 22
25 26 27 28 29
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing Address: 163 Third Avenue #128 . I ¢ York, NY 10003
Phone: (212) 532-1961 FAX: (212) 2134078
TELEFAX
TO: Seymour Fox DATE: December 10, 1982
FROM: Ant Rotman FAX #: 619 452

Number of pages (inciuding this sheet) 2

MESSAGE;

WHEN WE ALL MET WITH MLM ON NOVEMBER 23rd, WE DISCUSSED THE
ATTACHED ISSUE. ANYTHING NEW?

REGARDS.

ART

Foge
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EXCERPTS FROM MEETING WITH MORT MANDEL, NOVEMBER 23, 1992:

Ludwig Jesselson is a prospect for gday school or other projgcts. _SF
undenook to-discuss this with Danny Troper who is close to Jesselson.

Subsequent to. that, and depending on the cutcome, the stage will be set
for MLM 10 meet with Jesselson.
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TIMESHEET

Nov 20 - Dec¢ 5

- i

DATE JBU Hours| JM Hours | Asaoc Hra Sub-total |
= ot | ! 30C TS |
11/29 0 | 0 0.00
11/30 rat 0.6 0 Q.50
12/1 available 1 0 1.00
12/2 1 0 1.00
12/3 0 0 0.00
12/4 0 0 0.00
Hours 0,00 2601 0081 2501
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COUNCIL FOR INITIATIV 3 IN JEWISH EDUCATION

Mailing address; 163 Third Avenue #128 . New York, NY 10003
Phone: (212} 532-1961 FAX: (212} 213-4078

MEMORANDUM

TO: Annette Hochsiein DATE: December 8, 1992

FROM: An Rotman SUBJECT:. CIJE 1993 Budget

In developing the '93 budget, | am making an assumpticn about the use of Jack
Ukeles Associates. We have aliowed an amount of $36,000 in the '3 budget. This is

based on 8 days of service per month at $1,000 a day.

Before | go any further, however, |'d iike you to give me an educated guess as to
whether you think that this amount is t0o high or toc low.
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COUNCIL FOR INITIATIVES IN JEWIT " EDU™ " TI

Mailing address 163 Third Avenue #128 . New York, NY 10003

Phone: (212) 532-1961 FAX: (212} 213-4078
MEMORANDUM

TO: Annette Hochstein DATE: December 4, 1992

FROM: Ar Rotman SUBJECT:

When you were in New York | asked you about charges for the use of Mandel Institute
{I1srael) staff by CIJE.

You indicated that in the last few months you had not been making any such charges
and that it is not your intention to do so.

Please confirm.
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Maiing address 163 Thwd Avenue #128 . MNew Yeork, NY 10003

Phane: {212) 532-1961 FAX: (212)213-4078
MEMORANDUM

TO:. Art Rotman DATE: Decembar 3, 1992

FROM: Shulamith R. Elster SUBJECT: Senior Advisors

As per our discussions, notices have gone out for the Senior Advisars meeting on
January 21st at the JCC Association. The meeting will be from 10 AM. - 2 P M. in the
Conterence Room.

A small group of advisors (Bieler, Elkin, Hoffman, Joel, Lee, Spack, Woocher, and
perhaps one or two more) will be convened to help pan the agenda. Thank you for
this helpfui suggestion.

Barry, Jack, Jon Weoocher and Ellen have been alerted to "hold the date” so we have
much {lexibility with the agenda.

cc: Annette Hochstein

SRE:jl
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing address: *~~ Third Avenue #128 »  New York, NY 10003

Phone: {212) 532-T5u, FAX: (212) 213-4078
MEMORANDUM

To: Annette Hochstein Date: November 30, 1992

From: Art Rotman

¢¢: Seymour Fox

Wa talked last week about periodic confarence calls.

Annetlte, Seymour and | should be on the phone tcgether at least once
every two weeks on a scheduled hasis. | suggest the following:

Wednesday, Decemhber 16, 9:30 a.m.
Thursday, January 7, 9:30 am,
Thursday, January 21, 9:30 a.m.
I will take responsibility for developing a schedule beyond the above dates.

As to the content of the calls, | suggest that we exchange agenda items at
least 48 hours in advance of each call.

In addition, 1 am sure that Annette will now want to be scheduling calis with
Shulamith and other staff as she feels necessary.



COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing address: 163 Third Avenue #128 . New York, NY 10003
Phone: (212) 532-1961 FAX: (212) 213-4078
MEMORANDUM
TO: Annette Hochstein DATE: November 17, 1993
FROM:  Art Rotman SUBJECT: Revised Agenda for 11/19-20

Attached is a revised Agenda for our meetings on November 19 and 20. You are
scheduled to lead the meeting for the following items at the approximate times
indicated:

Thursday, November 19
12:30 p.m. The First Year

. Overview and Work Plan

. Expectations of CIJE

. Planning with Lead Communities
(with J. Ukeles)

Friday, November 20

8:30 a.m. Lead Communities Planning Workshop
(with J. Ukeles, S. Fox)



CTUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Participants:

CIJE STAFF MEETING
Thursday, November 19, 1992
Friday, November 20, 13892

S. Elster, S. Fox, E. Goldring {Arrival 1:00 p.m. Thurs.), S. Greenfield {Arrival
3:00 p.m. Thurs.) , A. Hochstein, B. Holtz, D. Marom, J. Meier, A. Naparstek,
A. Rotman, J.A. Schaffer, J. Ukeles Arrival 3:30 p.m.Thurs.} , J. Woocher,

S. Wygoda

AGENDA

THURSDAY, NOVEMBER 19

NOTE: Aside from starting and adjournment times, all times are approximate

12:30

THE FIRST YEAR

{Including Lunch)

NY County Medical
Society, Suite 1101

Overview and Work Plan
Desired Outcomes

15 East 26th St., 11th ff.

3:30 p.m.

3:45 P.m.

» Expectations of CIJE
+  Pilot Projects
+  Goals Project -
Other
+ Planning with Lead Communities
+ Shon & Long Range Plan
+  Self Assessment

BREAK

BEST PRACTICES
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OUNCIL FOR INITIATIVES IN JEWISH EDUCATION
ailing Address: 183 Third Avenue #128 v New York, NY 10003

1one; (212) 532-1961 FAX: (212) 213-4078
TELEFAX
TO: Seymour Fox DATE: November 12, 1882

Annette Hochstein
FROM: Art Rotman FAX #: 618 452

Number of pages (including this sheet) {7

MESSAGE:

| asked Shulamith to develop an interpretive piece on CIJE based on what has
already been prepared. This is for discussion on the 19:h and 20th,

Warm regards,

Art
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community, and prepare the groundwork for adoption and expansion of

good ideas elsewhare.

Fundamental to the success of this project will be the commitment of the
community and its key stakehotders. The community must be willing to set
high educational standards, raise additional funding for education, involve
all or most of its educational institutions, and, thereby, become a model for

the rest of the country.

Systemic Change at the Community Level

For the purposes of this project, a community is an urban or metropolitan
area with a communal organization structure and decision-making
system in place. The initial focus is on three communities with a
population range of from 28,000 to 92,000 - Atlanta (70,000}, Baltimore
(90,060}, and Mitwaukee (28,000).

A cornerstone of the Lead Communities Project is the emphasis on the
entire local community rather than the individual school, program, or
Jewish camp. The evidence is growing in general education as well as
Jewish education that lasting educational reform involves the interaction of
school, family, and community because there is a continuing interplay
among them. One needs to affect the entire community, not just a single

setting, program, or age group.

To improve Jewish education we need to create intagrated service delivery

systems and dramaticaily increase the quantity and quality of Jewish

education in the community.
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ESSENTIAL ELEMENTS: BUILDING THE LEAD COMMUNITIES

LEADERSHIP AND COMMUNITY SUPPORT

Recruiting top community leaders to the cause of Jewish education will
help raise Jewish education o the top of the communal agenda. A task
force/commission will serve as the local implementation mechanism with
professional staffing and the appointment of an outstanding individual to
lead the commission, All sectors of the community -- congregations,
schools, community centers, and faederations — will need to be involved in
work with a wall-to-wall coalition consisting of the federation, synagogues,
centers, educat.onal institutions, i.e., day schocls, camps, central agencies,
the college campuses. Rabbis, educators, professionals, scholars, lay
leadars, and parents will paricipate in guiding the project in sach
community with public discussion and debate among all the stakeholders
encouraged. Lead Community leadership, both profassional and lay, will
also participate in the ongoing etiornt to defina and refine the Project as it is

extended to other communit.es.

PROGRAMS: LOCAL PROJECTS AND INITIATIVES

Each of the Lead Communities will engage in the process of redesigning
and improving Jewish education through a wide array of intensive
programs. The programs of the Lead Community need to reflact

continental as well as local experience and ideas.
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OUNCIL FOR INITIATIVES IN JEWISH EDUCATION
aifing Address: 163 Third Avenue #128 . New York, NY 10003

one: (212) 532-1961 FAX: (212) 213-4078
TELEFAX
TO: Seymour Fox DATE: November 12, 1992

Annette Hochstein
FROM: Art Rotman FAX #: 619 452

Number of pages {inctuding this shest) (Z

MESSAGE:

| asked Shulamith to develop an interpretive piece on CIJE based on what has
already been prepared. This is for discussion on the 18th and 20th.

Warm regards,

A

221288 Foga
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However it happens, Jewish education must be compeliing -- emotionaliy,
intellectually, and spiritually. [t must inspire greater numbers of Jews,
young and old, to remain engaged, to learn, feei, and act in a way that

reflects an understanding of and commitment to Jewish vaiues.

To achieve this objective, Jewish education must be nurtured, expanded,
and vastly improved. Both the CUE and the Lead Communities will set

goals for "improvement." These will take a concrete form through:

. more and better Jewish education programs and services,
. greater participation in Jewish education; and
. better outcomes (related to Jewish knowledge, skills, behaviors,

and values),

The central thesis of the Lead Communities Project is that the best way to
generate positive change on a continental scale is to mobilize the
commitment and energy of local communities {o create successes that

stand as testimony to what is possible.

"MODELS" AS A STRATEGY FOR POSITIVE CHANGE

Local efforts that are working well need to be reinforced. Local
communities have 10 be connected to the pockets of excellence across the
nation that too often have worked in isolation. Positive change will require
a vehicle to encourage inspired approaches and to support innovation and
experimentation. This project makss it possibie to evaluate, improve, and

try out a variety of approaches for Jewish eduction throughout the



‘92

q4:822 PH CIJE 221388 Poge

community, and prepare the groundwork for adoption and expansion of

good ideas elsewhere,

Fundamental to the success of this project will be the commitment of the
community and its key stakehoiders. The community must be willing to set
high educational standards, raise additional funding for education, involve
all or most of its educational institutions, and, thereby, become a model for

the rest of the country.

Systemic Change at the Community Leve!

For the purposes of this project, a community is an urban or melropolitan
area with a communal organization structure and decision-making
system in place. The initial focus is on three comr inities with a
population range of from 28,000 to 92,000 ~ Atlanta (70,000), Baltimore
{90,000), and Milwaukes {28,000).

A cornerstone of the Lead Communities Project is the emphasis on the
entire logal community rather than the individual school, program, or
Jewish camp. The evidence is growing in general education as well as
Jewish education that lasting educational reform involves the interaction of
school, family, and community because thers is a continuing interplay
among them, One needs 1o affect the entire community, not just a single

setting, program, or age group.

To improve Jewish education we need to create integrated service delivery

systems and dramatically increase the quantity and quality of Jewish

education in the community.,
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ESSENTIAL ELEMENTS: BUILDING THE LEAD COMMUNITIES

LEADERSHIP AND COMMUNITY SUPPORT

Recruiting top community leaders to the cause of Jewish education will
help raise Jewish education to the top of the communal agenda. A task
force/commission will serve as the local implementation mechanism with
protessional staffing and the appointment of an outstanding individual to
lead the commission. All sectors of the community -- congregations,
schools, community centers, and federations -- will need to be involved in
work with a wall-to-walil coalition consisting of the federation, synagogues,
centers, educational institutions, i.e., day schools, camps, central agencies,
the coliege campuses. Rabbis, educators, professionals, scholars, lay
leaders, and parents w'll participate in guiding the project in each
community with public discussion and debate among all the stakeholders
encouraged. Lead Community leadership, bo'h professional and iay, will
also participate in the ongoing effort 1o define and refine the Project as it is

extended to other communities.

PROGRAMS: LOCAL PROJECTS AND iNITIATIVES

Each of the Lead Communities wiil engage in the process of redesigning
and improving Jewish education through a wide array of intensive
programs. The programs of the Lead Community need to refiect

continental as well as loca!l experience and ideas.
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SOUNCIL FOR INITIATIVES IN JEWISH EDUCATION
4ailing Address: 163 Third Avenue #128 . New York, NY 10002

‘hone: (212) 532-1961 FAX: (212)213-4078
TELEFAX
TO: Seymour Fox DATE: November 12, 1992

Arnette Hochstein
FROM: Art Rotman FAX #: 619 452

Number of pages {including this sheet) {7

MESSAGE:

| asked Shulamith to develop an interprative piece on CIJE based on what has
already been prepared. This is for discussion on the 19th and 20th.

Warm regards,

Art
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community, and prepare the groundwork for adoption and expansion of

good ideas elsewhere.

Fundamental to the success of this project will be the commitment of the
community and its key stakeholders. The community must be willing to set
high educational standards, raise additional funding for education, involve
all or most of its educational institutions, and, thereby, become a model for

the rest of the country.

Systemic Change at the Community Level

For the purposes of this project, a community is an urban or metropolitan
area with a communal organization structure and decision-making
system in place. The initial focus is on three communities with a
population range of from 28,000 to 82,000 -- Atlanta (70,000}, Baitimore
{90,000), and Milwaukes (28,000).

A cornerstone of the Lead Communities Project is the emphasis on the
entire local commuynity rather than the individual school, program, or
Jewish camp. The evidence is growing in general education as well as
Jewish education that lasting educational reform involves the interaction of
school, family, and community because there is a continuing interplay
among them. One needs to affect the entire community, not just a single

setting, program, or age group.

To improve Jewish education we need to create integrated service delivery

systems and dramatically increase the guantity and quality of Jewish

education in the community.
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ESSENTIAL ELEMENTS: BUILDING THE LEAD COMMUNITIES

LEADERSHIP AND COMMUNITY SUPPORT

Recruiting top community leaders to the cause of Jewish aducation will
help raise Jewish education to the top of the communal agenda. A task
force/commission will serve as the local implementation mechanism with
professional staffing and the appointment of an outstanding individual to
lead the commission. All sectors of the community -- congregations,
schools, community centers, and federations -- will need to be involved in
work with a wall-to-wall coalition consisting of the federation, synagogues,
centers, educational institutions, i.e., day schools, camps, central agencies,
the coilege campuses. Rabbis, educators, professionals, scholars, lay
leaders, and parents will participate in guiding the project in each
community with public discussion and debate among all the stakeholders
encouraged. Lead Community leadership, both professional and lay, will

also panlicipate in the ongoing effort to define and refing the Project as it is

extended to other communities.

PROGRAMS: LOCAL PROJECTS AND INITIATIVES

Each of the Lead Communities will engage in the process of redesigning
and improving Jewish education through a wide array of intensive
programs. The programs of the Lead Community need to reflect

continental as well as local experience and ideas.
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Lead Communities will benefit from successful experiences across the
continent. CIJE is undertaking a systematic effort to identify the best
examples of specific programs, projects, or institutions in North America,
called the "Best Practices Project." In preparing action plans, Lead
Communities will have access tc the inventory of the most promising

programs.

There are two kinds of programs -- "¢~~*ling options" and programmatic
oplions,

The report of the Commission on Jewish Education in North America

recommends that Lead Communities corcentrate on personnel and

broadening cocmmunity support as critical "enabling options.”

"The Commission realizes that personnel and the
community are interralatad, each being dependent on the
other for success. For Jewish education to attract talented
and dedicated Jews to the field, these individuais must
believe that the Jewish community will give them the
support and resources necessary to make th difference.
The community, on the other hand, will only mobilize for the
cause of Jewish educaticn if it believes that a highly
qualified protession of Jewish educators is being
developed. It is, therefore, necessary to develop a program
that includes simultaneous treatment of both the shortage of
personnel and the community's support for Jewish

education.” (Fox and Hochstein, Jewish Education. Fall
1991)

g



v 12

'g92

7

g4:83 PH CIJE - 221308 Page

A promising programmatic option is study and travel in Israsl, which has
proven to be a very effective motivator for young and old alika. Thus,
personnel, community support, and educational travel by youth to Israel

will be important ingredients in the community's plan of action.

Local initiatives may include improvement or expansion of existing
programs or the creation of new ones. It is anticipated that communities
will devise new programs that cross traditional boundaries of age, setting,
or content. Examplas of other programs that gould be undertaken,
separately or combined in an imaginative way as pan of a Lead

Community's program inciude:

+ Replicating good schools and/or establishing modei schools;

« Developing outstanding programs at Jewish community centers:

* Intensifying and improving early childhood programs;

« Designing programs in adult and family education;

» Creating cooperative programs between the community and local
college campuses;

+ Developing new models of post bar or bat mitzvah education:

» Developing strategias for outreach;

* Raising the level of Jewish knowledge of communal leaders:

* Using new technology (video and computers).

Lead Community projects are expected to address both scope and quality;
they shouid be comprehensive snough to make an impact on a large

sagment of the community; and focusaed enough to ensure standards of

excellance.
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RESOURCES

A program of breadth, depth, and excellence will require new monies,
primatily because the endeavar has long been underfunded. A Lead
Community will point a direction in this area as well -- substantially
upgrading the local investment in Jewish education from a variety of
sources: federation's allocations, private foundations, congregations,

endowments, tuition, and other sources.

An important part of CIJE's role is to mobilize private foundations,
philanthropists, and other continental resources to match the financial

efforts of local communities. (See VII)

PLANNING

The plan for each Lead Community will include: an assessment of the state
of Jewish education in the community at the present time; an analysis of
needs and resources, the development of a strategy and priorities; the
design of programs; and the preparation of action plans for improving

aeducational effactiveness.

The Lead Communities Planning Guide will provide guidance in the
methods of analysis and assessment of each community's current status
and in the establishment of priorities and the design of implementation
strategies. including approaches to the design of specific programs to

address these priorities.

s

-
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V. THE CONTENT OF THE EDUCATIONAL PLAN

A. A VISION FOR CHANGE

Change will depend upon the development and projection of a vision of
what the community hopes to achieve within the next 3-5 years as a Lead
Community and where it "wants to be" in terms of the Jewish sducation

(knowledge, behavior, participation) of its children and adults.

it is anticipated that the community's participation in the Lead Communities
Project will generate serious discussions and work on the content of
Jewish education throughout the community and within all of the
institutional settings (synagogues, schools, centers, camps, stc.) where
Jewish education takes place. The discussion of "vision" at the level of
community may be paralteled within institutions and like-minded groups

such as the movements and denominations.

B. APPROACHES TO AFFECT EACH AGE GROUP -- EARLY CHILDHOOD
THROUGH SENIOR ADULT

The plan will address the education ot each major life cycle group in the
\\ - o
community. (E.qQ., singles, Ta\rgﬂie’s with young children, teens, the college

years, empty nestars, an@oﬁe?‘people.)
/’ \\\
-'—/-.-
Within each major group of community clients; planning will focus on:

.,

v
- k] N N - -
. aniculation of content and related curricular issues

T ~
S
K

N

"~
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. Synggogues
, Youth Groups
Za

\‘\

APPROACHES TO PERSONNEL: THE ROLE OF EDUCATORS AND
RABBIS

Within each setting and mindful of the required in-service training for all
personne! in ajl programs and in all settings Lead Community-wide effort,

planning will focus on the "enabling option” the building of the profession:

. articulation of content

. curricular issues

. introduction of "Best Practices”

. recruitment

. training {pre-service)

. compensation issues (to include benefits)

. retention

. identitication of best use of the resources of the national organizations

and training institutions

MAXIMIZING THE IMPACT OF THE INTEGRATION OF FORMAL AND
INFORMAL EDUCATIONAL PROGRAMS

in a community-wide effort to improve Jewish education, the_integration of
formal and informal programs is the optimal approach for the introduction

of innovation and change.

11

10
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Planning on the local level is the responsibility of the local commission

working with the guidance and assistance of the CIJE staff and will include:

. attention o content and its articuiation
. development of key personnsl

’ maximum use of Best Practices

. all institutions invoived

Special strategies will need to be developed to address the challenges of
the integration of formal and informal Jewish education in an iptegrated

BEST PRACTICES

The Best Practices Project will create an inventory of exemplary/
effective/successiul/good or "best practice" in a wide variety of programmatic
areas of Jewish education. Beginning with the most “popular* and familiar
settings in which Jewish education takes place at the communai level --
congregationa! religicus schocls, nursery and preschools (spcnsored by

congregations, Jewish community centers, and others}), day schools, Jewish

community centers, Israel programs, caWrams. camp _pregrams -- both
residenlml}d«day/--:;; continu]nm;ss ail of th i1gs that are
appligatie to the Lead Com«mﬁe:

12
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. personnel issues (preliminafy discussion with the Cove,nant/Foundation
fe their funded project for "avocational” teachers in a synagogue-school
; -

-

in a smaill community

This approach is based on the image of the Lead Communities as "local
laboratories” for programs that will eventually be disseminated to other than

Lead Communities.

On the local level, the CIJE has begun work with the communities to identify,
educate, and cultivate local foundations towards support of the Lead

Communities project and local initiatives in Jewish education.

The Mandel Associated Foundation (MAF) grants to the training institutions
(Hebrew Union College, Jewish Theological Seminary, Yeshiva University) and
the Jewish Community Centars Association will directly benefit the Lead
Communities as it is expected that these schools or departments of education

will undertake specitic assignments in the area of personnel.

In a new:cm/ndaﬁo/n initiative, discussions are underway with secular
tound:ati} whose interestsi}]b@d{ligious education and

specifically the issues of c/haﬁge and refor

13
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ATLANTA, BALTIMORE, AND MILWAUKEE: PLANNING AT THE LOCAL LEVEL

VIIL

MONITORING, EVALUATION, AND FEEDBACK

How will we know the lead communities have succeeded in creating better
outcomes for Jewish education? On what basis will the CIJE encourage other

cities to emulate the programs developed in lead communities?

The Monitoring, Evalueation, and Feedback Project will help each Lead
Community answer these questions through a comprehensive process which
will document a community’s efforts and gauge its success., Three experienced
field researchers will be responsible for callecting and analyzing data in the
Lead Communities. Working individually and as a team, the researchers have
begun to observe, interview, and documant many aspects of the project in an

effort to fuffill the three-fold purpose of this CIJE initiative:

. to carry out ongoing monitering of progress

. to evaluate progress

14
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. to provide feedback (channel findings back to the community and the
CIJE)

During the initial year of the Project, the field researchers will seek to insure that
each community has a specific set of goals for the improvement of Jewish

education. For example,

. What are the visions for change in Jewish education held by members of
the communities:

. How do the visions vary among different individuals or segments of the
community?

. How vague or specific are these visions?

To focus aftention on the critical role of the Jewish educator and to address the
community's attention 1o the enabling option of "building the profession” of
Jewish education, the researchers will address personnel concerns by

surveying the community with regard to the following:

. What is the nature of the professional life of educators in this community?
. Under what conditions do teachers and principals work (i.e., what are

their salaries and banefits)?

. Ara 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 community's ability to mobilize broad-based support -- the second of the

enabling options -- will be addressed by the following questions:

e

15
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Who is involved, and wh is not?

How broad is the coalition supporting the CIJE's efforts?

How deep is participation within the various agenciss {i.e., beyond a
small core of leaders, is there grassroots involvemsent in the community)?
To what extent is the community mobiiized financially as well as in

human resources?

17

16
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
lawng Address: 163 Third Avenue #128 . New York, NY 10003

*hone (212) 532-1961 FAX: {212} 213-4078
TELEFAX
TO: Seymour Fox DATE: November 11, 1982

Annette Hochstein

FROM: Art Rotman FAX #: 619 452

Numbper of pages (including this sheet) 2

MESSAGE:

At your request we have extended the confarence times on the 19th/20th and
23rd/24th. In addition, we have allowed for a session an Thursday at 11:00 a.m.
with a limited group. | have also set up a postmortem with the same group.

We have far foo many people on the 23rd and 24th. | am suggesting that the
"observers" not be seated at the discussion tabie so that the people who need
to be there can be in closer contact with one another.

Thanks for your suggested agenda for the 19th and 20th. | have made some
revisions and you will be getting a revised copy within the next day or two.

Using the "Lead Communities at Work" | have begun the process of developing
an interpretive document on the work of the CIJE for us all to discuss. 1am not

sure it will be ready for discussion on the 19th, but if it is, | will send you a copy

in advance.

Tne agenda for the meeting on the 23rd and 24th will be hammered out in the
meetings of the 19th and 20th.

Warm regards,

An
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CLIE MEETING PARTICIPANTS

THURSDAY, NOVEMBER 19 (11:00 AM.-12:30 P.M.)
ICC. £ iation. M Study. 14h il

Shuilamith Elster Art Rotman
Seymour Fox Jack Ukeles
Anneite Hochstein

THURSDAY, NOVEMBER 19 (12:30-7:00 P.M.)
15 East 26th Sireet, 11¢h fioor (NY County Medical Society)
FRIDAY, NOVEMBER 20 (8:30 A.M.-12:00 P.M.)

JCCA Gonference Room, 14th floor

Shutamith Elster Barry Holtz Art Rotman
Seymour Fox Danie! Marom Jo Ann Schaffer
Ellen Goldring (from 6:00} Jim Meier Jack Ukeles

Soi Greentield {from 3:00) Art Naparstek Jon Woocher

Annette Hochstein

MONDAY, NOVEMBER 23 (6:00 P.M.-9:00 P.M.)
JA/Fedarat 30 East 59th S Liff B
TUESDAY, NOVEMBER 24 (8:30 AM.-4:00 P.M.)
ICC A iation. Con 1
LEAD COMMUNITY PLANNERS STAFF/CONSULTANTS QBSERVERS
(Numbers still to be reduced}
Lauren Azoulai (Atlanta) Shulamith Elster Roberta Goodman
Steve Gelfand {Atlanta) Seymour Fox Daniel Marom
Chaim Botwinick {Baltimore) Annette Hochstain Claire Rottenberg
Nancy Kutler (Baltimore) Barry Hoitz Julie Tammivaara
Marshal Levin (Baltimore) Jim Maier Shmuel Wygoda
Howard Neistein {Milwaukee} Art Rotman (MON. only)
Jack Ukeles

Jon Woocher

TUESDAY, NOVEMBER 24 (4:30-6:00 P.M.)
ICC A iation. M Study. 14th 1

Shulamith Elster Art Rotman
Seymour Fox Jack Ukeles
Annetta Hochstein
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COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

i aa
This letter covers the three year period from (Scpt 1, 19920 ditough August 31, 1995,
Ockevor 2 L) -gnd ¢ o afn(mwi
1992.93 is the Planning Year (see beiow)

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

During 1992-93, the Jewish community of Milwaukee with the advice and assistance of CIJE,
will prepare a five year plan for improving Jewish education. The plan will include: a needs
assessment, mission or vision statement(s), program priorities, and a strategy for financial and
human resource development. The plan will build on the wark of the Miwanleee—Aesociation

[P 2
fer—Jewrshdwestion and incarporate appropriate elements of wark already completed. The »a:\‘:_w
communrity by February 1, 1992 will prepare an ousline of the 5 vear plan identifying the major -\:’(“"‘_\\ﬂ'ﬂ
topics to be covered, preliminary findings ']am.mm Ideas et pii g b o B SV g
A (‘::30&
o

Along with the five year plan, the community will also prepare an Action Program for 1993-94 \)\J(\
which will include the schedule of the specific improvements to be undertaken; and the costs o @"’P
and revenues associated with each specitic improvement effort.” @Y:¢o’1":’)

o™’

The plan and the action program will be completed by May 31, 9% |aa3s

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

During 1994-93, the community will carry out the implementation of the second year's Action
Propgram and prepare an Action Program for 1995-90,

In support of these eftarts, CIJE agrees 1o

u Offer models of successtul programs and experience through the Best Practices Project.
Best practices will be jdentified in 2 variety of areas, including:  Supplementary
Education, Earty Childhood Education, JCC programs; Israel Experience; Day School;
Campus Programs; Camping; & Adult Education. Information on all areas will be made

avalable bctwecn Outlbcr 1992 and the end of May, 1993, The lead community will toncidec dm
waed g these models in the light of local needs and interests  during the

wooedy - Action Years of the project, with the advice of CUE,

u 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,

¥ See Appendix A for o bricl deseription of some of (he possihie areas of content of a Lead

Communitics Plan.



‘s2 @5:24 PH CIJE 221308 Paoge 3

COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

] Introduce potential funders to the cemmunity -- including continental foundations
interested in specific project areas.

N Negotiste with foundations, organizations, and providers of programs -- training
institutions, JCCA and JESNA -- 10 define the nature of their involvement and their
contribution to Lead Communitics.

| Provide a monitoring, evaluation and feedback system 10 serve bath the Lead Community
and CLIE.

A
. /

Convene lead community leadership for periodic meetings on common concerns. | f""]”

£

The Lead Community agrees 10:

et by M;h‘iduca‘t\m :..s.
m  Eswblish a mﬁ:&"%ﬁm o direct the aroject. The Lmmes will be

made up of top community leadership representing all ¢lements of the community --
Federation, congregations, institutions involved in formal and informal education, and the
full spectrum of religious movements represented in the community. The Comminee will
be chaired by houst Skinand. Jane Galeman Commfsion

L Provide opportunities (such as town meetings or suhcommiitees) for stakeholders from
2]l sectors of the community to meaninglully participate in the planning process --
including consumers of Jewish education, (e.g. parents and students), educators, board
members and Rabbis.

'\.““‘h" \0\0\

) . el A& . fzsmn‘sfagaqgﬁcpuh\ Eqvudoen,
= Appoint a Lead Communities Pianning Bueetorto stutt the bee e
and to coordinate the work of educational an‘a plannirg professional resources in the
community on the Plan. Senior professionals in the community (e-gdho—RiaRaing

Direetorei-Rederatfommrambthe Brectersbae BAE) wre expecied 16 be fabiiualued in
the process. achwe. Pparhe peals
= Prepare a five-year plan, and annual action programs (as described above).

] Appoint a Lead Communities bk to directy the Action Program for 1993.94
onward. C‘k...!'\'\\r.h rmbb{. e Sare oDy At e ?\qnn‘fs Cootbyoeies”

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

u Idenify and begin one or niore experimental programs within the first year,

O ddeirs dhe poldae, ok- Mo .
] Bawiet-the profession of Jewish education, and thereby address the shortage of
qualified personnel.
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ol

to Jewish education,
he recommendatio
nsion" should resu

urces commilte
implementing
"significant ex

the communal res
experience in

= Collaborate with CIJE on the monitoring, evaluation and feedback system, and utilize the
results.
n Work with CHE o disseminate the results of their experience to other communities.

During the summer of 1993 and the summer of 1993, 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 perfo:m in relation to this agreement.

CIIE Federation
By: By

Title: Title:
Daie: Date:

> Work Yo manafae and ef-.pqné %Cksg%a‘(_; O oy S
(ES000US ACNOACA Lo 3L\ eicainoem = Wb 4 (g T&I{)ﬁ&kdw
Mgy (¥ W eallkee o\(mdb ONM D Cokes o h\f)h"f Fece~koat, ol AQRO el
Caqr\m_n_bq 4o Sewsin e.-.::.-._'t(_c-u.‘c\.o<~‘L ;}4]};9? m?f:-\-_‘?-\"’r’( QO MMOC L RES J'T'he__
&)ﬂ'\m\s‘pton on Sewd s E&\JC“*\&'E‘: LW\ geede Yo obtuin o, -Cwnﬁc.ud.
(erou (£n Nechded o mect Yhe oarals OF Yhe PHir Hhvaon endoenaen
fonds, ok Tvndetion Griats And OVhed Sounes of ‘oanl {Leds .
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i ke wirh e

Gerrentr dene o prd

foweadt it

trrd fownfi iy ar the op ot e
Wit LR gV S agvnishd il Mt
Vivefel For neariv a decade, Morron: L
Vieded fas ende the reviralizanion of
aash edncdnion s oanse” Fle brings
fo Hus antese yedars of eeperience g a tog-
‘evel Jewish, business, and oo feqden;
tmast oundless energy and entliusi-
and readness o step forvard amd
srist sthiers ro Niue wp beside hun in
uriprecedented coalinons. As the foliow-
tng tterview revenls, Mr Manded,
though miensely Jewish, was nor always
a fewishe educarion acrovist, He i mioa
sentse, cheretorg, an excenplar of Dot the
aroplem he jas weckled—oiow to ger the
fectelerchip of the Jewidsh commnninn: seri-
aushe engagad warh Jowst edvcanon—
i 105 solunon e spoke with Morr
Mande! about the development uf his
fewishi compintment, acout the iana-
nves for Jewssit educanion he spearfiead-
nil. and abowr his hope for the furure

et for Bis feflow feaders,

. E: tet's start ot the beginning,
What shaped vou Jewishlv as vou were
growing up? WILM: There's no
2oudt that the hame | grew up in was
1very mportant influence on me. My
parents were verv Jewsh in the daly
AV $ense There was a verv thivs
jewish aimwsphere —Jewtsh ambience,
fewnh neighboihood. | went w0
sciools that had laege numbers of
[ews.

My whole world was full of lewash cus-
ioms. fewish traditions, holidays were
bug wings. [ grew up in a protective
environment, 1 segregated environ-

foens, 1o some extent. | soaked up

L1JE

Jesorsh gt tionm 5y oasmiosis, s by
gonme b schoal When Faas
approaching Bar Musvaiy sae proba
Biv when Lwas ten, [went o chweder
W all Buated it—we toelerated 1t ot of
respedt o oy pasents. | was Bar
Migzvan, didn'twant 1o 2o anv more

and v parenta didn'tinsit.

U had 2 wondertul Jewish education
Erowing up in a home with jewish val-
ues, Jewish traditions, fewish histon,
Jewnsh customs, Jewish songs, Viddish
songs, a real thick {ewash-Yiddish con-
rection. [ still sav Yiddish words—
mechiaea and al! that— with 2 twinkle
i my eve because somebody else like
me has the same pairkle when we use
those words. [t's a very warm, fuzzy
kind of memory.

"\IE Hewe did vou actuallv hecome
rwalved formalivin fewssh leadership?
There are mam other people who grew
up under sinnlar aircumstances, mos
ofwiom did not becone a Mo
Mande, NLM: Lers see. in the
founn grade. T was president o my
ctass, Afth erade you couldn’t nominate
vourse.f again, so sixth grade | was
president Ninth grade [ was president
ot the student councu. 2leventh grade |
was president of my sentor class—ut
just happened to me. | guess : emoved
ir und i0 become active in Jewish com-
munal life was probanly not 4 fewish
expression of anvthing. .. it was just
nateral. AJE: swhat were the firs:
arens tnat vou actudily got involved in?
MLIM: 2ot out of the service 1n
1946 and | became acuve in the Jewish
Federation campaign. [ came up right
tram the bottom, as u solicitar in 3 low
ranking, invisible division ot the cam-
paign. the Young Aduit Division. i was
23 and | became chairman of the
Division. | started that same vear in the
United Wayand | zvenrually became

21 40

NIERVIEW WITH MORT MANDEL

prosident 19781 D gugss s my dnive,
S inferest, Aot of people are interest-
ed—u ot ol people aren . AJE: Hou
i the srove conte dBout [o fenas
cdugation? ve heard i this was not
ottty that was dhwavs o vour st
ol obvements VLV No.awas
nat premeditated: itwas 3 surpnse. in

Tt awas nota parttewlarly siaunch

During the
nineties, the first
objective is to have
in place the
appropriate
network of
organizations and
institutions to
exploit this
opportunity to
strengthen Jewish
continuity and
help achieve the
quality of Jewish

life we all want.

supparter of the jewish day school
idea. being more generalist in my
thinking. [ was not suoportive af it
even up to and including my presiden-
ov of the Federanon (19761, Mast of
my colleagues, the people who were the
real leaders of the community, talerar-
ed Jewish educacon It was not where

Foge
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the miost acin e, ewast highlyv qualined,

ot visiue leadership was at

In | Chevarie presdent or IR, ard

T Dwas i the Baard of the fewssh
Agenovs AL my ven Anst meetig,
Arven ubzin, Chairman o' the
Executive. announced that the State of
Israei and the Jewnh Agenoy were
rarming g fund for fewish education in
the Ditspora, because they were wor-
cied about the trend lines. They didn't
have the recent CJF study, but they

knew alreadv—everbody knew what

221388

Comritee, | swas charan, and | ows
g 0 Enate soine ether eople
be cunsaliants, T aot Herlr Millnan,
Carmi Sehwdron Sevanour Fox aund
Lranny Tropper.

We drafted a staterment of purpose.
abpeutives, wiat would qualiry jior
suppurt,, what wouidn't, the kind of
provess we wouid go through. 1 held
that iob about mire years, during

they are there, they will

always be there—

to pick up the torch of

Jewish education and

Jewish continuity.
This is a time for action.
That’s the message.

was happening. They set aside $10 mil-
lion-—Ave and five—for Jewish educa-
tion in the Diaspora o support Jewish
conanuity. [ held myvhand upand §
said: Thus ts the first meeting of the
[ewish Agencv Board of Governors
I've attended, and if this is the kind of
thing vou do here [ am really honored
to be here.

Next thing | know I'm asked to be
chairman of the Steening Commirtee. ]
said, let me bring consuitants, He said,

rimer neaersA A S et ko

announced there wus a Steering

which the Joint Program sponsored
the World Conference for lewish
Education {1984 of.;~—the Arst ever of
its kind. The Jewish Agencv adopted 2
fifth portfolio—Jewish eduvation.
Thev appointed a first Committes on
Jewish Education in their hustory—
which [ chaired, while [ was chairman
of the Jennt Program. We gave away
maney, mosuv to piaces in great need,
and for innavative ideas. Throughourt

the world [ewish education was in vir-
hhmbhay LLIICRE AW TR LA RERLL LAV LG T, a

jewel there—but mostiv third rate.

Prge 3

[ the eany crghtes, wien | et nto
lewish education seniously, the cecog-
NI was growing in me that this was
ore wiy toittack the negative tremd
line—ua point of entry, a wak o nter-
vene, Not necessariv the answer. Dut
part ol the answer, That's how it hap-
pened. AJE: Let me skip ahead a b,
[ know we could talk about vour work
avwhat was then JWB and the
Maumiziuig fewish Educatonal
Effecuveness process, but [ want ta
move un (o the Commussion on Jewisn
Educarion in North America. This was
again wruly unorecedented What led
voll to decide that we needed some-
thing of this scope and smbiuon,
something that wouid bring leadersiup
together on an unusual trans- instu-
tionat basis? VLN In the mid-
eighties, | was tallung to other sernous
players—pratessionals, lay leaders.
foundation leaders—there was no
track for anv o ts 1o rin on. We
dian’t want a singie uni-track process,
but there was nothing clear. [ was out
of the fewish Agency, alked about it
with my family, and we decided to put
the important parts of our phuan-
thropic resources into jewish contnu-
itv, Jewish education. The
Commussion was born out of the need
to establish a clearer picture or how to
intervene in practical wavs—how to
produce svstemic change, (o enadle the
svstemt to cope. We, the Mandel fami-
lv, always knew we were going ta take
are of the recommendations, one of
the findings of the Commission, and
pursue it. AJE: The Commussion
repurt, A Tire 1o Ace has abviously
been & seminal document in terms of
its recommendations. but as vou look

back on 1t now, what do vou see s the

B R R L P S |

Was there sornething bevand the
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LETTER OF

UNDERSTANDING

w [ralt B} UAI (Ukcles)

» Drait #2 UAJ {Ukeles) 10/1 & 1072 Link 1o Local Event

® Negotiation Llster & Ukeles 1915

& Jinal Retman as necded November

® Sipaing Rotman & CUE Lay Lemders December

PLANNING GUIDELINES

= Drafi ¥1 UAI {Meier)

= {rah #2 UAI (Meier) [/15

® Review with community UAI (Meier) 1144 Workshop with Plamning Diredors

planncrs 11/1&

® Final 11723 & 11124

11730

PRESENTATION TO

MMISSIONS

® GA Forum & Event totm:n 1112 & 1¥/13 Communit y-specific cvents to imroduce Projact 1o

B acni cvents

Rotman & CHL Lay Leaders

varipus publics; Link lo Signing

¢ I SIAFF COCRDIATE
& lixccutive staff
®  ogram Dircdaors

Rotman
Raotman & Eister

Wkly migs (Roiman. Elster, Groenlicld & Ukeles)

BEST PRACTICES
® Iesign (inform & acocss)
® Inform
B Acoess

Elsler, Hoitz & Ukeles
Clstcr & lloltz
Elste: & Haltz

Need to finalize timetablke for deliverables and desipn
methods to inform communilics and creale points of

S
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TASK

COMMUNICATION & PR

RESPONSIDLITY

KEY MILESTONES

ISSUCSYCOMMENTS
—_—

Usc of outside comsultany/Tirm; Assignment of

® Identify Publics Elster resporsibi 5 Coordination (if any) between Local
» Communications Plan ? PR in cadt community and overall CUE plan
a Implement 7

COMMUNITY

t  NSULTANTION

("TALENT BANK")

s Concept Document Mcicr Novemnber

= Axxipgn Responsibility Rotmmn carly November Design links 1o Best Practioes

B Manage System ?

»  xale Individuals ?

= form Cemmunitics ?

B Accuss 7

CONTINENTAL/COM
PL 'NING PROCESS

® Nui'l Voundations
® Locd Foundations &
ndjviduals

® Meet with Plangees Ukcles & Elster 11723 & 11124

® Meet with community lay Rolman & CUE Lay Leaders lanuary For al): agenda, invites, location, dates
lcaders ("ibe Seminat®)

= (Communily planniag prooess | Ebter & Ukeles ongoing,

LEJON TQ NATL Elster ongoing, Link to communily comscliation (takent bank), who
FESOURCES pays for wh

LU

w Jrgamzatiots

= Denominzlions

& Scnior Advisors Dcoember

FINANCIAL RESQURCES Napesstek ongoing Process for linking Jocal neads definition 1o

foundation interests; funding Oow; CUE as recipient;
and CUFE as broka
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MONTITORING, EVAL & -
FEEDBACK
u [ntroduce field researchers o

cCommunity
8 Dev focdback loop
= Sct terms for {irst repont

RESPONSIBILITY
Rotman
Ebter & Rotinan

Gamoran & Gokiring
Gamoran & Goldring,

KLY MILESTUNES
UNECINg,
late Sept. early Ot

October

October

ISSUES/COMMENTS

“*

Include bascline portrait

Page 3 0of 3

EB ADQM

HWd $1:52 2B,

3Ir13

gRETZE

EE-ER







Anv RE

"H2

82141 PM CIJE 221388

Poge

COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing Address: 163 Third Avenue #128 ' New York, NY 10003
Phone: {212) 532-1961 FAX: (212) 213-4078
TELEFAX
To: Annette Hochstein Date: Novermbar 6, 1982
From: Arthur Rotman FAX # 011972 2 619 951

Number of pages {including this sheet) if/

MESSAGE:

1.

In view of the fact that Seymour was not avaiiable Friday, we will not make
any final decisions until the three of us have had a chance to speak together
early next week,

In the meantime, we have, as you know, invited the pianners of the three

communities to a meeting on the evening of tte 23rd and all day on the 24th.

Woe agreed in our phone conversation that this meeting would proceed, |
asked you to develop the program and approach for this meeting. Itis
entirely in your hands. You will also determine which of the staff you will
want with you at those mestings.

We have aiso scheduled a meeting of the extended staff, including
Naparstek, Holtz and Woocher, on November 19 from 3:00 p.m.-7:00 p.m.
and Friday the 20th, 9:00 a.m.-12 noon.

We agreed that the documents that you will want to use with the planners

should be the subject of the discussion at the meetings on the 19th and 20th,

You undertook tc develop these documents by sither editing what we
already have available and/or creating whatever new documents you may
find necessary. These documents would, of course, have to be in the hands
of our staff several days in advance of the meeting on the19th which wouid
then call for them being faxed by November 13 the latest.

It is all yours.

The Planning Guide to which reference is made in the papers | sent you
yesterday is the one that was developed some time ago and | am enclosing
a copy.

Looking forward to talking with you and Seymour.

3
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Il Strategic issues (confronting and resolving critical choices)

A. Identify strategic choices
B. Resolve strategic choices
C. Develop community-wide mission ar vision statement(s)

1V, Establishing stralegies and priorities

A. Formulate strategies

B. Establish priorities
1. Populalion groups/program areas
2. Personnel
3. Community support

V. Designing programs (to address prioritics)

A. Initiate program ideas or strategies/preliminary proposals

1. Leadership (lay and prefessional) and community support (e.g.:)
* coalition building
* recruitment (of leadership and community involvement)

2. Programs for personnel

3. Programs (e.g.: Israel trips, innovation)

4. Pianning and evaluation

5. Financial resources

B. Select program priorities/phasing
V1. Prepare implementation sirategy: multi-year framework, first year action progeam

A. Program/Task

B. Responsibility

C. Cost and funding

D. Timetabte

E. Performance Management
F. Program Evaluation

VIl Next Steps: Implementing the plan
A. First-year action plan oversight

B. Mid-course modifications
C. Prepare second-year action pian

APPENDICES
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Gencral format for each section
Section heading
Rationate: What the section is about, why it is important, how it rclates to the planning

Process,

Deliverables: Imipostant junctores, or deliverables, and when they must be completed Lo keep ihe
project on schedule,

Beachmatks: Critical reyuirements and optional steps/lasks lo achieve the heachmarks for the
phase.

Methods: "How" to do the ask.

e _

Coniment Box

—— = aad o A === = = e —

|| For elaborative comments, suggestive hints, or enhancement options.

Point persan(s): Recommendations on who should oversee 1ask, and whoe needs to be
involved or have input.

Time guidelines: Approximate minimum/maximum time to set aside to carry out task.

Examples:
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taling Address: 163 Third Avenue #128 . New York, NY 10003
none- {212} 532-1961 FAX: (212)213-4078
TELEFAX
TO: Annette Hochstein DATE: November 5, 1882
FROM: Art Rotman FAX #: 619 452

Number of pages (including this sheet) /3

MESSAGE:

LET'S DISCUSS THE ATTACHED.

REGARDS.

ART
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To:

From:

Date:

Re:
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MEMORANDUM

Arl Rotman
Shulamith Elster
Sol Greenfield
Jim Mecier

November 4, 1992

Talent Bank

Page

The atiached draft refates to our discussion ol ‘I'alent Bank at tomortow’s meeting.

You will see that the first page and hall is a synopsis of the components of the
talent bank, and the numerically corresponding attachments that follow lay out

details of each component.

I am working under the assumption that our object is o make the talent bank
operational at the latest by the January "seminar.” [ believe that we have no tinje
to spare il we want to achicve that deadline. (Sce llie timetable in Attachment 7.)

See you tomorrow.

* UKELES ASSOCIATES INC.

2
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[draft: 11-4-92] ---- for internal discussion only ----

Talent Bank for
Lead Communities

Introduction

The talent bank is an allocation and deployment system for directing experts in diverse areas of
Jewish education to assist L.ead Communities.

The talent bank will provide sources of professional assistance for planning and education to
assist the Lead Communities. By mobilizing continenial resources and recognizing excellence,
the Tatent Bank will also contribute to ClJE’s long range goal of building the prefession of
Jewish education.

Consistent with CIJE’s role as a catalytic agent for Jewish education, this proposal assumes that
resources of existing organizations such as JESNA, JCCA and CAJE wiil be made available
through the Talent Bank.

To meet differing needs of the Lead Communities, Talent Bank members should represent a
broad spectrum of approaches and skills, In keeping with CIJE’s commitment to quality and
independence, the selection process should be fair and comprehensive.

The talent bank is built upon a database of educators, professionals, and others who are expert
in diverse areas of Jewish education. A line of credit is provided to each Lead Community to
obtain the assistance of these experts. The currency is hours of service. CIJE staff function as
loan officers: they watch each account, approve major requests for services, and may recommend
that a Lead Community avail itsell of a particular expert or an expert of the community’s choice
in a particular area of expertise.

To become functional, various components of the Talent bank need to be minimaily developed,
and then expanded upon thereafter. These components, summarized below, are elaborated upon
in proposals in the correspondingly numbered attachments to this draft.

Components of the System

1. Areas of expertise: The categories in which expert assistance is likely 10 be needed.
Expertise is grouped in two broad categories: a) "client” expertise, and b) subject or skill
expertisc. These categories encompass programs (e.g., starting with "Best Practice” areas),
curricular areas, as well as specialists in areas of supervision (e.g., training, personnel evaluation),
and administration {(e.g., budgeting, fundraising, negotiation, systems development}.

3



2. Selection of Experts: This section proposes protocol for identifying and contacting experts
about their willingness to assist in this project. The abilities, strengths and limitations of experts
in a fairly large number of areas are described according to a standardized and succinct format
for entry into the database.

3. Terms of apreement with experts: One or more standard agreements specify the terms for
expert participation in this project. Experts may be offered some combination of honorarium,
fee, recognition, reciprocal services, or reimbursement of expenses. Differentiated agreements
may apply to persons affiliated with national institutions, university faculty, private practitioners,
or lay teaders.

4. Resource database and distribution: Define fields, develop database system, enter information,
run Teports.

5. Allocations: An allocation farmula for distribution of hours of service to the three Lead
Communities. The formula could combine a series of factors such as: base alloiment; size of
the community; however, a fixed amount per community is proposed for the immediate future.
Incentive for community input or performance; replenishment of hours for achievement of targets
or accomplishment of outcomes related to the use of prior experts are issues to be addressed for
the future.

6. Management protocols: Delineates set of simple but consistent procedures by which
communities initiate requests, indicating when CIJE approval is required, arranging expert visits,
tracking and recerding outcomes.

7. Calendar: A proposed timetable for making the talent baak operational by the mid January
meeting of the lead communities.

Future steps:

. Elaborate funding formuia (see No. 5).

. Publish Talent Bank directory.

. Expand to include institutions as well as individuals.

. Expand to other-than lead communities.

. Develop ways a community can replenish its "account” other than by new CIJE
aliocation (e.g. consulting assistance to other communities; developing and/or
disseminating curriculum materials to other communities).
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(A)
Client Expertise

Attachment |

AREAS OF EXTLERTISE

(B}

Professional Subject/SKills and Expertise

Scutings of apency
and  nstilutional
clients

Adult residences
Camps
Central agency
College campus
College of
Jewish Studies
Community
Supplemenlary
Schools
Congregational
Schools
Federation
Isract Programs
Libranes
Synapogues
Youth Groups
jce

Community Clicnts Educational
Personnel-Clicnts
(life-span)
Infants-Pre Burcau of
School cenlral agency
Early staff
Chi}dhond
(N-K) Camp Directors
Schoo} age and Staff
(E18)
College ape Center
Young Birectors,
AdullsfSingles Proyrram
Parents with Dicectors
young children and siaff
Empty Nesters
Mature Adults Principids
Senior Citizens Rabhis
immigrants Social Workers
Mized Marrieds Specialists
Teachers

Curriculum  and
Instruction (formnal

and informal)

Administraion and

Management

Melhods/Sk ills

The Ars

Hibie

Hebrew
ianguapc

1lehbrew
{iterature

Holidays

Holocaust

Jewish History

sl

Prayer theology

Text: Tradilional

Sources

Yiddish

Jewish
litegature

Jewish
Philesophy

Rabbinic
literature

Mideast Affairs

Adminisirative
Practice
Budget Finance
Development
Facilmes
Personne]
Planning
Public Relations
Rescarch and
Evaluation
Systems
Developmen
Board
Develapment
Demographic
Analysis
Fund-raising

Curriculum
Development
Staff Development
Leadership
Development
Program Design
Queslionnairs
School
Organization
Child Psychology



Attachment 2

SELECTION OF EXPERTS

Criteria
. Recognized expertise in an area of potential value to lead communilies.
. Ability to assist (that is, past evidence or reasonable basis for concluding that person can

relate and respond to situation other than own).
. Reasonable availahility (with respuct to time, cost).

. Recommendalion by 2 or more reliable sources.

Nomination Process

1. Steering Commuttee: Talent bank "working” steering comrmittee is formed consisting of eastly
convenable members, e.g.:

* Shulamith Elster, chair

+ Soi Greenficid

« John Woocher

* 1 or 2 senior advisors who know schools and programs
* Barry Holtz

* Judith Ginsberg

* Jack Ukeles or Jim Meier

2. Solicit Nominations: The Chief Education Officer, with the assistance of other CIJE staff and
consultants, sends felter including sets of nomination forms to specific contacts in national
agenctes, training institutions, jead communities, principals of selected day and supplementary
schools, JCC and camp dirzctors, foundation ofticers, etc.

Short and easy nonunatior form would ask:
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4. Invitations:

= Steering committee reconvenes o decide on names: a) proceed with invitation, b)
maybe, more information needed, ¢) no.

+ Chief Education Officer, or delegate, contacts selectees about willingness to serve on
Talen: Bank, and if se, for more information (see below).

* Phone invitation, followed by standard letter, covers:

. Purpose of alent bank

. Obligations/responsibilities of experts

. Committee’s perception of nominee strengihs

. Talent bank listing

. Compensation for services

. Follow-up information/profile required from expert

Foliow-up letter will also include information on:
. Training and support (none contemplated)

. Reporting (if contemplated)
. Standard contract (see attachment 3)

5. Expert P

* Expert asked to submit the following information:

. Resume
. Talent bank description for data bank
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Attachment 3

TERMS OF AGREEMENT

1. Compensation Scale:

All travel and other reasonable expenses reimbursed and, unless circumstances dictate
otherwise, the following compensation scaje:

Private practitioner 8330 preparativns, reading, phone calls

S/day
400 for follow-up/reporting

Staft of national umbrella organization $400 honorarium

Educator in training institution/school 400 honorarium
400 1o institution for released time

Lay leader

[Note: Two-day visit to out-of-town lacation witl cost $1,500 0 $3,000, depending on distance
and selection. Comes out to about 10 - 15 trips per site, at $30,000/community. ]

2. ™" n-Solicitation: Expert agrees not to contact comniunity with the purpose of sefling his/her
services, nor to promote self in conversations with the community.

3. Community Selection of Experts: CIJE Talent Bunk reserves the right to make final approval
of any consulting request by a community.

Communities may contact experts directly as they review credentials and/or consultant
approach to community's specific need.

7
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Attachment 6

MANAGEMENT PROTOCOLS

Summary of Process

i. Taleni Bank Profiles: CIJE issues profiles on available experts to Lead communities.

2. Pre-Approval: Lead community contacts CIJE program officer by phone to discuss need for
expert assistance in specific area. Community indicates:

* Reasoning behind identification of this area of need.

* How need relates to community priorities or action plan.

* What is desired from expert, objectives to be accomplished.
» Whether they have specific person in mind.

* How many days of expert are needed; what is agenda.

= What expert needs to know in advance of visit.

ClJE gives concept approval to plans of community, and suggests particular experts if
desired.

3. Community Engages Expert: The community directly contacls one or more Talent Bank
experts, selects the one(s) it considers most fitting, settles dates and logistics, forwards any
appropriate background materials to the expert, and alerts CIJE about finalized plans.

4. Expert visits community.

5. Expert sends receipts to CIJE for reimbursement.

6. caluation: Community completes and forwards to CIJE short evaluation form on
effectiveness of expert.
Talent Bank Account

Each lead community is issued a talent bank account with an initial value equal to their
CIJE allocation (proposed at $33,000 per community).

As experts are engaged, the community's balance is reduced accordingly.
(A future task will be to develop ways for the community to replenish its account other

than by a new CIJE allocation. E.g.,, consulting assistance to other communities; developing
and/or disseminating curriculum materials to other communities.)

10
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[Issue: The account currency can be dollars or units of service. In the latter case, CIJE
would estimate the average value of a consultant visit and translate that into days. An
initial projection is $2000/visit, or $1,000/day -- see Attachment 3. Providing a dollar
value rather than a service unit equivalent would give the comunities more incentive to
exercise scrutiny in controlling costs (e.g. hotels) and therefore is recommended.)

CIJE Management Roles

CIJE plays several roles in managing the account:

Acts as Program Officer:

» May, based on monitoring reports or other knowledge of community, urge community
to obtain assistance of a particular expert.

* Approves of "withdrawals”, meaning approval of the use of an expert.
* Receives report from expert following visit .
{Issue: Is reporting necessary and desirable? How would CUE use report? Would this

step inhibit role expert plays with respect to community? Recommend scrapping this
item.]

Administers and monitors account spending:

« [ssues payment to expert for honoraria and expense reimbursement.

+ Keeps record of account balance and issues periadic (2.g. 2 times/year) balance reports,
Or upon request.

Program OfTicer Role

CIJE will assign a program officer to each community. The program officer is authorized

10 approve Talent Bank assignments.

[Issue: This oversight role can be carried out by a) the Chief Education Officer, by b)
two or more CIJE staff and consuliants assigned to work with a specific community, or
by ¢) the steering committee. Whether a) or b) is preferrable depends primarily on the
vision of CIJE’s ongoing work with a community: Is there a need for someone from
CIJE to develop a close working relationship with each community? The last alternative
is not recommended since fast decisions may be desired.]

11
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TIMETABLE FOR LAUNCHING TALENT BANK

Pressing Tasks

Preliminaries

. Approve overal! plan

. Hire p-t coordinator and clerical help
(See 4. Allocations and Budget)

Define areas of expertise

Select experts: first round

. Set up steering committee

. Solicit nominations

. Review initial nominations

. Invite experts

. Obtain profile information from experts

Terms of agreement
. Develop standard agreement
. Send to experts following acceptance

Systems/database
. Hire consultant

. Set up system

. Data entry

. Distribute listing

Allocations and Budget

. Decide on budget

. Identify/hire p-t coordinator
. Identify/hire p-t clerical

. Announce allocations to LCs

Management Protocols
. First draft
. Final draft
. Distribute

12

Completion date

mid Nov.

end Nov.

mid Nov.
late Nov.
early Dec.
mid Dec.
late Dec.

early Dec.

late Nov.
fate Dec.
early Jan.
mid Jan.

asap

early Dec
iate Dec.
early lJan.

late Nov.
late Dec.
mid Jan.
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'OUNCIL FOR INITIATIVES IN JEWISH EDUCATION

ailing Address: 163 Third Avenue #128 . New York, NY 10003
hone: (212) 532-1861 FAX: (212} 213-4078
TELEFAX
TO: Annette Hochstein DATE: Novembear 5, 1992
FRCM: Art Rotman FAX #: 619 452

Number of pages (including this sheet) 2

MESSAGE:

LET'S DISCUSS THE ATTACHED.

REGARDS.
ART

Soge
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a community-wide event to which the Jewlsh educational "stakeholders” are
Invited

[for Baitimore letter only]

a small meetiné with Charles Bronfman and the key local mejor donors and
potentinl donors to Jewlsh education.

[for Atianta letter only}

5 Sometime later this year -- the exact date will have to built around calendars -- we
envision a mooting involving a major CIJE leader (e.g. Mort Mandel) to meel with
the most important current and potential local dorors.

[for Milwaukee letter only}

5 Sometime later this year .- the exact date wiil have to built around calendars - we
envision a meeting involving a major CIJE leader (e.g. Chuck Ratner) to meet with
the most important current and potential local donors.

{for Baltimore lattar only]

5 In January, we would like to convene lay and professional leadership from each
of the three communities with CIJE lay and professionai ieadership to discuss the

project and our progress. We will need to talk soon to clear an approprlate date
and to set an agenda.

[for Milwaukee and Atlanta letter only]

6 in January, we would like to corvene lay and professional leadership from each
of the three communities with CIJE lay and professional leadershlip to discuss the
project and our progress. We will need to talk soon to clear an appropriate date
and 10 set an agenda.

| wilt be in touch with you in the next few days to review these next steps in our process.






Title:

Purpose:

Participants:

Location;

Logistics:

LEAD COMMUNITIES PLANNING WORKSHOP
To develop a common epproach to Lead Communities Planning.
The empbasis Is on "how to do it*. To the extent possible, we want to

Identify potentlal roadblocks to successful planning and devise approaches
to eliminating these,

Lauren Azoulei’ Aflanta
Steven Geifand
Chaim Botwinniek Baltimore

Nancy Cutler
Marshall Levin

Howard Neistein Milwaukee ~
Shulamith Elster CIJE

Sol Greanfield

Jim Meler

Jack Ukeles

JGC Association

14th Floor (conference room)

15 East 28 Street (between Madison Avenue and Flfth Avenue)
New York City

CIJE will cover costs at the mesting (food and hotel); the community is
axpected to cover transportation costs, Joanne Schaeffer in our office is
handling hotsl arrangements, She will be booking a room for each out of
lown participant in the Hotel on Street. it anyone
prefers to make their own arrangements, please let her know as soon as
possible.
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Program
Monday Novembar 23
6:00PM Walcoma At Hotman
. Workshop Introduction Jack Ukeles
8:30PM Dinner
7:.30PM Towards Syeterniec Chango in Jowish Edusation Seymour Fox
The Genesle of tho Land Communities Concept Annette Hochslen
0:00PM Open Diseutslon of lhe Lead Communities Project Shulamith Elster
ovember 24
B:0DAM Colfea
8:30AM Review of Lead Communitios Planning Calendar Jack Ukeles
B8:00AM A sketch of emch Lead Commuanlty ae a oomoxt for Improving Jewish
: educaticn
: Atianta
Baltimore
Milwaukee
10:30AM A Portrait of a Lead Community [Plan) Shulamith Elater
11:30PM Planning Guide ‘ Jim Meier
12:30 Lunch
1:30PM Connactions
. Introducing Best Practices Barry Haltz
The Talent Bank Jim Meler
Continental Educational Resources Shulamith Elster
Continenta! Financ.al Resources Shulamith Elster
300 lesuns Jack Ukeles

Toward a common language: what do we mean by
‘Improveman’; "system"; "settings’ "popuiations” "and
*programs”

How should the CIJE stalf Interact with the Community statfs

- . wWhean shouid we work as a foursome and when as a sel of
doublas?

Where in the proocess i makes sense to have a community-
specific approach and where it makes sense to havae a goneral
North Amarican Approach,

Agenda: Timing and conant of Meating in January with execs
and lay leadership

4:30 Adjournmen
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing address: 163 Third Avenue #128

Phone: (212) 532-1961

TO:

FROM:

Shulamith Elster
Seymour Fox
Ellen Goldring
Sof Greenfield
Annette Hochstein
Barry Holtz

Jim Msier

Art Naparstek
Jack Ukeles

Jon Woocher

Art Rotman

. New York, NY “°773
FAX: (212) 2139u/8

MEMORANDUM

DATE: November 2, 1992

SUBJECT:. CIJE Planning Meeting

This is to confirm our meeting for Thursday, Novembar 19, 3:00-8:00 p.m. and Friday,
November 20, 9:00 a.m.-12:00 p.m. The Planning Meetings will take place in the JCC
Association Conference Room at 15 East 26th Street.

| look forward to seaing you then,
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
Manng Address: 163 Third Avenue #1289 . New York, NY 10003

Phore (212) 532-1961 FAX: (212} 213-4078
TELEFAX
DATE: 12/28/92
FROM: SHULAMITH ELSTER}& FAX #:
Number of pages (inciuding this sheet) ___3
TO: Annette llochstein

Art Naparstek
Andrew Schwart:z

Stuart Uizenstut

1 TEOUGHT YOU WOULD TIND THIS TRTFRFSYING
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Jewish

Groups Urged to

z213048 Pa

Attract I’oung l’eoﬁlez

or Risk Withering Away of Cultural Heritage

Ay ¥YINCB STEIILE

NBW YORK

MERIGAN JEWIEH CROUM noed 16 mnkd

dramalis chunges in thair cducntional

und socinl proarami 19 1hey 2an ALras

more young Jawt, sald leadary of the

Courgdl of lawlah Fodersllona at 1heir annud
mpating hara.

Ir such changex are not made, Jawlh fagthy.
tions won'l be ablz Lo 1uiz¢ the money they need (o
suppert #fTors here wnd Abroad, the landers suld
Wil t more, & few dpeakers sudd thay wata wars
rizd thul Jewlsh cullure could withar away if Jew.
ith groupy didat quickly chunge tholr ways,

Rovponding 10 growing evidence thui young
Jews ure nol weilve purlivipunty in twdlyivnut Jew-
b institulions like synugogues und Jewish coms
inunily genters, the ecouneil’s [eadsry cullag far
edfard 1o beef op Jewith ediea.
lion programae und 8 xpand fund-

ths oF netlonal Jewlih population surve: d
yel our Jewish taaliullone and Issdership have
reaciad at il & popgun bhd sduadad,

“Dnly a majoz sea ehange in the prisslies of the
Ameriest Jawlsh commusity, which will place
Jewleh educution i Lhe top of the Jewlsh ugendu,
%} provele nny hope wgainal the mountnp iide of
ssalmlladon which thredtena 1o snygull ua ull."

Javrinh Eduoktion "Woe tully Inadequids'

Ley wdditlon (o the Jowish papulsifon survay, My
Elzanatar polated (o snochse study, which cailed
(e 2 major averhaul of 1he Jewish educuiion sy
lem. He compared the repart, ©A Time tg Act,”
published twe yeste vyo by the Commimaion un
Jewlish Eduentivn in Morth America, 1o A Nultun
#t Rink,” the landmark ropost thut huy spurhud
miny afferd (o reform Lha public tchools. Maiiher

Ihe edusatlon aludy not Lhe pop-
ulnlion survey hug provoked n

talaing eMurls 1o resch peopls ““Faord tﬂdl)' with sullislent responye liimm Juwish
w b lwve o iraditionally yiven o1 gu izl ens, he b,
! a vary tiferemt

la cumpuignx ol locul federa. "1f the Usied Sintes oz nme
nons. Seme {ederutiun officialy threat ... to the fion ol rixk bocoun vur dducu-
¥aid that Is puy for more spg bigs survival pf llon sysiom s Inddequate to the
$ar Jawish eduestlon programs. chullenged of 1he pinbul erone-
Jawlsh groups muy have Lo oper- mnmﬂul Jewish my of the 21at century, ignined

wte lurge w=sle fund-ralsing cum-
paigns, cithes nationslly or [o-
cally.

identily in
the Unlted States,

eompetilors with u fur hetler ed-
ucwtian vyeiem. ihen bow mugh
mar are We, sy s JEwixh come

“We fute s mnior challengs: we coutinue ta sot munity, at Figk beeslise of v wue,
How do we surviva 5s u dirong as i no crisls o fully nadoguor Jawls® educe-
Jauish conrmualty In an opan . lisn aysiem in the compelition
weclely?" auid Morton L. Mun- upon ua at all we fuce wguinyt wusimibullyn pny

del, tha couneit's format presl-

indifferenve,™ suld Mr. Eizen.

dent, “Gur communlly hay the

frezat environment of arty Jewish communily, anyg
ihwachuliznge that maybe has in it 1he sesdsaf our
demise,"” suld Mr. Mundel, chulrmun of Fremier
Industrlal Corporation in Clevelund Heenuse Jawy
are more waltame in masl soeiul, budinpss, and
educailonsl Lnatitutiang thun ut any Ume In hislery,
muny fews Bre (o4s Jikaly 1o Begomr Involved in
Jawlah ingtliutiund than thay ohce ware, he i,

Heed to Pomah Unaffiliated jows

Last year, 1ha councll refeassd & studdy, the
“Councll of Jewlyh Tederulions 190 Popululion
Swurvey, {hnl sent wehll Chrough muny loLul Jew-
s fzoermbions, The atudy rhowed (ha), among
Jewswho were pikried belweon [FE5 amd 1550, 42
per cent had married non-Jewy, snd amaong Jows
who bud children io micad marrsged, only 28 pee
cent of the chlldren had boen ratsed a8 Jows. Qlven
these wnd muny other iroubhng sististics, soms
spzakerd suld (hut federutions must bg mush more
agateysive in ereating programg 19 reach oul lo
uneifilinied Jews,

Sald Stuart B, Bizénatat, 8 Wadhingian luwyer
wha was domestic-polley adviser to Prasident Jim.
my Carter #nd werves oo the bonrd of the wia
Federnifon of Greatar Washinpion: "We slicanty e
heuvy burden uf huving falled (o react more urgeni-
{y t¢ ihe evidenee which flisied inle our cousitry
before wnd duning Waorld War 11, wbout Nazinlens
linny and seliony to Jaylroy the Tews of Europe.
And In the procesn we lost a (blrd ol wll thes Jews In
the world,

"Paced {odny wilh n very dilfsrant thraal, une
moss pubtie, wilhout claar sxtemal anemles, bul
thernt naverthaleas Lo tho purvival of meaninglul
Jawlah deniity In tha Unlied States, we conlinue
to act ay  ro crisiy If upon us &L 2},

"4 huga bambehell was deopped in our mida(—

sl

He eald Ihni carmpired 1o a generation ago, &
much enaller percoatape of Jewdsh chitdren pu to
Jewish achoos. For Lhose who den't go. gller-
rehool und other yupplomantury educativnal pru.
grum are inudeauute, he wid,

Mr. Bliengiut culled on Jewhh feduraifons Lo
Inke \hese aclions to improve (ke Jewivh edugy.
tfongd vyelem:

w Trenlda Incronued Rnkaeint support for Jewlah
tduculion, becuuse “prioritics cen’l he estublighed
by ihgione, they hove lo be demonatrated by mon-
vy.”

» Reguire thalr leaders 10 hove u thorough
know'edge af Jewlsh history, cultura, und religon,
in arder 1o serva fa high posilions, both al Iha lueal
and nsttancl leval, “Jawlsh leadery cannol s5t i
azampla If they thamaclves rre eduswsionally Hlis
ernle," he peid.

* Allow donory lo curmatk & parlen uf Their
unnval cealnbutiuns fer fewlish sducstiona! prus
grama, avs. though In most caded. falararland ars
rafuctent o glve donors much cholee In waylng
precissly where thelr coninbulions ahould go.

IT local federntiony refune to allow doners Ip
dircel their sopirbulions 10 4ducktion, the Countil
of Jewish Fedarutions should xtusi 4 nalionwide
[und-ruiting tumpnign 1@ bmld Jewich education
programs. fe asif. Hs supgestad that the drlve be
puiierned after other speclal campalgna tha Unlied
Jowinh Appen! hus run, such s Operalion Fxodus,
& 31-billion Tundsraising compaiga te help reyartle
Jews from the former Soviel Uslon and Ethlopia In
larael, and Qpsration Mopen, 8 $60-milllon fund
drive that financed a covert ressuc of Ethipplan
Jewn in 1984,

The Council af Jowlsh Fadersillons et guinb.
lished a spacinl commlites, the Comminion on

Contlayed on Puge 11
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Jewizh kdentity snd Continuity. 1o
guite the vouncil's responss o fix
lutgar challanges, Undor fa chair-
man, Murvin Lender, {ormer co.
owner of Lendet's Hagels and
prevident af the United Jewish Ape
past, Lhe commission will averses
twu commiiless: the Tuak Fotée on
Intermurriage 4nd Jewish AfRl-
ation und the Thsk Force on Seryve
ices I Jewivh Umyveeyily Studants
Neliher commiliee 13 jatanded {o
recommerd specific programs, hat
Ihgy wil]l aR2OuPLEa 0L Jawlsh In-
sputions e cpllubursic 0 Fe
spomding ta [he pueds of wbddaly
und tnlzrmarfiet coupLes.

Gnonges in fund Raleing

Severnl xpoukers here callad on
Jewish faderuliona to moke big
changus [ thd way (hdy rulsg Mo
cy. Sums s thig 11 the Jewivh
gruues wanl 10 tondinue 10 be Aucs
ao4ali! un fand ruecit thoy wiil
fave 1o Ll Lhesir woperht tg a
broudist Juwish sudivnee thun they
lite reuching nuw,

By using modern markeling
ehniygudy. tewish federutions
would be beiter uble 1o reach Jews
who hiryd ADL trudditionndly given Lo
federution ¢ampulgne, 3aid Sieven
Loevino, prevdert of mueroMurkot-
ing. u nrurketing compaty in Bul
Cymwyd, Pu., uAd u volintear &f
the Jewish Fedetution wf Creacer
Phligdelphls. Mr. Loving griicizud
Jawixh foderutions Rer using ulttes
ult of their markeling Bucgels 1o
regch the 19 per cent of Jews whe
already give no fdderation eums

PHIENE. not the 30 per ceny who do
net give,

He s4id thal = sludy in the Philes
doiphin urea tound thal muny Jawa
wha did nyl give Lo Ihe lederalion
ware very philunthrepic, with a
mujurity giving ta 10 ¢hwrdies ar
fore aush yoar, To reuch tham, the
federuslon pluced adverilsements
in The Phitustelpiia lnguirer, nnd
en elevision und mdio siationy,
voupled with diresl-msil appedis
and 1elephane solcltatlons.

Use of Computer Teehniouas

Instend of dividing up the Jitests
mail appes! o0 1he Basis of prople’s

jobr—an rome Jowish fedenations

da—Philadelphie  ueod zopalui-
culed pec-demogruphic comnuter-
aerpenitg tachnlgues, By uming
compuisr dula busss 1o sty
potontiul donoys {ate categeres
bivad on the generul nuaclel und
yocivh charbeleristies uf people
wro liva |p patticular asighhors
howds, Mr, Levine vt the federm-
hon wus able ta desvign o hignky
suseespiul mall cumoulgn,

For example, Lhe foieruiion sent
Bad leller 1o potential donors In
suburbitn nad rural wrees surrouna.
iy Philuddtphiv sAd dpathar 1o
peonle Hving in the ¢ily. For urbun
dueallern, the uppeul Arexwed voeiul
sgrvizen fnuaged by he fedeens
tiuh, auch Dy child-care programs
und serviges for the siderly, while
leilurn ¢ rutal ynd suburben pau:
ple «uid thai "u teve rense of coms
munuty yhot . d not end xl Lhe coud-
ty lind.”

AL g julal cout of $128,00wein-

¢luding the prim ndvertlyements,
teievibion and radieo ypuls. comput-
&r sereaning, fundsruising letlers,
and tolemuriatingy—1né federation
restlved §1.4-millon {p gifs frons
1.600 new doners.

Mr. Leving said muny [gdari-
tions hud fuiled 1o keep up ty duly
with changty Ln mnrkasag uny
communiestiony  leéchniques, he-
Lieving thal good murkeiing is Just
common seme. He ymd thpt the
Fhiadalphia Sampsign wne pruof
thot federationy whatid rely morg
on professianal narheting und lew
qn Infarmul #Mor,

Even gn, Jéwish federaiions nre
il among the mest affective
fund-ralging oPganiZanuts 1n tho
couniry. Last yeur. combiped con-
tributhofd from lowul Tederations,
amounting lo SéM-milhon, Muede
ihe natlonst Uniled Jownh Appeal
the zountry's bigusut fund-rulsing
group, scewurting to The Chroniefe
wf Philymehropy ¢ puaking ol the
400 shariticy thul DONg R i0e Munt
privuiy muney (Novemer 31

Lang-Tam &halisnge

The long-tarm chuilange lor Jews
ish orgenizutions Iy W0 be An sug-
cesifll ar rutsing Jdwy gs they are
w rulsing money, swid offefwly wm
lhy meeting hare,

Suid Shashunu §, Cacdin, former
prosident of thd coungil!’ “We ure
very sophisticuied In the federuston
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
Mailing Address: 183 Third Avenue #128 . New York, NY 10003

Phone: (212} 532-1961 FAX: (212) 213-4078
TELEFAX

DATE: 12/24/92

FROM: SHULAMITH ELSTER FAX #:

Number of pages (including this sheet)

SHMUEL WyCODA

TC:

IN CASE YOU HAVE KOT YET ScNT THEM, PLEASE SEND ME

THE PAPERS FNOM THE EDUCATED JEW PROJECT AND SAMPLES, IF ANY,OF

THE WORK DANNY IS DOING TO "TRANSLATE™ THESE INTO

EDUCATONAL TCRMS/PRACTICE.

THANKS AGAIN
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing Address: 163 Third Avenue #128 . New Yark, NY 10003

Phone- {212) 532-1961 FAX: (212) 213-4078
TELEFAX

DATE: 12/23/92

FROM: SHULAMITH ELSTER FAX #:

Numpber of pages (including this sheet) __2

TO: Annette Hochstein

More news from Milwaukee, Jane Gellman is

co - chair of local committees

1
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Community Visits for Discussion 12/22/92
Page 2
1. NEXT STEPS;

A. Target Populations:

Federation leadership/Board and Executive

Local Commission/Group and Steering Committee

Pringipa's Council/or Lead Educator Group

Boards of educational institutions (supplementary schools, day school, centers)
Staffs of educational institutions Congregational schools, day schoois, centers)
Rabbinic groups

Parent groups

Community-at-large

B. TIMETABLE:
The timetable for the specific activities is dependent in part on the iocal work plan - for
example, Art's visit 10 Milwaukee will not take place until {at the earliest )

February 16th, and s0 no presentations will take piace there before that date.

Janyary - Scheduiing of Barry's visits through planners in Atlanta, Baltimore and
Milwaukee

February: Presentations to lay leadership and local commissions, rabbinic groups,
lead educators

March-Apne Presentations with tocal chairs to Boaras of educational institutions and
synagogues

April-tay . Presentaucns 10 community groups and teacher/educator groups as per
planning with local commissions

June: Community Events - Speakers
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1. E nti m
a. recruitment of local champion(s) to lead the process and to use his/her
influence to recruit others.
b. establishment of a gteering commiftge to guide the work of the

commission. Composition of steering group is critical so as to include
key individuals and institutions.

C. secure appropriate fuli-time professional support for the project.

d. deveiopment of a vision for Jewish education in the community in
partnership with professionals.

e. development of appropriate working agenda for the work of the group -
for the “"transiation” of the vision into a pian..

map of entire educational system --

1.

2.

educator survey (numbers, qualifications, positions, training
needs)

institutional profiles with emphasis on resources, strengths
and weaknesses

initial one-year and then five-year plans

formal approach for community support inciuding:

1.
2.

ongoing public discussion

public relations on behalf of Jewish

education in general, Lead Communities, Best
Practices,piiot projects

new levels of advocacy

new financial commitments to increase local funding for
Jewish education

focus on gontent and application in pilot projects in specific
settings: educational programs within the Enabling Qptions -
personnel, community support and mobilization and Israel
programs.

introduction and maximum use of Best Practices and integration
with pilot projects in personnel and community leadership.

]
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
Mailing address:; 163 Third Avenue #128 . New York, NY 10003
Phone: {212) 532-1961 FAX: (212)213-4078
MEMORANDUM
TO:! Annette Hochstein DATE: December 22, 1992
cc:  An Rotman
Barry Holtz
FROM:  Shulamith Eiste}rﬂ SUBJECT: Community Visits for Discussion

Who needs to be briefed in the Lead Communities on the "Lead Community concept”
and on the Best Practices Project? What is the best approach to
introducing/reinforcing these basic CLJE initiatives?

. BACKGROUND:

Each of the communities is "familiar® with the work of t1e CIJE through the following
activities to date: the original proposal process, site visits, community public relations
limited mainly to announcement of setection.

Community leadership - through the local federation -- has been apprised through
anncuncements and communications at meelings anc in materials prepared for these
meetings. Copies of the Guidelines and A Time 10 Acl have been widely circulated in
the three communities.

The introduction of the field researchers has been limiied to a small group of staff and
leadership in Atianta and Baltimore with the widest exposure in Milwaukee, where
Roberta has already addressed two groups. The introduction of the program 1o
educators has been limited also to Milwaukee where Shulamith briefed the Principals

Council. In Baltimore there was a presentation by Shulamith to the Board of Directors
of the Bureau of Jewish Education.
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Community Visits for Discussion 12/22/92
Page 2

. NEXT STEPS:

A Tar P lations:

Federation leadership/Board and Executive

Local Commission/Group and Steering Committee

Principals Council/or Lead Educator Group

Boards of educational institutions (supplementary schoois, day school, centers)
Stafts of educational institutions Congregational schools, day schools, centers)
Rabbinic groups

Parent groups

Community-at-large

B, TIMETABLE:
The timetable for the specific activities is gependent in part on the iocal work plan - for
example, Art's visit to Milwaukee wili not taxe place untl {at the earfiest )

February 16th, and so no presentations will take place there before that date.

January - Scheduling of Barry's visits through planners in Atianta, Baltimore and
Milwaukee

Eebruary: Presentations to lay leadership and local commissions, rabbinic groups,
lead educators

March-April: Presentations with local chairs 10 Boards of educational institutions and
synagogues

April-May: Presentations to community groups and teacher/educator groups as per
planning with local commissions

June: Community Events - Speakers
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
Mailing address: 163 Third Avenue #128 . New York, NY 10003

Phone: {212} 532-1961

FAX: (212)213-4078

MEMORANDUM
TO: Annette Hochstein DATE: December 22, 1992
ce:  Art Rotman
Barry Hoitz
FROM: Shulamith Elster SUBJECT: The_Logal Commissions:
A}Z Far discussion

“The most respected rabbis, educators, pretfessionals, schaolars and lay leaders
will serve cn community-wide steering committeas tg guide the proect in a
specific community. All sectors cf the community - congregations, schools,
community centers and federations - will need tc te invoived. Recruiting top
community leaders to the cause of Jewish education and involving all sectors of
the community wi!l help raise Jew.sh egucat on to the top of the communal
agenda.”

(Program Guidelines)

nagnal Task ment:

“To be responsible for generating plans and ideas and designing programs that
have the support of a coaltion of the stakeholders."

Xpan Task nt:

“To be responsible for generating plans and ideas and designing programs that
have the support of a coalition of the stakeboiders.”

These emerge from the Lead Community ‘concept’ and will focus on the
develoomeri of piiot projects within Enabling Options of personne!, community
mobiiization and Israel programs with maximum use of Best Practices identified
by the CIJE.
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The Local Commissions Page 2
1. Essential Elemen
a. recruitment of local champion(s) to lead the process and to use his/her

influence to recruit others.

b. establishment of a steering commitiee to guide the work of the
commission. Composition of steering group is critical so as 10 include
key individuals and institutions.

o secure appropniate full-time professional support for the project.

d. development of a vision for Jewish education in the community in
partnership with protessionals.

e. development of appropriate working agenda for the work of the group -
for the "translation” of the vision into a plan..
, map of entire educational system --
1. educator survey (numbers, gqualifications, positions, training
needs)
2. institutional profiles with emphasis on resources, strengths
and weaknesses
. initial one-year and then five-year plans
. formal approach for community suppont including:
1. ongoing public discussion
2. public relations on behaif of Jewish

gducation in general, Lead Communities, Best
Practices,pilot projects

3. new levels of advocacy

4. new financial commitments to increase local funding for
Jewish education

. focus on content and application in pilot projects in specific
settings: educational programs within the Enabling Qptigns -

personnel, community support and mobilization and Israel
programs.

. introduction and maximum use of Best Practices and integration
with pilot projects in personnel and community leadership.



DEC 22

ra2 2L:13 PM Ti1JE 221288 Poge

The Local Commissions Page 3
H. Structure and Membership: The Cleveland Experience

The Cleveland Commission was arganized in 1884 with 73 members. The
composition of the Joint Commission reflected the ynigue parnership of
federation and congregations, and included endowment funds, BJE, JCC, and
a broad representation of lay professional leaders from community agencies
including rabbis and professional Jewish educators.

In the initial year, the focus was planning and finding out what was known about
Jewish education in the community. A paper by Barry Shrage set the
framework for the work of the Commission which eventually focused on four
specific areas.

1. Personnel

2. Parent and family education

3. "Beyond the Classroom" educational experiences for pre-adoiescents
and adolescents (informal education)

4. Blue Sky Task Force

Four task forces were convened and these groups met for two years.

FY!l: Ukeles Associates is now involved in a project to assess what has been the
impact of individual programs and the collective effort end to devise a formal
framework for ongoing evaluation.

Nofe: Materiais on the Cleveland Commission were air mailed 12/21/92.

V. Checklis{ for commission membership:
Decision Makers:

- Communal leaders

- Educator leadars

- Rabbinic leadars

- Academics

- Clients {e.g., Parents)

. Local funders - foundations, endowment funds

onsider Repr ntation from:

- Cenominations

- Educational institutions - formal and informal {schoqls, JCC's, campus)
- Other local Jewish organizations

- Local agencies with educational programs

Attachments: Mission Statement-Cleveland
1991 Progress Repont
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MISSION STATEMENT
COMMISSION ON JEWISH CONTINUITY

COMMISSTON CHARGE:

Cleveland's Jewish community and Jews throughout the Diaspora are faced with a
numter of chailenges and opportunities in their efforts to maintain,
strencthen, and transmit Jewish values and traditions to future generations of
JewWS .

The Commission on Jewish Continuity was created to bring together a group of
invelved Tay and professional leadership to strengthen Jewish continuity and
identity in our community,

The Commission's primary goals include:
1. To raise the level of consciousness, promote a community dialogue and serve
as an advocate for programs that promote Jewish continuity.

2. To enlarge the pool of community leadership who are concerned with and act
upon the challerges and opportunities bafare us.

3. To create a forum through which members of the Commission can educate
themselves on the concepts and jssues relating to Jewish continuity.

4, Tc create a forum through which committee members can bring their own
thaughts, ideas, and vision to bear on existing programs and on the
development of improved structures and programs.

oy

To create an atmosphere conducive to the implementation of a sound
program, including formal/informal Jewish educational strategy (including
both parent/family and child components), that uses an interdisciplinary,

interagency approach and makes the best possible use of communal resources
and expertise.

6. To encourage and promote model interdisciplinary and interagency structures
for delivery of Jewish educational and jdentity enmhancing services.

7. To heip identify the financial resources for the implementation of these
models,

The Commission will carry out these responsibilities by working closely with
and through the leadership of the primary service delivery systems -- the
Congregations, the Bureau of Jewish Education, the Jewish Community Center, and
all other institutions and groups involved in strengthening Jewish continuity.

/iaps299:8
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Joint Federation/Congregational Plenun February 18, 1991
Commission on Jewish Continuity

PROGRZSS REPORT OF THE COMMISSION ON JEWISH CONTINUITY
{C0JC)

e I O R e el ]

e e e e -

The Joint Federation/Congregational Plenem Commission on Jewish Continuity was
¢createa to bring together a group of involved lay and professional leagership
to strengthen Jewish continuity and identity in our community., The Commission
worked with Jewish agencies, schools and synagogues to develop and implement a
package of ten programs. This progress report reviews the implementation of
these ten prograns and highlights guestions,issues and challenges arising from
their implementatian,

The Program Subcommittee of the Continuity Commission is charged with oversee-
ing the implementation of these various projects; facilitating interagency and
cangregation-agency cooperation; and reviewing other new programs as they are
developed in relation to the work of the Commission. The Program Subccomitiee
is divided into four program review panels, each charged with the review of
specific Commission programs.

Now in the secong year of program implementation, the Commission is beginning
to see the impact of its programs on the students, teachers, famiiies, agen-
cies, schools, and synagogues inwoived, This progress report conveys a graat
deal aof informetion about these programs: number of users; effect on partici-
pant: and instituticns; issues for further exploration. What it does not
convey are those things harder to quantify and describe in a written report:

- The rezction of a child to his or her first Shabbat experience;

- The response of a teacher to an improved salary and new opportuni-
ties for professional development;

- The meaning of a first Isrzel trip to 2 teenager using the Israel
Incentive Savings Plan;

- The spirit of cooperation, optimism, and excitement fostered Dy
our community's commitment to the continuity of our people.

The Commission will be seeking ways to measure the more intangible impact of
its work over the next few months. Nevertheless, much is known about what is
happening with the implementation of each of the different programs., The
following are the conclusions which the Commission draws from the wealth of
information in the progress report,

- Programs have been implemented in a way that is consistent with
the goals and objectives outlined in the COJC report, An ongoing
governance process ensures community review of program implementa-
tion and continued planning around issues arising in the implemen-
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February 18, 1991

tation process. The Commission and its Program Committee have
been reconstitutes to include representatives from the Federa-
tion, Plenum, and impiementing agencies. The Commission programs
are subject to the ful) Federaticn budget review process, and the
Federation thoroughly monitors the expenditure of funds.

Program impiementation has been greatly aidea by positive and
coocerative relations~ips amorg and bhetween the varjous agercies,
schools, ana synagogues involved., Tnis has occurred cn hoin
professional and lay leve’s.

Tre varicus programs are interrelated and compiementary in nature,
They support, enhance and blend with eacn ¢ther and with existirg
egucational programs, For example, the Retreat Institute and
Project Curriculum Renewa! program staffs have workeg to cocrdi-
nate how informal education programs can be integrated into

schocl curricualum, anc have jointly sporsored a fuli-day seminar
for teachers on nature as an educational tool and setting. As

the Cievelana Fellows Program evolves, it will be arother signifi-
cant exampte of tnis, as faculty and students from tne program
will lancd their expertise to many of the other programs,

Implementation of specific programs has served as a catalyst for
change at various institutions, Tne zitention tne commurity has
focused on personnal issues nas stimulated internal examin:ztion
and actien among synagogues, schogls and agencies, consistan:
with the Commissicn's goals, and occasionally extending beyond
the scope of the {ommission's reccmmendaticns,

Relared to tne previous point, implementation has surfaced new or
newly recognized challenges and rising expectations, For exam-
ple, the salary increases for day schocl teachers were intended

to narrow the gap between gur communal schools and other local
schoels. Teecners, in response to the movement thus far, are now
focusing on closing the gap more quickiy. These kinds of gevelop-
ments will have future planning implications.

There is a need to continue to develop support from various
constituencies--within tne Federation, congregations, and the
community as a whole., Funding the program at the increased

levels cailed for will be a mejor challenge over the next two
years and beyond, 1In addition, the agencies involvec in implemen-
taticn have all raised questions about the security of funding
after the initial four years. The Commission has to gevelop advo-
cates who will understang and maintain the priority of this
inttiative,

As 2 resultt of the Commission process, tne community nas been
able tc attract some exceptionzlily taleated Jewish education
professionals to key positians., This is true both for positions

.‘\
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EXECUTIVE SUMMARY -~ Progress Report of the February 18, 1991
Commission on Jewish Continuity Page 3

created through the Commission's programs, and for other posi-
tions in schools and congregations which have been filled in
recent years, As the community has created an envirgnment of
sgrigus commitmant to and support for Jewish educaticn, it has
found professional educators prepared to make a serious commit-
ment to the community.

- In the congregations, where 80% of those who receive & Jewisn
education are reached, the Commissign's programs have started to
nave a significant impact. Wevertheless there are barriers te
overcome, as many synagogue lay and professional ieacers are
still unaware of tne scepe and purroses of the COJC initiatives.
More effort must be given by the Ccmmission to ensure that congre-
gaticns understano &nd use the available resources.

The initial assessment is that the pragrams of the Continuitly Commission are
¢n the rignt track. There has been a positive response to them by service
provicers, grograr participants, lav ieacership and tnae ccmmunity as a whole,
A cooperative and pcsitive ervironment has surfzcec tnrough the prcjezt, In
implementing such a wide rangs of programs, it is natural for new challenges
ang issues t2 arise. In partic.lar, the Comrissicn must ensure that the new
resources cJtl in place are ungersizod and Jtilized by the various educationa’
institutions in the community. As tne Commissicn moves intg its thirg year of
implementation, it will continue tc respond to these challenges, monitor and
evaiJate the progrars, and plan for what lies areas.

COMMISSICH O JEWISH CONTINULTY

Nathan Oscar anrd Charies Ratner, Co-Chairmen

PRORAM COMMITTCE | CO-CHAIRMEN

Zachary Paris and Stanley Werthaim

PROGRAY PANEY CRATRMAN

tlec Berezin

Irvin A, Legnard

Or, Arthur Naparstek
Robert Solcmon
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Jewish {ommunity Feoeration of Cleveland Decamper 1988

RZPORT OF
THE JOINT FEDERATION/PLENUM
COMMISSION ON JZWiSh CONTINLITY

1. INTRODUCTION

Assimilation, intermarriage, jdentity, affiliation, commitment -~ these are
code woros that nave dominated communal discussieons vor many years., They
nave becomes the measures by which we determine the viability ov our
community -- prospscts of our survival,

For so manv centuries, and even to this day, physical survival has necessar-
i1y been uppermost in our minds. But at this time and in inis place, we cCan
move beyond tnat. It is not that antisemitism nas vanisned, or that Jews are
no longer on the mave from troubled lands, or even that Israel's safety is no
longer challenged. We must be ever vigilant for ourselves and for Jews wher-
ever thay may D2 in trouble., But the fact is thet w2 have the alility now --
and the neeg -~ 1o focus on spiritual survival as well as physical survival,
Now that we are frez to be Jews, how can we be sure that we will remain Jews,
ano what kind of Jews will we be?

ne Zavironment

As we struanle with this cnalleng2, we encounter Torzes azting on our commu-
nity in diverse wavs -- some positive, others negative. OQur Cleveland Jewisn
communiiy reméirs concenivatec, Iven as Jews move easiwarc, over 80 percent
¢=i%1 Tiyz in severz) contiauous subu-ts,  AiTnougn The vast mzjorily intend
0 &77iliatz witn tne community ancd raise ¢hiloren as Jews, our recent demo-
graonic study snows increasing numpers of intermérried couples, many of wnom
will npt raise tneir children as Jews., 1In fact, since the 1920 study was
conducted, the cverall incidence of intermarriage without conversion in qur
community nhas increased from 11,1 percent tc 17,3 percent. Cven mare disturb-
ing is the 33 perzeat incidence of intermar~iege without conversion among our
chiloren under age 40, Many =7 tre “niz-~we-w'sd families 27z gecgraonize My
cisperssd it Tns TN 3 i 1% i

centar witn gracually

The study shows tnat 78 percent of our cnilaren will nave some oewlisn edula-
tional experience, and that more Tamilies are choosing cay scnool education.
Unforiunately, tne 1983 study of 18 1o 29 year-olds in our community revealed
areat gissatisfaction witn Jewish egucational experiences. wWe must be
concerned apout the quality of education received by meny childran in the
supplamentary schools, and certainly about those children whno will receive no
forma} Jewish education. Also of note is the Tength of time children renain
in educzzion pragrams, Althougn 90 perceat of chilaren of O-thodox families
continue their Jewish education past age 14, Tewer than half of nonr-Orthogdox
children do so.
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& Personnel Crisis

Of critical concern in education is our community's personnel situation.
Among the 18 congregetional scnools, there are only three grofessional educe-
tors working as full-time school diractors. In all three cases, these
professionals receive inadeguate compensation,

Of even greater concern is the number of schools where educational directers
work Tewer than 10 hours & week, In tnat time, a director is expezted to run
the basiz sthool program, supervise staff, organize curriculum, and mazintain
contacts with parents. Insuiticient for those tasks, the limited time also
precluces any possibility of planning and implementing new programs for
family education, parent educa-ion, and retreat programs, or taking advantage
of commurial supports such as the Jewisn fducator Services Program or the
Tsrael Incentive Savings Plan, Witnout strong end visionary leadership among
the dirsctors o our schools, our community cannot hope to put in place
exciting, vibrant educationz] arograms tnet will capture the hearts angd mings
of our familiss,

The congregational schools rely heavily on avocational teachers, dedicated
community memters wno teach bestwzen three ard 2ignt hours a week in one or
more school settings, Tne 2{ percent turnover each year among these posi-
tions reviects the many teachers who move “rom school to school, searcning
for Ine support tney nesd To oe able to succeed in the classroom. Thne “urn-
over aiso reflezs ine numoer of peopie who each vear give up out of
frus’ra:ion. Our commingl dav scnools are wradble o offer professionzl

séleries thzt wouid e2nedlz tham to alirzzt and -etain thne high quality
TaIuL.l¥ tn2y nesc,  Zatn AUgusT Gey ana supplementary school directors are
enceaed In 2 scramoie 1o zompiete their Tacuities, and eacn year it is
becoming more diviiculx,

We do not hnave 2 comorehensive Jewish education profession., There ars no
commanly accented stangarcs for professione] eoucation for efther ‘*abna"s or
agministrziors; thers z-2 ng eporcoriate stenzeras for profession:z! compensa-
tion, inzluging pene™ it =7 sersigno; Fnc Tnere are no Sarvesr ) arcEtT,

Clevzland is not alone in Tacing tnis o-oblem. This is tne plight of uewisn
Dduc::wn in every zommunity in this couniry, and in many other Diaspora
commanities aroung tne woria.

€

Buildinag an Strengths

But, our community also has some important strengths to draw upon: very hign
rates of synagogue affiliztion and schaol enrollments; stironger teacher educa-
tion programs developed thraugh both the College of Jewish Studies and the
Burgau of Jewish Zducation; a new Jewish Community Center facility that
includes a conterenca center for school and vouin group retreats; and 2 more
productive Fegeration-synagogue partnership, manifested in the CJongregational
nricnment Fund, Israel Incentive Savings Flan, and Community Youth Resource
'DT| ica,
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Paradoxically, a growing disguiet among us may ultimately acemonsirate a posi-
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children, dissatisfied with their own Jewish education, want bstter for their
own children. Increzasingly, p=opie fear that Jewish identity znd commitmen:t
are slipping away from us, More and more, the cammuniiy is focusing on
Jewish education to ensure a brignt Jewish future. Tnis has created in our
community the most critical element negessary for addressing Jewisn con=i-
nuity issues -~ a climate for change!

IT. A& CLIMATZ £08 [HANGE

snitizting Change

in 1978, tne Isrzeli government and the Board of Governors of Ine Jewisn
Agency for Israel created the Joint Program Tor Jewisn Faucaztion, It was
initiated because Jewish leadership perceived significant, long-term, nega-
Tive irends in Jewish identity in the Diaspora, Because Tsraszl's desiinv is
sa clearly connected to that of the Diaspora, Israeli and other worlc Jewish
igacers perceived this as 2 threat to Israel as weil,

Morton ., MMancsl

, tormer prasicent of the Jewish Community Tederation of

Cleveland and tne Council of Jewish Federations, emerged 2s an active leader
pf the Jewish Agency's Jewish Sducation Camm 1t:ee, serving as chairmen Tor
several vears, hrough nis exoerience ne Dpecame Zonvincea Thit tne singia
most importent alemeni in strengthening Jewisn igentity would be the involve-
ment o° key comunz] lzagevsrin., He alss Lelieved that world lsasersnip
evToris cepenget con lecal 2FTg-ts thet positad and tesiad hypoinesss and

roc-em mogsls, and gemonstivated success in mesztling tne cnallenges of Jewisn
conzianuity

1925, Cleveland's Jewish community began to devsiop its own Jocal process,
closaly linkea to the goals and cir-sctions tnat guicsed internationz) and
natipnzl 2¥72~%s througn tne Jewisn foency, Tre Zounzi) oof Geedin Tzoesa-
tions, anc tne Jewisn tducaticn Serviza of horin fmeciza.  Qur coals werz 1o
organize communz| o-iorities Fo- Jawisn continuity, Co0rCinEls cesoonies U
those priorilies, ang foster an snavairenmant in wnicn ageniiss mignt czvelod
interagency and intzrcdisziplinary approaches to Jewisn continuity [Ses
Appendix 1 -- Mission Statement for the Commission on Jewish Continuity),

Jewish educatien studies in 1976 (Albert Ratner, chairman, and Benne:t
Yanowitz, associate chairman) and 1981 (Nathan Qscar, chairman) laia impor-
tant groundwork in the Cleveland Jewish community, The recommendazions of
these studies led to new communal effarts in teacher training and fostered
efforis by scnoels to develop family education and "peyona tne class—oom"
educational programs., The establisnment of tne Congregational fnrichment
Fund marxed a new era in synagogus/Federation relations and presaced & part-
nersnip, The revitalization of tne Cleveland College of Jewish Studiss in
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the mid-1980's ensured a valuable resource that stimulated the Jewish
eaucational Tislo witn new visions and exciting, aynamic facuiiy. Tness
developments formed an important base upon which new effortis could buiid.

The Commission on Jewish Continuity was conceived as & broadly representative
body comeosad of key communal leadership, (riticelly important was atirac:-
ing leadersnip not traditionally involved with Jewish continuity and Jewisn
education issues. The commission began its work with a period of self-
education, drawing upon leading Jewish thinkers, locally and from arpund the
country, in order to ensure an informed communal perspecilive on prioritiss.

£ Unigue Partnership

AT this siage the Federation made a significant departure from its standard
planning process. Recognizing that an effort of this scope required the
active participation of the congreaaztions, the Federation approached the
Long*au_h.onaI Plenun as a ful) partner to co-sponsor 2 newly coastituted
Joint “ederation/Plenum Commission on Jewisk Continuity.

The joint commission represents a new stage in the evolving relatienshio
batwean the ~egeration ana ithe 5vnagouu°s Tne pest Tew years have Seen a
very oroguctive and fuliilling working ralatiansnip through whicn the
community has been able to work in a stroncer, more united way on various
community concerns, including chaplaincy serv1ces, nreservation of
cemeteriss, anc strengthening youth activities.

The imnlemenzziion o the recommendziions tnat “oliow will build even
stroncer ties baiween the synzgogues and tne “eceraziion and communal
agenczies, They will enasle congregations %g snare more fully in the communi-
ty's resources, and will ensure that the community can move forward i1ogsiner
1o meel the ex:wting chalienges and opportunities of ensuring our communal
viapility in the 21st century.

P10, ESTLABUTSHING P=l0RTTIES

Thrauan the explorato-y study process, thr
priorities: personne’, perent ang Tami'y
room" education. Commission members beli
fiela of study to specific aresas in which
greatest possible impact,

¢ hropad areas =merged &3 Ciear
aqucation, and "oeyond tne TUass
ed i1 aas imporzIant It Rarrow inz
ne community could have the

ra
e
gy
-
L

Personnel encompassed the recruitment, training, and retention of staf
needad w0 maintain Jewish continuity activities, as well as enabdling the
community to respond to emerging personnel neeas for new program arezs,

Parent and familv education was recognized as a c¢ritical alement in enhanging
the atrteciiveness Oof eaucational experiences for cnildren and adults. The
emphasis was on efforts to increase parents’ apility to serve as Jewisn rolz
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models and as partners with schools in the Jewish education of their
cniiaren,

finally, “beyond tne classroom" education grouped & range o7 issues around
reaching pre-agolescent and aaoilescenti youth in more effective ways, and inte-
grating & variety of informzl educationz] programs and enviromnmenis into tne
educational experience of each child.

Fach of these prioriiy aresas became the focus of 2 task force charged with
developing program responses for its area of concern,

A fourth task Torce was created as an opportunity for community leaders to
pursue a more open agenda and to develop new ideas related to Jewish conti-
nuity. Some sougnt an opportunity to address structural issues rejated to
Jewish education agencies. Others wanted an opportunity to tnink creatively
about what Jewish education programs ought to be. The Blue Sky Task Force
was daveloped, tnerafore, as & mechanism to zccommodate the inlerests of com-
munial leacershis in developing furtner new p-icrity areas for the community
to address.

The task force process erzbled & broad range of iay leeders and professionals
to engaoz in serigus planning., Tfach task fo~ce met extensively ano proouced
exciting new prcorads that will dramatically imorove tne community's apility

10 address Jewisnh continuity concarns. 'eagersnip and membersnip of eacn
task Torce were ﬂnsionated by the "ederztion and tne Zongregational Pisnum,
pul the parinersnip at tne task force level :irancszenced parocnial interests
o respond in & unifies wav To communal prigcities,

Wnzt has evolvec is 2 nighly comprehensive and integrated program that wit]
build on tne pas® successes of the community and carry us vorward signifi-
cantly, Tne programs oputiined in the attached reports represent the most
comprenensive attempt av a3 Horth American Jewish communiiy to addrass Jewish
conzinuity and Jewish education issues, In effect, ({leveland will become a
laborztory Tor Jewisn continuity 2for7s, and agzin lead tne wav in Iin
nationz? and ints-nztionzl arsna i1 rasoonding o oz oIriticel communed
concern,

34

IV, GLIDIHE PRINCIPLES AND OPTRATING ESSUMPTIONS

Several principles and cperating assumptions about Jewish education guided
tne task forces in tneir work, Tnese were drawn Trom experience in ihe
Jewish education field, particularly with parent and Tamily and "beyvond the
classroom™ educetional programs, The assumdtions were also based on the
testimony and consultation of many Jewish educetors in Clevelano and arpund
the country., The assumpiions can be summarized as follopws:

1. Jewish eaucation is a staff-intensive activity, and its success 1is
dependent on the quality of its persornel. The community must invest
significanzly to build a Jewish eaucation profession, (Critical to the



COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

Maling Adoress
163 Thirg Avenue =125, New Yark, MY 10023
Prone: (212) 332-1961 «» Fax, (212 215-4078

Hongorany oo
kAge b Fisher

Cnar
Moron Ll Maraesl

[

lecember 1, gal

Vize Zhairs

CrotlasH Gooadman

Nel Gregnbaum To: Annette Hochstein
Matthew ) NMaryles

Lester Follack

From: Shulamith Elster
Execunive Director C
Arthur Rotman o
Chief toucanon Oticer ) . ,
Ly Squtamin R Elsier Re: LOCAL COMMISSIONS




t - = L S S| T P LR A % 7 =
E P Fuwelz Rl URDT F SR % . - SRR LN L
VZECELS Ly AN esy Oy it ANt OHIO A4, Y - P B v Fac, oo MTA BETI2TT

Lecemder 1333

LITTIR OF TRANSMITTAL

Rabbi Denizl J. Silver, Chairman Hon. Milton A, Wolf, Presigznt
Congrecational Planum Jewish Commun1ty —eun ztion
c/o The Temple Branch 1750 CSuclid Avenue

5000 Shaxer Boulasvars Cleyaland, OX 44115

Cieve]and, 08 L4122
Dear Rabbi Silver and Milt,

1t is witn greet honor and prige that we are able to submit fo you the report
of the Joint Federation/Plenum COmmission on Jewish Continuity., The report
culminataes three yezrs 2° intersive work, Tts recommendations are the most
cemprenensive gitempt by & North fmerican Jewish community to confront tne
cna]Tanqns o7 ensuring Jewish continuity. The report alsc repressnts
|

= =}
significent evolution in the partnersnip between the Federation and the
syrnacoguss, a oartner~snid whicn stranginens Jewisn communel 1ife in Clevelznd
tD @ very grest ertent.
In the Sate 1983's we are &0 vears from tne iransforming events oF Jewish
Yife in ths twsiiisth ceniury -- the Holpcaust and the r~ebirin of the 3tats
of isrze.. A&nd tnese everts, for our chiizren and granoznilcr2n, do not and
cANRTT SugWE TnE same oawsErc L7 ozmoticns o7 morroe, wondser and awe as thay do
Far tnpse wne sxperi2nces tnosz nistoric Sines.  For many, Tne rolocaust is
glrezcy as agistart as tne exo06us Trom Zoyoo, and Israzl 's gne of ower ‘5“
nations in tne Unitec hations, two-inircs of whizh have been crested sinc
1922, We can no longer count on these transforming events To ensure JEW]bh
continuity.
Bs we wresile wa zrs reminded ¢f the sitvetion “aling
Moges 2% nts M@ KTZw TMET "E MES TLOEITEDICIN
structurss to the Jewish opepple necame mors C15LEAL
from the 2x04 ; raveigTion &t Singi Trzt iz wny, or nis
Tast aay, ha involved nis k.o‘..u._m.hy N & ZOmMmMaTOrative 2venl UsSIng ovarvs,
song, poetry, and teaching. His closing exnortation wes "Take Lo heart ail
“he worcs with wnich I have warned you this day. Enjoin them udon your
cnilgren, that tney may obserwe fzithiully &l the terms af this Toren, For
it is not a trifling thing for you: It is your very 1ife] througn it you
snall lang endurse..."

So our zhallenge fodzy, similar to thet faczd by Moses, is ta bring o life
for a new gen—ra**Oﬂ the lessons end insoirations of our past and & vervant
hope for our future., Tne challenge is not an eesy one.

feptmtynr * bt b Frrdnies © YiccPresigonTte ® Robory Slarms & Mo Mo v el = o
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A Personnel {risis

0f critical concern in education is our community's personnel situation.
Amang the 15 congregational scnools, there are only three professional educa-
tors working as full-time school directors. In all three cases, these
professionals recaive inadequata comnensation.

Of even greater concern is the nunber of schools where educational directo-s
work Tewer than 10 hours a week. In that time, a director is expected to run
the basic schosl program, supsrvise staff, organize curriculum, and maintain
contarts with parents, Insuf<icient for those tasks, the limited time also
precludes any possibility of pTann1ng and "mpiamenting new programs for
vamily education, parent educazion, and retreat programs, or taking advaniage
of communal supports such as the Jewish Educator Serv1ces Program or the
Israel Incentive Savings Plan. Witnout strong and visionary leadership among
the directors of our schools, our community cannot hope to put in place
exciting, vibrant educationzl programs tnet will capture the hezris and minds
o7 our tamilies,

The congregational schocls reiy neavily on avocational teachers, dedicatad
Communizy members wnp T€8Cn DElween three end efgnt hours a week in one or
more school settings., Tne 20 nercent turncver each vear among these posi-
tions raflects the many tezzhers who move “rom school to scnool, searching
for Ing sypport tney nzed to be aple to succeed in tne classroom. Tne turn-
over alsp reflects the numbar of people whe each vear give up out of
rrusiretion, Ou~ communal Gav scnools are unable to offer professianal
szig=ies tnat woulc enanle irem to giiralt ang -etain the high quality
faculty tney neag, Ea:n &uauct Jey and sutplementavy scnool directors are
can zte tneir Taculiies, and eacn year it i3
becoming mars difficult.

We ¢o not have a comp-enensive Jewish educetion profession. There ara no

commonly acceoted stanadarcs for professional educztion for either tsacners or
aoministrators; thers are no zporcoriate standaras for protessionz] compense-
tion, inzluding bhenz:

'

312 Zerscne; EnC Inere are no careg” lacas

-
T

Clevzlany 15 net alone in facing this proslem. This is the oltight of Jewish
equczTion in avery community in this zouniry, and in many other Diaspora
COMRINITI®8s arcunc Tne worlic

8uilcinag on Strencgths

8ut, our community also has some important strengths to draw upon: very high

rates of synagogue afiiliation and school nnroT]ments, stronger teacher educa-
tion programs ceveloped through both the College of Jewish Studies and the
Burgau of Jewish Zducation; a new Jewish Community Center 7acility that
includes a conference center for school and youth group retreats; and a more
proguctive Federation-synagogue parine~ship, manifested in the (ongrega: TDna]
tnricnment Fung, Israzl Incentive Savings Flan, and Community Youth Resaurc
QifTice,
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Paradoxically, a growing disguiet among us may u1u1maLeTy demonstrats a posi-

3 L, T & |. - £ FI SR b r mmEm————— Lo
tive sids, _:_er?*"‘"a;= 2g touched many Tamiliszs in the zommuniTy, o

children, dissatisfied with their own Jewish education, wan: be_Ler for their
own children. Increasingly, pesople fear that Jewisn jdentity and commiiment
are slipoing away from us. More and more, the community is fUCJs1ng on
Jewish education to ensure a brignt Jewish future. This has creazed in our
community The most oritical alement necessary for acdressing Jewisn conti-
nuity issues -- a climate Tor change!

11. A CUTMATI FQP CHANGE

Initiating Change

In 1979, the Israeli government and the Board of Governors of the Jewisn
Agency Tor Israel created the Joint Program 7or Jewish Educazion. It was
initiated because Jewish leadership perceived significant, long-term, nega-
tive trenes in Jewish identity in the Diascorz. Because Israel's destiny is
so cleerly connected to that of the Diaspora, Israeli and other world Jewish
leagers perceived this 2s a threa: to Israel as well,

Tormer president of the Jewish Zommunity Federa:
Courcil oF Jewish Fedsratigns, emerged as an act

Mortaon ! s .
o e
erzy's Jewish tducation Commitize, serving as chairman
I .

2 0
Cleveland an F
of tne Jewis
sevaral years, Tn-~ougn nis experience ne baCams Ianvincaa Thel the 53
MosT important elemert in sirengthening Jewisn icentity would be the in
ment of key IoTwuna leagersni:, He zlss teldeved tnet world leasership
g7 0713 cepenses or 'ezel efforis tnat posttad and tested hyooinssas and
preovem moosls, end Denanstrated succes: in meeting tne cnellenass of Sawisn
conzinuity,

"oczl Droganization

In 1933, Cleveland's Jewish community began to develoo iis own lccal process,
closely linked to the QOBIS anc gireciions tnsT guided intaernziionzl ang
netigna? =f7o-tg INToUZR Ine Jewisn Ajency, tne Zoumsil of lewiin Tzcers-
ions, ang tne d~w1CF :ducc ion ;érvice c? Horin Aneriza., Qur gsals werz to
orgenize communz’ srigrities Far Jewisn conhwrui:y, 200vGIRETE rE2igonses 1)
these prig=ities, anc 7¢sier an envirgament in wnizo ager:ias ™ignt csvzlap
interagency and intardisciplinary aporoaches to Jewisn continuicy {See
Appendix I <~ Mission Statement for the Commission on Jewish {ontin nuityl,

Jewish education studies in 1976 (albert Ratner, chairman, and Senneit
Yanowitz, associate chairman} and 1981 {Mathan Oscar, chazirman) laid impor-
tant groundwcrk in the Cleveland Jewisn community. The recommenca:zions of
these studies Ted to new communal efforts in teacher training and fostered
gTTorts oy schools to develop family education and "beyond tne classrgom”
educagtional programs, The establisnment of the Congregational tnrichmen:
“und marxked a new era in Synagogue/Feceration relations and presaged z pari-
nershio. The revitalization of tpe Cleveland Coilege of Jawish Studies in
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the mid-1980's ensured a valuable resource that stimulated the Jewish

eoucational Tiela witn new visions ang exgiting, gynamic facuity. Tnese
developments formed an important base upon which naw 2ftorts could build.

The Commission on Jewish Continuity was conceived as a broadly representative
bedv comoosad of key commungl Jeagdership, Criticzlly important was attract-
ing leadership not traditionally involved with Jewish continuity and Jewisn
eaucation issues. The commission began its work with a period of self-
egucation, drawing upon JTeading Jewish thinkers, locally and from around the
counzry, in order to ensure an informed communal perspsEstive on origritiss,

& Uniouve Parinership

AL this stage the Federation made a significant departure from its sianda:
planning process, Recognizing that an efiecrt of this scope required the
active participation of the congregations, the Federation approached the
Congregztiona] Plenum as a “ull pariner to Co-sponsgr 2 newly constitute
Joint “2¢geration/Plenum Ccmmission on Jewish Continuity.

Thnez joint commission reoresents a new stage in the evolving relationship
stween the “ederztion and tne synagogues, Tne pest {ew years nave seen a
very proouctive and Tulfilling working releiionsnio through which the
community hes been zdle to work in a str-onger, mcre united way on various
community concerns, including chaplaincy serviges, preservation of
cemeteriss, and sirenctheninc voulh activities.

The dimzisnenzeticn o7 the recommengaiicns thet follow will build even
sironger ties belween the synaaogues and tre =ecerztiion and communal
egenciaes, They will enaple congregations io share more fully in the communi-
ty's resources, and will ensure that the community can move forwaro togeiner
10 meet tne exciting challenges and opportunities of ensuring our communal
vianility in the 21¢3 century.

170, ESTABLUTSHING PRIaRTVILS

Throuon ne explarato~y studv process, thres broad areas emarged as Clear
prigrities: persann:’, parens ana “amily egucziior, and “"seyong tne Clesie
room” education., Commission members believed it ~as imporiant TO narrow ine
Tield of stuay to specific areas in wnich the community could have the

greatest possible impact.

Personnel encompassed the recruitment, training, and retention of staf
ngeogd 1o maintain Jewish continuity activities, as well as enzbling th
community to respond to emerging personnel needs for new program areas.

Parent and family education was recognized as a critical element in enhancing
ine errectiveness o7 equcational experiences for children and adults, The
empnasis was on efforts to increase parents' apility to serve as Jewish role
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models and as partners with schools in the Jewish educatiecn of their
cniloren.

rinally, "bevond tne ¢lassroom" education grouped a range of issues around
reacnhing pre-adotescent and adolescent youth in more effectiive ways, and inte-
grating & veriety o7 inTormal 2ducational programs and environments into the
educational experience of each child,

s of & task force charged with

Each of these priority areas b
i congern.,

came the fo
developing program responsss roit a

u
§ are f

c
o
A Tourtn task Torce was created as an opportunity for community leaders to
pursue a more open agenda and 1o develop new ideas related to Jewish conti-
nuity. Some sougnt an ppportunity to address structural issues related to
Jewish education agenzies. Others wanted an opportunity to think creatively
about what Jewish education programs ougnt to be. The Blue Sky Task Farce
was geveloped, therafore, &s a macnanism o accommpdata the interests of com-
murig] leadershin in developing furither new priority areas for the community
to aadress.

The task force orocess enebled a brpad ranc T layv leaders and professionals
t0 engags in seriopuss planaing, Each task | 2 Tat extensively ang produced
exciting new Drpgrams thail will agramatically imgrove the community's apility
to adaress Jewish continuity concerns, ‘“eadersnip and memdersnip 97 each
task forge were desicneted by the Tederatin~ and tne Congregationzl Plenum,
put the partnersnip &t tne task force ievel transcenced parochial interests

+

to resoong in o2 unifies wayv 1o communal pedariiies,

Wnat nas evolved is a highly comprehensive and intagrated precram that will
build on the pzst successes of the community and carry us forward signiti-
canily. The programs outlined in the attached reports regresent the most
comprenensive itamat bv a Mortn Amerizan Jewish community to address Jewisn
continuity and Jewish education issues, 1In effect, Cleveland will becom2 2
laborato=y for Jewish continuity =7io": in Jeac tne wev ir inz
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national anc imts"neglipnal arena in rag;
concern,

Iv. GUIDING PRINCIPLES AKRD OPZRATING ASSUMPTIONS

Several principles and operating assumptions about Jewish education guided
tne task forces in tneir work., Tnese were drawn irom experience in the
Jewish education {iesld, particularly with parant and family and “beyond the
classroom” educational programs. The assump:iions were also based on the
testimony and consultation of many Jewish educators in Cleveland and around
the country. The assumotions can be summarized as follows:

1. Jewish eoucation s a staff-intensive activity, and its success is
gependent on the quality of its persornel, The community must invest
significantly to build a2 Jewish education profession. C(ritical to the
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success ov such efforts is ensuring visionary and dynamic educztionzl
Yeasershic '

2, Cach child should have opportunities for educational experiences that
provide a Jewish Tiving environment in order to bring classroom concepts
to 1ife. Integrating retreats, Israel trips, summer camps, and cther
"rergnd the clzsswoom™ proﬂ"Ts inte 2 cniid's educational experience hag
a life-long impact on Jewish igentity building.

3. Jewisn schooling for children can succeed only if supported in the home
environment, Parents need to be apls to represent Jewish values, atii-
tuges, and behaviors to their c¢nildren, To do this, parznts often nezd
mor= tocls and skills than their own childhood Jewish education afiorded
tham,

V. MARJOR RELCOWMENDATIONS

Tne above assumptions form the foundation of the task Torge recommgncztions,
The implications, challenges, and specitic approaches are outlined in ine
individua) task Torgce reports (ses Appendices T1 - V), FEven thovah devel-
goes by threg separaiz task forces, the “ull range of programs represent an
inizgratad communal aoproach. The orograms 1ink together, support one an-
olther, &no are pest viewed as discrsziz parts of a wnoie program tgo sirs nginen
eno “27acus Jewish eguzation efforts in our community. Tne implementetion
steps reouirad by tnese recommendations are outiined in Appendix V. Follow-
ing ‘s & summary of melor proaram recommenzaiions:

Ao Zleveglent e lows - The lollegs of Jewisn Stucdies will develop &
C™2Ju2le Procgrém™ in ocewisn equsaiion for st uden 5 Trom Cievaiand and
elsewnere, Tne Taculiy and stucen:is will pe engaaed in study, LE€aCne
ing, and orogram develgpment, witnin cpngregetions, schogls, and
ggencies., They will raisz tne Tavel and quality of the lozal Field
G Jewisn egucztion ang leed To positive ramifications bevond
{leveland,

B, “e’lows Graouctes Posiitors -« Thg gracuaias oFf tne [lavelans feliows
oroaram will o2 nirec to 7111 many of The new pesitions in new arszs
TENCELes Dy g Commassion on Jewsn Continuity. The postiions w1
incluoe congrepational family eoucaters, retreat specialists, master
tegachers, scnool directors, and atners

C. Im-Service Zducation Package -- The Sureau of Jewish Zducation ang

Coliege of uewisn Studies wili develop & program of ingividualized
provessional growth and in-service education to guide teachers
alrezdy working throughout the community., The Personal Growth Plan
gtarts with inaividual teachers at their varipus levelis o7 2xperi-
ence, knpwledge, and commitment, and nelps lead them to degrees,
licensure, or other advances in professional preparation, 1In addi-
tion, the community will implament teacher and institutional stipends
0 encourage particisation in tsacher ecucation orograms.




REPORT o7 Tne Joint Federation/Plenum December 1988
Commission on Jewisnh Continuity Pace 7
D. Communal Day Schools ~- Salaries for our day school teachers are
CangErous.y 10w, nRibiting the schools' ebility to atiraci and

retein the high guelity faculty they need to compete with other local
private schocls, Accordingly, the community will implement 2 four
year plan to address these critical salary gaps.

rm

. Community Teachers ~- The Burzau of Jewish Sducation will create
Tive tvull-iime lommunity Teacher positions, <Sach teacher will work
in a variety of school settings, combining jobs for a reasonzble full-
time tezching loed. This will halp recruit gualified personnel to
tne Tield and to specific schools, reducing the need Tor avocationa)
persanrel,

m
~

Ret~ezt Institute -- This prpgram, to be noused at tne JIC, will work
wiln scnools, youth groups, and others top develop retreat proorams,
Retreat institute staff would work with schools before, during, and
afler retreats to plan, implement, and evzluate orogrzms, In sartizu-
iar, tnis should foster dramatic growth in family proarams. Alsc,

“he present cost o using the Treunaft Conference Center {or school
and youth group overnight programs will be reduced by half. Begin-
ning with an emphasis on schoel, fanily, and youth group arograms,

the Reirest ‘nstitute would davelop its respurces over timg to &lso
Support grograms Tor aault groups, leadership groups, ana others,

rael Encentive Savings Plan attracts 100 new enrol'-
r.  Tne potentizl Tar adgitionzl arowin 15 iremendous,

T ¥ will mow aTovoecn recruitmers HfTTerentiyv, ta arosting
spez1vic conctecetions and scncois to develop school-baseg trips that
o hend-in-nand wizh 2287 enroliment. Tnis snould oramsiically
increace tne number of Cleveland ycuth wno will have an Israel
experisance, ﬁ]so the shares of fundinc by the family, tne school,
and the community will be increazsed 1o reflect the current cost of
israsl trips.

. CJermizitum Serewal -- Many o7 tne commurit
out-gGated or ineTtective curriculum, Also, new Tamily educztion,
Israel studies, anc "beyond *he clazssreom” eaucation prog-amns snould
b2 integratec into scnool programs.  Tna Lurgau's piigl arciUam,
Project Curriculum Renewa), shouid be expandsd tg work with each
school on this critical concern.

#'¢ szhpo™s ocoerzte wWiln

I, Community Youth Respurce 0ffice -- This program, s:tarted last vear as
2 Joint anitiztive oT the Congregational Plenum and the Federation,
provides valuzdble communal supports to youth groups for proaraﬂanc
outreacn sirategies, and advisor training and placementi. Depending
on a favorabla sefond year evaluation, this program 5nou1d receive
coniinued community funding,
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b) Fegeration Budget, CSPC, WFPC, and Indowment chairpersons
or their designees.

) Congregational Plenum -- four desiagnated representatives.

d) EJ-, CCJS, and JCC president (board chairmen) or
designees.

2. The program subcommiztee shoulc reflect a broager
representalion of tay and professional leaders from the
Federation, synagooues, agencies, schools, and oroeder Sewish
community.

3. The professional advisory committes shouid be composed of
communal agency directors, federation planning staff, rabbinic
Jeagersnip, and protessional Jewisn eaucators.

C. STAFFIHG

Federazticn will continue to provide steffing througn iis Zommunity
Services Planning Depariment.

D. ALLOCZATICH 0% FUNDS

Jewisn Weliare rund. Tne funds will be tar
ing new programs, or expanding existing pro
ance «ith CQJC recommencaticns,

uity w11 make annual recommen-
geticr: Tc tneg Teceregtion's Succet fommittes Tor allocilion of
funos Lo meet its program needas, Thess will be in adcition o
regular annual allocations to benefigiary agencies through tne
a
9

an
sted for implement-
rams, in accorc-

2. The Z0JC execyiive committee woula raserve ir
hold funcs from organizations inat Tail
tion or evaluation standards.

VIIT. EVALUATION

tvaluation must pe an integral pa~t of the implementiation of the proagrams
outlined above, Because of the varied nature of the programs’ goals and aus-
pices, an overall evziuation design should make use of a multiple-method
approach. Evaluation should serve to measure the extent to which program
goals have been met; provide mid-course feedback which can guide improvement
of progcrams along the way; and proviee veluanle information on the e“fective-
ness of tne relationships between the various pariners, including Fecera-
tion's roie as initiator and vacilitator of the process,
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Qur commission is conTident that the recommendations outlined in this report
are the critical steps tnat our community must take now to ensure Jewish con-

tinuity.

Witnout an ambitious, comprehensive, and integrated approach tp the

challenges that Cleveland and every Jewish community faces, we will continue

to find Jewisn identity and commitment growing weaker and weaker.

Witn such

an approach, we provide the tools that the community, its institutions, and
its families need to bring us forward to a bright Jewish future.

Respectruliy summitted,

Joint Feaeratian/Plenun Commission on Jewish Continuity

Co-Chairmen
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Sianey J. Schwager
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Razbi Jacob Shtull
Michasl Siegal

Barton £, Simon

Dr. “awrence J. Singerman
Dr. Bernarag Steainbarg
Jeck Stewart

Irving 1, Stone

Peqgy Wasserstrom
Philip Wassersirom

Penni Weinberg

Morry Weiss

Saliy H. Wertheim
Stanley Wertheim
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Bennett Yanowitiz

Donna Yanowitz
Rabbi David S.
Henry ., Zucker
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
Mailing address: 163 Third Avenue #128 . New York, NY 10003
Phone: (212) 532-1861 FAX: (212) 213-4078
MEMORANDUM
TC: Ant Rotman (l DATE: December 21, 1992
Annette Hochslei
FROM: Shulamith Elsterf- SUBJECT:  Notes from meeting with
Barry Holtz: 12/14/92

Agenda: _ Update on Begt Practices

Pilot Projects

Senior_Advisors Meeting/January
l. Best Practices;
A. Barry hopes to produce an 80-85 page report on Best Practices by the eng of

January. This will be an updated paper, the approach taken by the
supplementary school group, executive summary of the repcerts and the edited
reports.

The focus of this work will be educating the community about Best Practices.

B. Earty Childhood reporis are underway with a number completed and cthers ta
be completed within a relatively shorn period cf time.

C. Aogditional work on day schools wili wait until January.

D. SRE will meet with Richard Joel next week regarding Senior Advisors and will
talk with him about how CIJE should proceed with the campus division of Best
Practices.

E. Barry introduced the idea of a category called "community-wide initiatives”.

These would be exemplary special projects carried out by communities. This
may be a good "catch-all category" that wili cut across other programmatic
areas (e.g.. Melton funded "Discovery” project in Columbus).

F. The Cummings grant propasal should be reviewed carefully at this time in light
of commitments made 1o activities funded by the grant. Shulamith will send
materials to Barry and put this on the continuing agenda.
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Notes from meeting with Barry Holtz: 12/14/82
12/21/92

Pilot Projecis

A A meeting is scheduled for 12/22 to work on the pilot projects.

B. Pilot projects will center on the "enabling options” as per discussions during
November-December staft meetings.

C. Pilot projects may make good use of the consultants/educators who participated
in the Best Practices werk to date.

D. Impartance of the projects to "jump-start” the local etfons.

Hl. Senior Advisors Meeting

A. Suggestions as to how to present Best Practices to this group. Possible
reflection by panelist/writer/participants {Carol Irgalt, Joe Reimer) in the process
o date.

B. Shall we share sample repons for the Advisors at the January meeting?

C. Discussion to be continued at 12/22 meeling and in light of the proposed total
agenda that Shulamith will develop later this week.

iv. Etc,

A Barry will visit Milwaukee with Art and also meét with John Colman there in
John's capacity as Chairman of the Best Practices Committee of CIJE.

B. Plans to have Barry visit Batimore and Atlanta in near future as part of the

launch” and educational effort.

2
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Mailing address: 163 Third Avenue #128 New Yoark, NY 10003
Phone: (212) 532-1851 FAX: {212} 213-4078

MEMORANDUM

TO! Barry Holiz DATE: Decempber 18, 1392

co: At Rotman

FROM:  Shnulamith Elster SUBJECT: Brandeis/Hornstein Program/
_,&j Bernie Reisman
4 -f; "

P

As you can sae from the date an the attached letter, Bernie Reisman was in touch with
me tast year following a stay and conversations with Seymaour in Israel.

The reason | puiled the letter now is related (¢ our corversations atout pilot projects
and the possibility that we could use our cofleagues at Brandeis in connection with
one of our "jump stant” projecis.

At any rate, let's add this to the growing list of agenda items or next week,



EEERCEE I A b - h o L &tauno FfoOge
. |

darch 1L, 1992

Dr. Shulamith Elster
5800 ¥icholson Lane

B 508

Rocxville, MD 20852

Dear Shuta,

T've just returned from my sabbatical stint in Israel and I've
nad oceasion to read the materials vou sent ont on the recent
developments with CIJE. While I've only been awav less than
three months, certainly a great deal has happened with CIJE. I
read over the materials on the Lead Communitias and the minutes
of the Senier Policy Advisors in Jamuwary, and then the apnual
meeting a week or so later, and there does sezn Lo be some
important momentum underway. Earlier I also had a letter from
Barry Heltz about his work with Lead Communities and Best
Practice. I've also just written a letter with some suggestions
te him., I am ready to get invoived further as other meetings may
be scheduled in the spring months. T will be away finishing up my
sabbutical with a stint in Argentina and then in South Africa,

working with Jewish communal leaders during the months of May and
June.

Ay work in Israel was very exciting and I think I was helpful.
Most of my time was spent hoth teaching and doing research on the
nze of informal education with adult groups visiting in Israel.
I'm continuing that projent now that I'm back home. It relates
1o many ways to some of the ideas which are beginning to get
tocused in the CIJE initiatives,

¥hile in Jerusalem I spent some time talking with Seywmour Fox. He
epcouraged me to write to von. I think a partvicular expertise,
both of me and of my colleagnes at (he Hornstein Program at
Brandelis, is in the realm of informal Jewish education and our
faculty ts determined to make this a central direction for our
future growth., The idea which emerged from my conversation with
Sevmonr was the possibility that our Brandei¢ faculty might be a
resgurce for vou to think about in some of the training of
personnel working on the innovative education projects in the
Lead Communities. TIn addition to informal education, I would
list two pCher reaims in which I think ve could be helpful. One
such area is in the creation of responsive organizational
environments which will help esducators be more aware of wavs of
responding to students, yvoung or old, and also of working with
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families in ways thal assire the motivation and commilment of the
students.  Anolher area of spacial competence is Lhe relationship
between Jay and profensionals. Givem that our program yenerically
edicates Jewish professionals, includinyg educators and nore
traditional communal workerg, we spend a good deal ¢f time an
helping peaple develop good callabarative relationships between
volunteers and professionals.

A primacy Caculty which wounld be available for this Xind of
consultative/training work include Susan Shevity, Joe Reimer and
mvarlf. T hope we'll have the opportunity ta ralk furgher about
thess matters at some point in the near future.

Baul redgards.

Sipcerely,

WAL
Dernard Reisgman
Directar

ng

g Dr. Sevmour Fox
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COUNCIL FOR INITIATIVES IN JEWISIHI EDUCATION

Mailing addyess: 163 Third Avenue #128 . New York, NY 10003

Phone: (212) 532-1961 FAX: {212)213-4078
MEMORANDUM

TO: Annette Hochstein DATE: December 21, 1992

cc: ArtRotman

FROM:  Shulamith Els, SUBRIECT: Lead Commuunities

I know that this is a very busy and productive time for you. Tam certain that the Institute Board
. " ’
meetings will go well, as they have always been so carefully planned and executed.

There are a number of items that I feel | should bring to your attention, most particularly since [
will be away from the office December 24th through January 3:d, returning for a busy January on
the 4th. 1f there is any action required on the following, please fax or have Shimuel fax or phone.

1. See atrached memos from Art regarding Adanta. [was hoping that we might schedule a
visit for Barry to meet with either luy leadership or educators in January. How do you
think I should proceed now with the scheduling of these visits?

[ 2]

Re: Best Praclices marerials to Milwaukee and Atlania

] am meeting with Barry all afternoon tomorrow, and you have already reccived my memo
with the progress report. What do you suggest? Shall Barry call both communirties and
speak with the planners and give them the starus repor? This he might do in conjunction
with setiing a time for a bricfing.

3 The meeting in Baltimore went well, 1 thought. Julic was there und will include her
abservations in her report. There Is greatinterest. There were good questions and a record
turnout which may, in part, have been due to the business agenda for the evening as well.

Bob Abramsun was in Baltimore for other business last week and reported 0 me that the
local Conservative rabbis and leadership are not yet in the communications loop and know
very little about the project. This suggests to me that:

1. We have 10 get the go-ahead [rom the Associated to schedule briefings by Barry. Can
we go ahead with this now that Art has been to town.

2. We will have to move shead with our own reconmmendation for how the concept is to
be introduced, T would like to see us move in these directions in Atlanta as well.

1 imagine that once Art has a Milwaukee date scheduled that this will proceed very
smoothly there,

4. News from Milwaukee Department: Bader Foundziion called this moming to suy that they
were also given an additional $150,000 for the funding of Jewish cducation projects in
Milwaukee (in addition to the position). Some $50,000 of this will go to local scholarship
funds und the other $100,000 to fund a varicty of other projeets...some in connection with
our work.
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
Mailing addregs: 163 Third Avenue #128  +  MNew York, NY 10003

Phone: (212) 532-1961 FAX: {212) 213-4078
MEMORANDUM

To: Shulamith Elster Date: December 18, 1892

From: Arthur Rotman

In recent convarsations | have with both Milwauces and Atlanta, they are
anxious to get:

- Material on Bast Practices

Would you pieasse take it from hers.

N
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Why Smart

People of excentional intelllgence are a
prized business asset. But s any manager
of 2 budding or full-blywn genius knows,
there are pit{alls, (ne of the most common
cries of the abguished manager in this
situation Is: “"How could he have been so
Stupid?”

Why do smart people do dumb things?
Having stludied a wide sssortment of welrd
decisions and actions by highly intelligent
executives, [ have formulated 2 principle;

Strong inteiligence sveks fo subrer! w
self

This theory might help to explzin acts
of bizarre sell-destruction like that of Ste-
phen Chao, the high-flying president of
Fox Television Stutions and FoX News,
whe arranged for a male stripper to
perform at & high level canference. Among
those not amused were Defense Secretary
Dick Cheney, Hational Endowment for the
Humanities head Lynn Cheney, and Ru-
pert Murdoch, Mr, Chao's hoss. Shortty
afleé' the siripper departed, Mr, Chao was
flred.

221388

eople

enterprise loward the plnnacle — or the
preciplea. One danger 15 their unwilllng-
ness o admit the need to change. "\When
stnarl people all agree with each other
gbout a plan, observes Mr. Wesley,
“they're apt to stay with the plan too long,
cven alter others have scen that the direc-
tion 15 wrong.”
® Fredback deaftess: Most of us rely on
ferdbick—although we may become (mipa-
tient with it ("Qult bolhering me wilh
facls!') Snme bright peopie are so impa-
tient with thelr slower assuciates that they
find it Impossible o listen to them.
“That Impualience,” says Robert
Shiver, CED of Senses International, "can

Manager’s Journal
By Mortimer R. Feinberg

beadangerous trap. Faedback {5 essential,

nin mattnr haw hrilllont nr ratnactad tho

Jo Dumb Things

Poge 1

people are not alwuvs tremendously m;
ture. They may sulkxt having thelr propos
als reviewed by those they consider the
niental tnferiors, But don't be Intimidate
Be Hrm in subjccting all thinking, wha
ever its origin, to the same standards.

» Provide the penius toith struciure,
just let her do her own thing," siays a bos
of an unusually brilliant subordinate
"You have to allow complete freadom t
people like that.™ This 100% {aissez-Talr
atlitude toward managing brilliznce
semetinies a well-intentioned effort at cre
ating the proper environment for super
smert workers. Semetimes, though, it's ¢
cop-out by a boss who doesn’t Xnow wha-
else to do. Usually it's 3 bad idea.

Bright people may resist structure, but
they need . Suspending the rules for vom
top brains is no favor to them. Apart from.
the fact that it makes them the target of
resentment by their colleagues, It may
encourage thelr most seif-destructive.
foose-canton tendencies,

When smart people are subported by
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TO: Annec+te lUochstein
cC: Art Rotman

Rarry Heolt:
Jim Meier

I though you would be intcrested in seelng

+he New American Schools Cerparation. The

this projeci of

expoctutions of +he

communitics arc handled in a very inmteresting fashion.

perhaps this is @ format that we ¢oaid discuss.



il
£
(]
—

Ly
m

[}
8]
P
T
m
w
H

Community Learning Centers

Requ--tFr - 7

Introduction

The New American Schools Corporation has awarded a grant
ic Pybiic School Inceptives for is Community Leaming
Centers Projeci (CLC) We are looking for communities eager
10 create new public schools which meet "world ¢lass educa-
vonal standards,” that is, people who think this is Lhe chance
of a lifeume, Our selection of comununites is 3 Iwo stage
procass:

I. From brief applicanons, we will select communities 10
receive planning granis o help prepare their final pro-
posal.

Tne second stage tnvolves sejesting the zctual sites om
{irst stage ¢ommunites. These miot sites will impiement
the design for the Community Learning Ceniters.

t4

Amencan business leaders created the New Arzerican Schools
Development Corporaticn as a private, non profit, 1ax exempt
organization (0 suppon the desigh and establishment of new
high perfurmance leaming environments, The aim is 10 skow
how to ransform schools for a quantum leap in learming for
Amerigan children and youth,

We are looking for people and comrmuruues who waal 10
create some of ke most exwraordinary schools in the world.
We're looking for people who believe that schools can make
an epormous difference in the lives of young people and
families: and for peaple who believe thal a s¢hool’s conunued
exisience shoyld depend on ail students aciiieving al very high
levels.

These urban. suburban and rural restructured schools will serve
as headquarters for learning for all ages with emphasis priot 10
and during the K-12 years. They will address nausonal educa-
von goals by comhining effective jeaming principles with
restructured management to produce and be accoumable for
major gains in student achievement. They will provide integrat-
ed on-site socaal services for pre-schoolers, siudents, and (heir
familics 1o ensure consistent reinforcement of learning process-
es and o address the sudent and family complexities of
modem socicty.

"Community Learning Centers” is the term we use 10 describe
the new schools we wall help develop. Our expectations for
utese Centers are listed below with the grant application
process.

Community Learning Center Expectations

1.  Students

1.1 Communily Leamning Centers rmust serve 3 (ross
section of students. These centers may not screen
oul sfudents on the Dasis of past achievemen: or

behavior,

DPOS '3

1.2 A Center's student body must be representative of
the communily il SErves (face.5ocio-<Eonomnuc
satug, academic ability), They may not be designed

only for "at risk” or "gifted” students.

1.3 Srudents must be weated as resources who mil, as
pan of their stuclies. contribute to the program and
commynity.

1.4 Each srudent must bave an individualized learning
pian.

1.3 No swdeni is 1o be assigned to this program. The

farmily chooses or selecis this program.

2. Curriculum snd Program

2.1 Commumiy Leaming Cecters wdl promote cultural
diversity as an oppartunity, not 4 probierm. They
will intagrate perspectses [Foml mary cultures tnto
the curricuium
Each Communny Learmeng Center will adogpt
"world class standards” and assessment methods
approvcd by the project.
T¢ avoid reventing to the staras guo, Community
Learmning Centers will commit 19 progress reviews.
Trey will use formative data and make data-driven
decisions regarding improvements,
Centers will use the total commurnity as the school
campus and curriculu,
Curricylum must include opportunities (o help serve
others arnd soive real problems.,
Certers roust commut to 2 new learning desipn thal
engages all lcamers.
Graduadon must be based op a demensiration of
skilis and knowledge.

L
[ )

2.3

24
2.5
2.6

a7

3. Personnel and Staffing

3.1 Pursonnel musi be a part of this program by choice,

3.2 Centers must emphasize the role of teacher as
facilitator and orchestrator of learning,

3.3 Centers woll use altenative staffing pattems and
commit to the concept thai staff includes li-
censed/certified 1cachers, aides, students and others.

34 Centers must have a mechanism for counseling out
ineffective siaff,

3.5 Centers must commit to allocarag 20-30 days for
staff development cach year, every year,

1,6 Cantars must acrively involve pareats as partners in

their child‘s education.

Relationship to Community and Other Organizations
4,1 Each Community Leaming Center wili ‘tning
logether and gain the suppont of a variety of com-
ICUNiLY groups,

This support must be broad based, and inglude
represcnuatives from governmental bodies, school
adminisrauvon, local businesses, agencies, parents
and other community members.

42
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4.3 The centers must integrate sociyl services, prefera-
bly at tbe school site,
Centers nust use faci)i’

and safety codes,

4.4 “al meet focal toth

Qperational/Financial

5.1 Each Community Lewning Center will have an
explicit contract with a local school board or other
legislaiively  authorized body with continued
funding dependent on achieving major improvement
in student outcomes.

This contract will give people al the center the
power lo make decisions on program, personne!) and
budget.

Community Leaming Ceniers must have all the
education dollars & srudent represents, including
locad, suite cacgorical and federad. A dismiet may
keep five percent for the adminisoanive servives it
provides, Tnc center may choose to purchase
services from Lhe district,

These cenlers wiil be open 12 or more bours per
day. potentially year round,

These centers must operate at the szme per pupil
cost. aside from initial start-up cosis, as other
distnict schools.

5.2

3.3

5.4

5.5

Grant Application Process-Section I:
What are we looking for?

In making planning granl awards, we wiil look for the follow-

A demonstrated understanding of the exmaordinary
mission of New American Schoels and the CLC project.
Ewvidence of significant involvernen: in planning and
support for Lhe proposed center by members of its com-
munities, including parents, students, educaors, gover-
nan¢e bowrd members, school admunistrators, business
leaders, elected officials and others. The planning group
must be representative of the community to be served,
Creation of a new kind of school. However, oo family,
student or educator should be assigned 10 the program: it
should be a choice, preferably among several optiobs, but
al leas| between Lthe new CLC and (he existing program,
If the CLL takes the place of a community’s (otal gurrent
programs, other choices must be made available through
other means.

A [undamental rethinking of the way lcarning, teaching
and schooiing is organized for studenis and educators.
Inciusion of the ideas listed above under CLC Expecis.
o in terms of sudenws, curriculum and program,
v sundiie] and staffing, relationship to the community and
other organizations, and operatonal/financial,

Award winning proposals probably wiil include some
ideas not listed here. We are looking for communitics.
which will combine Lhe best and most powerful ap-
proaches avalable for creating new, comprehensive
schools and have educators, parents and comugunity

2.

221388 FPoaa

memmbers ready ;o make this a reality. Proposals incorpo-
rating only one focus (such as TQM., parent parucipation
or youth service) will not be = Jed.

Grant Application Process—Section lI;.
What format should the proposal follow?

We requirc no more than a five-page application post-marked
by January 8, 1993, The application should sumunarize the
proposal in one or two paragraphs and then answer the
questons below, CLC staff will provide feedback within three
wecks.

1. Why do people in your community want 1o do this?

2. Who was involved in developing the proposal? What was
their role? {Potential sites may be visited, We must have
clear evidence of a broad base of support in preparing Lhe
proposal and supporting its implementanon,)

What kind of programs do you want to create? How will
the ideas in Secucn [ and the expectations listed above
be incorporzied into vour prograrn? How will vour
project increase student achicvemnent and improve student
attirudes? (Please be specific.)

What {5 your budge! for this project? What local re-
sources have been committed o help you reach your
goal?

What Ipcal commimment is there to help the program
continue after jt starts?

What is your project’s ume line?

Who will be Lhe contact person and fiscal agent?

3'

Send applications to:
Community Learning Centers
2550 University Ave.W, Suile 347N
St Paul, MN 55114-1052

Based on whese applications, we anticipate making up to 20
planning grants. No planning grant will be for more than
55,000, Each communily receiving a planning prant will
assemble a Hianning team, including teachers, adminisrators.
Students, parenus and other community leaders. These teamns
will be inviled to 2 two-day workshop to discuss and refine
their ideas for the pilor site stage, Dewiled guidelines for the
final proposals will be provided to all community leams
receiving planning gramg, We antcipate providing implemen-
tation granis to sbout ten sites 1o adapt and test the design
being developed by us,

Pilot sites will receive addifional funding over the next several
years, conungent on ow contdnued funding from Lhe New
Arerican Schools Corperation. These grants will be for start-
up costs (5100,000 to $200,000}, Sies will also receive on-site
technical assistance.

For questicns call Wayne Jennings of David Alley at 612-645-
02040, Joe Nathan at 612-625-3506. Elaine Salinas at 612-348-
8550. For legal questions call John Cairns ac 612-334-8532.
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m

Mailing Address' 163 Third Avenue #128  +  New York, NY 10003
FAX: (212} 213-4078

Phone. {212} 532-1961

TELEFAX

December 17, 19972

DATE:
FROM: Shulamith Elster FAX #:
Number of pages (inciuding this sheet) / %

TO: ANNETTE HOCHSTEIN

— — 'h‘-“‘__
L e r—y

THE FOLLOWIXG ATTACHED:

1, 10/28/9:2 Communications Plan: Draft K2
THIS WAS FROM AN OCTOBER A_SIGNMENT. THOUGHT
YOU WOULD LIKE TO SEE IT.

WITH

ART WAS BASED ON A MEZTING

2, THIS MCMO TO
RABINOWITZ

ALVIN SCHIFF akD YAAKOV
License (12/14/92

SYLVIA ETTENBERG,
EARLY .N NOVEMBER (Memo: National Board of

3. This is Fy1l on the Israel Experience
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Malling address: 163 Third Avenue #128 . New York, NY 10003
Phone; (212) 532-1961 FAX: (212) 213-4078
MEMORANDUM

TO: CIJE lnner Staff DATE: October 28, 1992

Art Rotman

Sol Greenfield

Jack Ukeles
FROM; Shulamith R. Elster SUBJECT: Communications Plan: Draft #2

PTi

1. The CIJE should develop a coordinated communications program fo reach the

following constituencies:

CIJE Board of Directors

Large City Fedsration Executives, selected national agency executives (not
included on Senior Advisors, e.g., UJA)

National organizations/denominations

Senior Advisors

Jewish press { and through it, the Jewish community-at-large}

Jewish education community

Current and potential funders

2. Each requires an approach that will keep them informed about our progress,

specific projects and initiatives, and focus attention on key issues related to CIJE

goals and agenda.



3. Types of formats for communication inciude:
. memoranda, formal repons from the CIJE, occasional letters from the
Chairman, periodic reports from project directors,
. press releases 1o announce major events/developments to a wider prnt *
audience,
. oral presentations to groups,
. visits 10 communities by leadership and statf,

. public events (e.q., sponsorship of forum at GA in 1991 and 1992).

4. The Annual Meeting of the CIJE can aiso be an important communications activity
{such as was held in January 1892).

5. Visual representations -- logo, bannrer, and loga use on letterhead, releases and
stationery.

6. Print materials -- brochures, information packet, list of printed materials (A Time 1o
Act, Commission papers)

7. Responsibiiity for communications o be assigned with specific and occasional
assignments to be undenaken by ail staff members, consultants, and sponsoring

organizations.

CONSTITUENCIES

. CIJE Board of Directers
Board members used to receive minutes of meetings and background material
for meetings. No minutes have been sent from the August Board meeting. There
have been occasional memos from the Chairman, Camper contacts have been
generally limited to before and after meetings of the Board.
PROPOSAL: A letter from the Chairman every two months on the following

schedule:
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Nov. '92/Jan. 93 Post GA in anticipation of a February Board/
Annual Meeting

Spring 1983
June/July 1993 Progress Report/Year in Review in

anticipation of an August Board meeting

Large City Federation Executives
Consult with Steve Hoffman and perhaps other Senior Advisors (Shrage,

Friedman) and Sarnat to develop best approaches beyond Chairman’'s letter.

National Qrganizaticns and Denominations
Need to develop list of key organizations -- beyond co-sponsors and
denominational groups with which CLJE already has contact -- and formulate plan

to reach (if appropriate} this list. Maximize use of Board members and Senior

Adviscrs from these groups.

Senior Advisors
Senior Advisors meet twice a year, generally a month in advance of Board
meetings. Minutes, actually summaries of meetings, were mailed. Background

materials are mailed in advance of meetings.

PROPOSAL
Meetings twice a year in New York where majority of advisors work. Occasional

letters or memos from Education Officer. Copy of MLM letter to Board (7}

5



‘52

g2:22 PM CIJE 221388 Poge

The Jewish Press

Develop roster of key contacts at JTA and national level and at local leve! (New
York, Atlanta, Baltimore, Milwaukee). Press releases keyed to major
announcements and meetings. Consider role of Jewish magazines --
independent and those sponsored by sponsoring and other national
organizations and denominations. Press packet to be developed. Press clips to

be organize

Jewish Education Community

Stress communication role of Senior Advisors. Participation in conferences, CIJE
as an educational resoutce may be best approach.

Potential continental funders

Discuss future approaches with Art Naparstek. Consider special type of

occasional letter to this constituency. Importance of personal contacts.

A CIJE NEWSLETTER

PROPOSAL:

This proposal for a newsletter entitled INITIATIVES reflects discussions with Jonathan

Woocher and a preliminary proposal from JESNA to undertake this assignment.

PURPOSE:
. To keep constituencies noted above informed about CIJE work and
progress.

. To highlight specific initiatives being undertaken under ClJE sponsorship or

with its collaboration and support.

3
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. To focus aftention on key issues related to CIJE goals and activities

CONTENT:

* A feature article in each issue on a timely aspect of CIJE's work, &.g., Lead
Communities, Best Practices

. Updates on other projects

. Lead Community activities

. Profiles of involved lay leadership, consuttants, staff

. Insert articles on themes related to ClJE's wark such as recent Holtz article
on educaticnal change, reprints from educaticnal publications, or from CIE
pariners, think pieces by Board members, consultants or staff statements
about Jewish education frcm a variety of sources that provoke thought and

comment.

FORMAT:
. Eight pages pius inserts (?)
. Three hole punched for reference

. Clean layout/easy to read/use of pictures and charts as appropriate

EDITORIAL PROCESS:

JESNA to compile and edit on behalf ¢f CIJE. A mutually-agreed upon editor will
have responsibility for production working undar the supervision ot Jon Woocher
in close consultation with senior staff. A small editorial board of CIJE Board
members and educational professionals 1o be established to deal with overall

policy issues.

£
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COST:

Cost will depend on the following tactors:

FYI.

Circulation (as many as 10,0007)

Production methods and values (i.e., type set/desktop/type of paper/colors)
Number, type, and iength of insens

Editorial and support staff time required

Availability and cost of outside production assistance.

JESNA Update/staff time, desktop publishing layout, printing, distribution of 2500

copies of two issues per year is approximately $20,000.

SCHEDULE:

Editions two 1o three times a year. To be coordinated with communications with

constituencies,

2

I
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION M
Maflng address: 163 Third Avenrue #128  »  New York, NY 10003
Phong: =~ = ~°° 77 FAX: (212) 2134078
MEMORANDUM
To: Anrt Rotman Date: December 14, 1892
From: Shulamith R. Elster Re: Naticnal Board of License

| was contacted Dy the Natignal Board of License with a view to how they can
work with the CIJE in a manner that both furthers their own particular interests
and advances {he CIJE's work most especially within the Lead Communities
Project. Alvin Schiff wrote to Mort aoout this last summer, and | have been
asked to respond to the inquiry about possible support. | would iike to have the
benefit of your thinking as {o how to best proceed.

The National Board of License {(NBL) asked for this meeting to:
+ Brief the CIJE on the work of the National Beard of License

- Discuss the current status of the National Board of License and the
challenges to its survival

- Explore opportunities to work together with the CIJE

+ Explore opportunities for the funding of its activities 50 as to insure its
future

The former AAJE provided support staff and services to the NBL, and, with the

creation of JESNA  this was moved to JESNA. Now that JESNA has reoroered
its own priorities, Paul Flexner's time assigned to the NBL is severely limited. 1t
is unlikely that the NBL will continue to function within JESNA. Thus, _the future
of licensing and accreditation of teaghers through the NBL is truly at a risk,

Al a time when discussions of standards, licensing and accreditation are
foremost in the thinking of educational leaders, it is interesting that this
mechanism for Jewish education is without suppon.

The National Board of License consists of fourteen professionals who represent
fourteen different groups -- training institutions and professional organizations.
The NBL meets twice each year and in between formal meetings functions
within a commitiee structure.

£












B OTOOMIATIIN L0 TEC:ZIZ-TET-Tova

"8e P21 28 PM CIJE 2213p8 Poge

‘Che Israel Experience
Community Initiative Pilot Project

4 coliaizorative effort af e CIER Joumdation, ©Y7, GCCA, JESNA. anet L1941

E 1S EOASAS
AE 'CE FOR =

1. Please list your primary sales tools and rank each according to how
important it is to your overall sales efforts. {Sales tools include
brochures, ads, video, slides, posters, etc.)

Least Most

Important Important
ltem 1L 2 3 4 i

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

If you currently use a video, please confinue with Question 2,
If you do not currently use a video, please continue with Question 6,

2. When was your video produced?
By whom?
At what cost?
Running time?
How often is it shown?
How many teens sec it per year?
How many parents of teens see it per year?
When are you planning to produce a new video?

3. How would you summarize the central theme of your video?
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‘w1e Israel Experience
Community Initiative Pilot Project

a collaborative effort of Ve CRIS Joundation. (3. GCCA. FLANA. and i1/

4. Who is the primary target of your video?
Parents

Teens

Equally parents and teens
Comimunity leaders

5. Do you use your video to encourage community support for your
program?

6. The CRB Foundation showed a video at the recent General Assembly
which was intended to_motiy 4

Lsrael. Would you make use of this video in your local community?
If yes, please describe how you would use it.

7. If we were to add a few minutes to the GA video, what additional
information would you suggest that might inspire or motivate lay
leader support?

]

LA
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‘The U v el Exper: nce

Community Initiative Pilot Project
@ cofiahborative effort of The CREE Tonsdetion, 777, YCCA JOSNA, nd 494

8, If you could produce a personalized ending identifying your program
to the CRB video uscd at the GA for a cost of approximately $2,000,
would you do it? If yes, how might you personalize the video?

9. If The CRB Foundation were to produce another video that generally

promotes the Jsrael Experience to teens and their parents, would you

use it?
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing address: 163 Third Avenue #128 . New York, NY
10003
Phone; {(212) 532-1961 FAX. (212)
213-4078

MEMORANDUM
TO: Art Rotman DATE: December 16, 1892

FROM:

Annette Hochstein

cc: Barry Holtz

Shulamith Elstems ' .  SUBJECT: Senior Advisors Meeting:
January 1993

The Senior Advisors - formerly Senior Policy Advisors -- have not
met as a group since January 1982, individual members of the group
undertook assignments during the Lead Communities selection
process and several attended the February Annual Meeting of the
CIJE, but other than that, we have not made any effort to truly “keep
them posted" or involved.

I think the group has been very helpfu! in the establishment of the
CIJE role as an intermediary -- that is, the CIJE and its agenda have
been accepted and encouraged by the organ zations, movements and
denominations. The public relations value - and some good advice -
should not be underestimated.

We now have a new concept evolving. The advisors should perhaps
meet cnly once a year and their role be less deliberative. For real
advice, we plan to turn to a small core group. This new group would
consist of individuals such as Jack Bieler, Josh Elkin, Elljot Spack,
Jon Woocher, Sara Lee, John Ruskay and others yet to be identified.
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For the January meeting: Maierials

| would like to mail materiais two weeks in advance. At the
moment, | think they should include the latest papers and reporis on
Best Practice {Barry may have {o do a version of his last report for
this particular audience) and Monitoring, Evaluation and Feedback.
The group received Adam's paper last year, but it was never an
agenda item. | would like to send the paper again-with an update
pernaps by Ellen. A copy of the Chairman's Letter to the Board, will
bring the group up-to-date on a variety of items.

Agenda:
Bes: Practices: Barry and one of the consultants on supplementary
schools - possibilities include Carol Ingall, Joe Reimer, Sam Joseph.

Monitoring, Evaluation_and Feedback: Eflien and one of the field
researchers - Rgoberta or Julie, or both,

Foundation Approacnes: If you think the group can be helpful in
either reacting 10 ideas presented by Art or generaling new ones?

Lead Commuynities: Two Perspectives
Planner from one cof the commurities - Marshall Levin or Howard
Neistein.

Educator from one of the communities:

Chaim Botwinick (Baltimore} and Stuart Seltzer (whose school was a
Best Practice Conservative supplementary school, Ramah veteran, at
Chizuk Amuno Congregation}

Cheryl Finke! (Atlanta} who is Chairman of Solomon Schechter
Principals Council.

As inis appears to be becoming a full agenda, perhaps the Foundation item
should be eliminateo.

6.

| wouid like to see this as an agenda item for a telecon between Art,
Annette and myseif very soon.

3
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Fax Meamorandum

TO0: Annette Hochstein

FROM: Shulamith Elster[i\:«
RE: Milwaukee
DATE: December 17, 19

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

@—MW

I spoke at length yesterday to Howard Neistein
who called to tell me about the first meeting
of the Steering Committee. Enclosed are notes
from the meeting which I think you will find cf
interest,.

We spoke about Barry's visit to the community
after the next meeting of the group. This would
be sometime February-March., This will, of coursa,
be coordinated with Art's visit- which as of
today still has not been confirmed, If possible,
2 trip by Barry that would combine the lay and
educator groups would be ideal,

today (Thursday) 1 wil. be “eaving early in the
afternoon for Baltimore and on Friday I have

@ meeting with Richard Joel to halp focus the
Best Practices- campus work. This is preliminary
to my own meeting with Barry on Tuesday about
next steps with Best Pracztice as well as tha
pitot projects,

I would i1ike to contact Atlanta and Baltimore
regarding meetings with educators and particularly
presentations by Barry on both Lead Communities

and Best Practices. 1f you <hink that this is not
appropriate at this time, please Tet me know by

fax by Monday {(here in New York). 1 understand that
these meetings have to be part of a larger plan, but
the way community calendars are set, we may need to
schedule now for February-March meetings.

Also, 1 want to remind you (and Art and myself) that
if we are going to use the April CJF Quarterly for

lay or professional {or both) meetings, we have to

let people know to "hold the date" and we have to
begin pur own internal work on the acenda, assignments
and the like,

Best regards. 1 am certain your Institute Board meeting
will go welld,

S,

P.5. A reminder: Shmuel or Dani was going to send me
1. the preliminary work on the Curriculum for the
Educated Jew/ goals project
2. ypur current thinking on the Commissions so that

I can integrate it into my own.
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Steering Committee for the Commission on Jewish Education
Monday, December 14, 1992
5:30 p.m.

Summary Notes

Attendance: Dan Bader, Brad Bernstein, Maris Bock, Alan Borsuk,
Claudia Cohen, Jane Gellman (Co-Chair}, Betsy Green,
Judy Guten, Zachary Barris, Stan Jaspan, Rick
Marcus, Ina Regoein, Steve Richman, Bonnie Shafrin,
Louise Stein {Co-Chair), Jerry Stein, Bonnie Sumner,
Jerry Tepper, Eve Joan Zucker, and Howard Neistein,
staff.

1. Welcome/Introductions/Opening Remarks

Jane Gellman, Commisaion Co-Chair, welcomed Committee
participants. She explained that in assembling the Steering
Commlttee, an effort was made to include people who have
demonstrated a commitment to the community and an appreciation
that Jewlah EBducation makes. BAn attempt was also made to
appoint a Steering Committee whose members collectively
constitute a balance of perspectives on Jewish Education and
have credibility within the PFederation and within specific
agencies, schoole and synagogues., She noted that while each

of the members is recognized for having a broad community
perspective, that they can enrick the process through their
sensitivities toward the institutions and organizations that
they are involved in. Mrs. Gellman reviewed the progress to
date since the Federation Board had approved Milwaukee's
participation in the "Lead Community Project" and thanked the
Bader Foundation for its fundirg support of the Project
Coordinator for the £first year. She invited all Steering
Cormittee members who were available to participate in the
interview process. Committee members requested that there bhe
some standard questions available for Committee members at
each interview.

Louise Stein, Commission Co-~Chair, presented a Jewish segment
piece on the importance of Jewish Education to building
community, based upon the writings of Rabki Irving Greenberg
She noted that a similar segment will be included in each
subsequent Committee meetings.

ITI. Visioning

As a precursor to discussion about organizing the Commission
on Jewlsh Education, Jane Gellman asked Committee members to
spend some time talking about what outcomes our community
should strive for through the project. Bhe asked Committee
members to respond to the following guestions:

A. Bow does someone with a positive Jewish identity behave?
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- An opportunity for every person to experience
Igrael.

- A diversity of programs that respond to different
needs in the community.

- A desire for the pursuit of excellence.

- Qualified personnel in all settings.

- Education that 1s both affordable and accessible.

- Supplemental opportunities to public schools.

- Support for Jewlsh Education in the community and
a general feeling that holds learning in high
esteem.

- Opportunities that engage people throughout their
lifetime.,

III. Mrs. Stein presented a model for organizing the Commission on
Jewish Education and outlined roles and responsibilities
undertaken by the Commission as a whole, the Steering
Committee and various Task Groups that would be created
throughout the process. The model envisions a relatively
large body of people that who constitute the Commission.

Roleg and responsibilities include:

1. primary issues in improving Jewish Education and setting
priorities for addressing them.

2. Defining what Task Groups are to be formed to address
specific issues.

3, Adopting an overall 5 year plan and an implementation
plan for sach year.

4, Monitoring and evaluating progress of the Project as a
whole,

5. Identifying sources and approaches for potential funding.

6. Communicating progresd and results to the community
groups in an effective manner.

7, Marketing involvement for the process.

B, Advocating the importance of Jewish education to the
community ae a whole.,

The Steering Committee would focus its attention on the
Commiesion's process. Specific responsibilities include:

1. Organizing the Commiseion and framing its work plan.
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2. Reeping the Commigsion focused so that results are
achieved.
3. Serving as a liaison to the Federation.

4. Problem solving/agency relations,

During the process, different Task Groups would be formed
around specific issues. Their responsibilities would include:

1. Defining the problems and oppertunities associated with
specific issues.

2. Analyzing the issues and the community's ability to
address them.

3. Identifying goals and objectives for interventionq.

4. Proposing strategies/pregran initiatives (possibly in
conjunction with "Best Practices"),

5. Identifying a methed of evaluation.

Mrs. Stein emphasized that cone of the goals of the Project is
to engage as many people within the community as possible both
through the formal structure and activities such as focus
groups, open meetings, lnterviews and surveys. It is hoped
that +the Project willl facllitate gaps in service and
strengthen what is already in place.

In organizing the Commission, the following guestions were
addressed to the Steering Committee:

1. What should be the size cf the Commission? How is
representation on the Commicsion balanced with its
ability to function?

2, How are professicnals utilized throughout the process?

3, What is the process for selecting Commission members?

4, What decision making authcrity is given to the Commission

&8s a wheole, to the Steering Committee and to individual
Taak Groups?

A number of Committee members responded that the Commission
should be as inclusive as possible and might even be redefined
as a Consortium. 1Its primary function would be to build
coneensus and to communicate to the community as & whole.
Since there would be no "cap” oun the oisge of the Consortium,
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it was felt that either the Steering Committee would in effect
be the ultimate decision making body. Others felt that while
membership on the "Consortium” would inveolve a larger group
of people, that withholding decisgion making authority to the
group would detract from the gquality of participation and
the ultimate ownership of changes proposed through the
Project. Concern was also expressed about perceptions by the
stakeholders that actual decisions were being made behind
"closed doors". They felt that while the Commission as a
whole may be larger than is traditionally thought to be
effactive in decision making, it still must be empowered to
do 8o.

It was agreed that the Steering Committee’'s first job would
be to form the larger Commission/Consortium and that the
actual model be further discussed at its next meeting on
Monday, January 18, 5:30 p.m. Committee members were asked
to begin compiling names to be involved in the process as a
whole and discussion would focus at the next meeting on how
people's energies could be best utilized. It was noted that
the input of names to the process reguired consultation with
a broader base of people that are currently on the Steering
Committee. It was also pointed out that the consultation
process to form the Copmission could be an opportunity to help
build suppert for the Project., The question of authority for
decision making will be discussed further. Further
instructions and materials are to be distributed prior to the
next meeting.

HN/nm
12/16/92
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Steering committee — Commission on

Jane Gallman «¢-(A%4,
3535 N. summit Ave.
Milwauvkas, WI 53211

A
Louise stein Ci- Lh&%

2519 W, Dean Rd.
Milwaukee, WI 53217

Hr. Daniel Bader

Helen Bador Foundation

777 E. Wiliecconein Ave.$#3275
Milwaunkes, WI 53202

Dr. Brad Bernstein
270 Hop Hill sast
Colgate, WI 53017

Maris Bock
9494 N. Falrway cirelam
M lwaunkee, WI 5321°

¥r. Alan Bersuk
3378 W. 518t Blvd.
Milwaukea, WI %3216

Rabpi Lee Buckman
1834 W. Edward Lane
Hilwaukee, WI 53209

. %i:gdéa Cohen
. » Atwahl Or.
&*dale, W1 53309

Betsy Greaan
Enterprise Magazinas
1020 N. Broadway #1111
Milwaukee, WI 53202

Judy Guten
400 E. Jumiper Ct.
Merguon, WI 53092

Mr, Stan Jaspan
6590 N. Crestwood Dr.
Milwaukee, WI 53209

Mr, Richard Marcus
6538 N. Bethmaur Lena
Milwaukeo, WI 53209

Ina Regosin
9580 N, Regent R4.
Milwaukea, WI 53217

Mr. Bteve Richman
Quarles & Brad

411 E. Wisconsin Ave.
Milwaukee, WI 53202

Bonnle Shafrin
1630 W. Greenbrook Rd.
Milwaukes, WI 53217

Mr. Gerald stein
Towne Realt y Inc.

710 N. Pl inton Ave.
Milwaukes, WI 53217

Fage 1@
1212

Education

Bonnie Sumner
3823 H. Lake Dr.
Milwaukee, WI 83211

Mr, Jerry Tepper

Tabak & Tepper, S5.C.
8l31 w, capitol Dr.
Milwaukee, WI 53222

Eve Joan Zucker

4856 W, Bartlett Ave.
Milwaukee, WI 53217
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A colinborative affort of The CREF Joumndation, (X3 9204, QESNA, and 1494

April-June, 1993: Local communities schedule monthly meetings of Israel
Experience Committee to which a Consortium staff member is available if needed.
The period includes telephone conference time and much “hand-holding". Visits
may be necessary by Management execs for fund-raising purposes and other
leadership purposes.

Management group will meet monthly.

Staff group will meet every 2-3 weeks, or more often, as needed.

Consortium suitcase:

1. Consultation services (scheduled through PG's office in NY} are available from
the following staff members:

Vicki Agron Mark Charendoff
Norbert Fruchauf Barry Chazan
T.en Rubin Peter Geffen
Leora Issacs or Art Vernon Irwin Kula

Jay Levenberg
John Ruskay

In addition, Brian Lurie has indicated his willingness to attend both events and
meetings in pilot communities. It is suggested that other management execs do so as
well. Personal involvement and participation of Charles and Andy Bronfman will
also be most helpful to the task of motivating local leadership.

2. Topics include (but are not limited to):

New Trip Development

Financial Planning: Savings Plans, scholarship endowment development, Bar
Mitzvah Registry

Local marketing studies

Advertising/Publicity approaches

Educational material development

Promotional Video: maximizing usage, preferred settings, follow-up

2604 geetree 3f12 Hed EBEOQ Z6. EB 239



The Israel Experience
Community Initiative Pilot Project

a collaborative effort of The CRI Joundation, CJ7, JCCA, GESNA. and U4

Staff Training

Evaluation and Research

Program modules in Israel: identification, use, funding

Placing the Israel Experience in the context of Jewish education
Development of comprehensive pre and post programs
Philosophical issues related to the place of Israel in NA Jewish life.
Field visits to groups programs in Israel

3. Video is being completed for local community use. Exploration of recruitment
video for parents and for teens is in process.

4. Proposal has been solicited from Comet Internatioral (Lewis Bernstein, President)
for provision of a portion of marketing services and production of educational
materials (video, interactive video, etc.)

5. Program for continental Savings Plan program is being presented to CRBF for "‘l*
final approvals. This program would be administered by Bank Leumi, thereby l_) :
eliminating the enormous staff drain on smatler local communities in establishing

incentive plans.

6. Marketing experience from the first and second years of the Joint Authority/CRBF
marketing Initiative is being collected and prepared fo: use by the pilot
communities.

7. Winnipeg will make its program available as a resource.

8. Bar/Bat Mitzvah registry programs currently being developed should be ready for

pilot communities trials by June 1992. These represent important potential of
inclusion of new, outside capital to the funding process.
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To: Art Rotman, Annette Hochstein Agendca ltem #2: Pi.ot Projects
December 15, 1992

C. Among the projects discussed at the 11/29-30, 12/1 meetings were possible

activines in the following areas:

1 in-service training of personnel -- focus an principals, initially
2. seminars for members of school Boards
3 possibility for Israel-based seminars for all groups

IGN T
1. oropasai ‘or the content ¢t piot projects (Barry)
2. design for the introduction ¢f projects into the communities {Barry}

. TO BE DISCUSSED

A. Role of iocal communities in the planming of pilot projects

B. Relatonship to work being done by Art Naparsiek in funding - foundation
linkages

ASSIGN NTS:
1. Proposal for involving local communities

2. Arrange meeting with At Naparstek and Barry (Shutamith)

SRE
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To: Art Rotmar, Annetie Hochstein Agenda ltem #2: Pi.ot Projects

December 15, 1992

C. Among the projects discussed at the 11/29-30, 12/1 meetings were possible
activites in the following areas:

1. in-service training of personne! -- focus on principals, initially
2. seminars for members of school Boards

3. possiblity for Israel-based seminars for all groups

N

ASSIGNMENTS;
1. proposatl for the content cf piict projects (Barry)
Q. design for the introduction cf projects into the communities (Barry)

. 7O BE DISCUSSED

A Rote of iocal communities in the planning of pilot prosects

B Relationship to work being done by Art Naparstek in funding - foundation
finkages

ASSIGNMENTS:
1. Proposal for involving focal communities
2, Arrange meeting with Ar: Naparstek and Barry (Shulamith)

SAHE;
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Maiiing Address: 163 Third Avenue #128 . New York, NY 10003
Phone: (212) 532-1961 FAX: (212) 213-4078

TELEFAX

DATE: December 15, 1992

FROM: Shulamith Flster FAX #:
Number of pages (including this sheet) 7

TC: Annette Hochstein

This articie from a tecent edition of the HUC-JIR Annual
Report will be helpful as we think of the special

“contribution" to the Lead Communities Project that can be

made by the training instituticns.

Also attached the most recent list of Senior Advisers.

Poge
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lished 1sedf as a place of both analysiy and action, 2
place where theory and pracuce unice i the serviee
of enhancing Jewash education. The papers written
and dehvered by che faculty, the parucipanon of
faculty 1n major mational commissions and commic-
3 with Jewtsh education, and the conin-
bution o1 the faculty 1o large-saale mquiries about
the state of Jewisli education indicate the impostant
role the Schoul plags in addiag to public knowledge
about Jewish educauun and in rusing cniical ques-
uons a1 ssues which muse be confronted. In the
next decade of capid change, growing complexity,

tees de

and amque challenges within jewish life, the Rhea
Hiesch School will expand s capacity as a center of
research and delibesauon abour the state of jowssh
cducanion and the conditions necessary o improve
and enhance the contnbusion Jewish educauun can
make. The goats and pregram inidianves ser fonth in
the Master Plan of the Rhea THirsch School have
Leen endorsed by che Mandel Associzied Founda-
vons. whtich awarded a four-year grant in the
amaunt of 3750,000 o 1the School in June, 1992,

Dr. Kerry M. Olitzky { from
{eft), Director, School of
Education, NY, and M.ARE.
recipients Deborah
Wasserman and Nancy
Rassov.

LEDUCATION AND JL

School of Education, New York

Dr. Kevry M. Olzky, Direcror

Jewish cducadion, fafmud Torab is undersiond at
the New York schoul of Exlucanion in s widese
pu:slbk definition. Thus, not anly Jo we otler pu-
grams in rthe discipline of Jewish educarion in the
torm of art M.AL progiam, but we also provide a
variety of programs and services which rranscend
the norm. These range from dhie Miller High Schoas
Honors Program {whicl meets on Sundays), to the
Instituee of Jewish Studies ar Washingion Square
which 15 an advanced program of adule studies vo-
sponsored by the Skitball Deparunent of Tiebrew
and Judaie Studies at New Yotk Universiry. [n-
depeh senies on archacology arc programmed cach
fall and spring. These archaeolapy programs provide
the public g forum tur dialogue over recent discov-
erics i the ancene Near Fast (pnmarily in Larael),
and brings to light the discoveries at the College-
[nstitute’s pwn excavations,

Al SPUDIeS w

Fhe School of Eduication sees iselt nurtanng,
non-trachtional students and dhus offers non vad
voenal modeds of education. For example, the MUA,
program in religions educanon is primanly designed
lor training people who 2re already supplementary
school principals or who may be auking a nud-
carcer change, especially those moving from seeular
educadion it the field of Jewish education Tris
the only graduate program in Jewish educanon at
the College-lasticute thac offers students the oppor-
tunity to pu e school pare time, acknowledying 1hie
Fact that not all can move direcdy Hom undergradu-
ate 1o graduate school oo 1 fall Gme basis. {n the
futute, we would like w move even beyond duis
flexible model by offeting dusier models of study
throughout the tn-state area so thacsnudens e
surdy doser 1 hotne and stady ac the FIUCTIR
catnpus ) periods of intensive summer study.

As part of our efforts i Jewish cducation, we
have wosked very closely wath the Depariment of
Rehigous Education of the Union of Amenaan
Hebrew Conpregations, Our work together on be-
halt of dhe Movemeat is perhaps the most interest-
ing and excinag ol projects over the lav few years.
COMPASY magazine, the Movement magazine for
teachers, is co-sponsared by the Depaitinent of
Religious Educanon and the New Yock School of
Educacon. {1 has been the vehicle foe study semi-
nars i which area reachers and educarars are
brnughe topether for worskshop aaining and other
programs. This past . cruc year, two exatng
non-rraditional semimars were obfered by our School
with Rabbt i foward Bogot ot the UAHC for eduen
tory spedilically desirous of craining in the Steppuyg
Stones Program (fos inermarned fandies) and the

Libeyor Program (for spedial needs learners) Other
joint projects include 4 series of wacher taanmy,

Bilhms and a Toreh Tapes Project inwhich o liberal
commentary 1t offered by leadiog HUC IR wadh

g
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B EDUCATION AND JUDAIC STUDIES

crs on the weekly foreh portion. These and other
ongoing HUC-JIRFUARIC progiams are nainsic w
the vitshty and growth ol education programsy in (e
Retorm Maovement,

Jerome H. Loucheim
School of Judaic Studies

Dr. Duyved H. Ellerson, Director

The Jerone H Louchheim School of fudaie Stadies
provides undergraduare insnucton in Hebrew and
Judaic Seudies tor seudenes ac the University of
Southern Calitornia. Courses cover a wide ranpe of
topics. During the 1991-92 academuc year, in addi-
tinn tw tour Jevels ol §iebrew Linguage mstructiao,
wourses were offered sn Judaism and Clidstian
Beginniags.” "Holocaus,” "Amencan Jewish Fie-
oon,” "Evil, Suffering, aud Gondness 1o the Jewish
Traduion,” "Amenican Jownh Jdentuy,” "Ziomsm

Or. David H. Ellensan,
Director, Louchheim School
of Judaic Studies, teaching
the undergraduate Jewish
studics classes attended by
more than 500 students ot
all fanths at neighboring
use,

amdd Jsrael,” " Jews and Theie Contribution to the
Creation of the Modein West,” "lnteoduction to
Jewish History,” and “[ntroduction e Judaism.”
The latter two courses were subvented by a grane
from the Jewish Chatauqua Sociaty of the National
Federation of Temple Brotherhoods. Five hundred
undergradoaie stadents were engolled in these
courses, making Judaic Studies one of the most
popular departments on the USC campus.

In uifering these courses ae USC, the Collepe-
Instirute hay broadened its mission in Los Angeles
to forge a relationship that s viernally unique in the
annals of higher education i the United Staces. ois
not uncommon for experts in Judaicd 1o serve 35
adjuna professors in neighboting insttutions. Ner
is v unprecedented for universinies t allow their
studenss w enroll in wourses in edjacent Jewish in-

SLEMEIONS 0N ) consortium fype arangement. Flow-
ever, HUC-JTR and USC may have the only

atrangement in the United States i whicdh 2 Jewish

seminaty provides exelusive instiucoion i Judiics
for students ar e university.

The Louchheim Schoal s, for all intents and
purposes, the Jewish Seudies Depacament of the
University of Southern Caldfornia, Teaching ia ol
School 15 an inwegral parc of tie dutics and cespon
bilities of HUC-JIR's Los Angeles faculty membar
and our faculty serve on a wide vauery of USU Fu
ulty comnuiees and staft 4 significane number of
USC academic programs. In so dosng. 1he (:t)”cgl
Lostitute 2ffirms its commitment o 2 pluralistic
suciery and sees HS DOEDIng mIsson, 1 pas, 4s L
rribunng o the eduication and characrer develop-
nienr of fewish scudents and pnucrgraduates ot a
faiths in 2 bighly complex, highly diverse urban
setting. Given the prominence and presuge ot U
in che wry, the narion, and dhe world, the
L oucttheim School rakes this commitment scniow
and sees irs cask of cducating undergraduates at
USC as a muajor part of its geal of serving the Jow
people i sur cowntry as we embaik on the 245
ceneury.

The Louckhen School constanidy reevalua
ws curricula wtferings, and 1991 92 was no exey
cion. The course on “Jews and Their Contribut
1o the Creatioa of the Modern West,” raughi by
Professor Norman Miesky, was developed m re-
Spanse Lo pcrcci\'cd needs o the l.mi.h'r;:r.ldu.nc
currrculum of the umiversity. Gdher cousses, sue
“Tewish Acstherics™ and “Black-Jewish Reladion
the United States,” are cursenty uinder voasider
KIgislb e

[ the meantme, the Toudhheim School
tinrues to be a vital pare of USCL B constirures o
easential component ol the College Institute’s «
sion 1 Los Angeles as ivstrves fulfill ity e
and convmanral respoasibilitees o dhe jownh x
and the Luper comuamity as our natime fices

hallenges ol the Contemporary workd,
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION
SENIOR POLICY ADVISCRS

Dr. Robert Abramson '~ .
United Synagogues of America
155 Fifth Avenue

New York, NY 10010

Phone: (212) 533-7800 ext. 2501
FAX: (212} 353-9439

Rabbi Jack Bieler

Hebrew Academy of Greater
Washington

2010 Linden Lane

Silver Spring, MD 20910
Phone: (301) 587-4100

FAX:  (301) 587-4341

Dr. Barry Chazan

CRB Foundation

1 Marcus Street
Jerusalem 92232 Israel
Phone: 011 9722 633 143
FAX: (0119722 666 894

Mr. David Dubin
JCC on the Palisades
411 E. Clinton Ave",
Tenafly, N]J 07670
Phone: {201} 569-7900
FaAX: (201) 569-7448

Rabbi Joshua Elkin
74 Park Lane
Newton, MA (02159
Phone: (617) 964-7765
FAX: (617) 964-9401

Dr. Shulamith Elster
Chief Education Officer
6424 Needle Leaf Drive
Rockviile, MD 20852
Phone: (301) 230-2012
FAX:  (301) 230-2012

(As of 8/10/92)

Mrs. Sylvia Ettenberg
924 West End Avenue

" New York, NY 10025

Phone: (212) 662-3841
FAX: -

Mr. Sam Fisher

B'nai B'rith Youth Organization
1640 Rhode Island Ave., NW
Washington, DC 20036

Phone: (202} 857-6385

FAX:  (202) 857-6568

Rabbi Joshua Fishman
Torah Umesorah

160 Broadway

New York, NY 10038
Phone: (212) 227-1000
FAX  (212) 406-6934

Mr. Darrell D. Friedman

The Associated: Jewish Charities
and Welfare Fund

101 W. Mt. Royal Avenue
Baltirnore, MD 21201

Phone: (301) 727-4828

FAX:  (301)752-1177

Rabbi Irving Greenberg - T
National Jewish Center for
Learning and Leadership

99 Park Avenue

New York, NY 10016

Phone: (212) 279-2525

FAX:  (212) 465-8425
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Mr. Gene Greenzweig
Central Agency for Jewish
Education

4200 Biscayne Boulevard
Miami, FL. 33137

Phone: (305) 576-4030
FAX:  {305) 576-0307

Rabbi Robert Hirt o
Yeshiva University
500 West 185th Street
New York, NY 10033
Phone: (212) 960-5263
FAX:  (212) 960-5228

Mr. Stephen H. Hoffman
Jewish Community Federation
of Cleveland

1750 Euclid Avenue
Cleveland, OH 44115

Phone: (216) 566-9200

FAaX: (216) 861-1230

Mr. Richard Joel

B'nai B'rith Hillel Foundation
1640 Rhode Island Ave., NW
Washington, DC 20036

Phone: (202) 857-6560

FAX: (202) 857-6693

Mr. Martin Kraar -
Council of Jewish Federations
730 Broadway

New York, NY 10003

Phone: (212) 598-3505

FAX:  (212) 529-5842

Ms. Sara Lee

Rhea Hirsch School of
Education

Hebrew Union College
3077 Universtiy Avenue
Los Angeles, CA 90007-3796
Phone: (213) 749-3424
FAX: (213)747-6128

221308 Foge

Dr. Daniel Pekarsky
Cleveland College of Jewish
Studies

26500 Shaker Boulevard
Beachwood, OH 44122
Phone: (216) 464-4050

FAX: (216) 464-5827

Dr. Bernard Reisman
Benjamin S. Hornstein Program
in Jewish Communal Service
Brandeis University

Waltham, MA 02254-9110
Phone: (617) 736-2990

FAX: (617) 736-2070

Mr. Arthur Rotman

Council for Initiatives in Jewish
Education

163 Third Avenue #128

New York, NY 10003

Phone: (212) 532-1961

FAX:  (212)213-4078

Rabbi Jeffrey Schein
Cleveland College of Jewish
Studies

26500 Shaker Boulevard
Beachwood, OH 44122
Phone: {216) 464-4050

FAX: (216) 464-5827

Dr. Alvin Schiff i
339 Jordan Street
Oceanside, NY 11572
Phone: (516) 766-8274
FAX: -

[H)



DEC 15

-2

g4:42 PM CIJE

Mr. Barry Shrage
Combined Jewish
Philanthropies of Greater
Boston

Cne Lincoin Plaza
Boston, MA 02111
Phone: (617) 330-9500
FAX: (617)330-5197

Mr. Stephen D. Solender
UJA-Federation of Jewish
Philanthropies of New York
130 East 59th Street

New York, NY 10022

Phone: {212) 980-1000

FAX: (212)888-7538

Dr. Eliot Spack s
CAJE

261 West 35th Street
New York, NY 10001
Phone: (212) 268-4210
FAX: (212) 268-4214

c213e8

Rabbi Daniel B. Syme
Union of Amerian Hebrew
Congregations

838 Fifth Avenue

New York, NY 10021
Phone: (212) 249-0100
FAX: (212) 570-0895

Dr. Jonathan Woocher
JESNA

730 Broadway

New York, NY 10003-9450
Phone: (212) 529-2000
FAX:  (212) 529-2009
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing address: 163 Third Avenue #128 . New York, NY 10003

Phone: (212) 532-1961 FAX: (212) 2134078
MEMORANDUM

TO: Arnt Rotman DATE: December 11, 1992

Annette Hochstein

cc: Barry Holtz
Shmue! Wygoda

FROM: Shulamith Elster SUBJECT: December Workplan

in our most recent meetings, Annette and | developed a ten point agenda for our work
on the Lead Communities Project.

These items are as follows:

Local commissions

Design of pilot projects

Best Practices

Monitoring, Evaluation and Feedback

Materials

Communications and Networking

Survey of educators in communities

Goals project

The CIJE

How 1o introduce ideas into the Lead Communities

—OONOT LN

©

My plan is to develop individual memoranda on these topics which will serve as the
basis for our ongoing work. Since they were prioriized during the 11/30 and 12/1
meetings, they will be developed in the order noted above.

Through the copies of these outlines to Shmuel and Barry, | can keep all of "our team”
informed. Comments and suggestions are always most welcome.

A memorandum on the Local Commissions foltows very shortly. | would like for Local
Commissions to be the main item on the agenda for the telecon now scheduied for
Tuesday, December 15, at 8:30 A.M.

Annette:

May | assume that the telecon is going to take place "as scheduled" and that you will
place the cali to me at 212-532-1961. If this is not the case, please let me know early in

the day cn Monday. | have a meeting with Barry at 3 P.M. and we will discuss #2 Pilot
Projects and #3 Best Practices.

Post-It” brang fax lrgqsmiltal memao 7671 [* of pages 't
To . . E T m 7 -

AL Y . &
Ca. Co.

2
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1. STATUS REPORT: ATLANTA, BALTIMORE AND MILWAUKEE

A. What is the current status of the community’'s effort to develop local
commissions?

1.
2.

R Lo~

How can the local commissions best be organized?
What role can/should CIJE play?

Who has been recruited 1o iead the effort?

Who has been appointed to the commissions to date”?

Do these individuals represent top lay and profassional leadership?
What role can CIJE lay lsadership play in recruiting local leadership?
How will this be accomplished?

C. What knowledge do members have about the Lead Communities concept?
How has this been communicated?

D. What plans are in place for presentations con the concept to the commission
members?

ASSIGNMENTS:

+ Preparation of status report for each of the communities {Shulamith)

a. repon from Art from trips to the communities
b. interviews with planners

+ Plan for local presentations {Shulamith)
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing Address: 163 Third Avenue #128 . New York, NY 10003

Phone: (212) 532-1961 FAX: (212) 213-4078
TELEFAX

To: Annette Hochstein Date: December 10, 19982

From: Arhur Rotman FAX # 011872 28619 951

Number of pages (including this sheet} __1

MESSAGE:

I will need to meet with you during the time | amiin Israel. Piease call
50 we can schadule.

Your memos of December 7 on my visits to the communities and Jack
Ukelas assignments are very heipful.

In a letter dated December 7, you provided background material on the
fothcoming meetings in Israel. You indicated this schedule would be
available "on arrival.” It is much too late for me as | must spend time doing
other things as well. Please let me know what you have in mind for the
schedule so that | can make plans accordingly. Also, please provide Don
Scher, at our office, with a copy as well.
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

“ paling address 163 Third Avenue #128 . New York, NY 10003
Phc|>:1§ {212) 532-1961 FAX' {212)213-4078
MEMORANDUM
TO: Ar Rotman DATE: December 10, 1992
cc.  Annette Hochstein ¥
Barry Hoitz
FROM: Shulamith Elster SUBJECT: Baltimore Briefing #2

The Reasons Why!

Te review:

Lay Lleadership

- Experienced .
- Agencies and groups have all been involved in the strategic planning
process fer the community led by the Associated

Professional_ Leadership

- Federation executive and senior staff are outstanding

- Friedman and Bernstein are an exemplary "outsice-inside” team

- Planning staft for Lead Communities Project includes three educators -
Levin, Kutler ana Betwinick, All have backgrounds and experience
in both community planning and education, in a variety of settings.

~gality »~-4 ~xte © ° 'ewish educatir pet "

—

- There is a wide variety of schools - denominations (within the
denominations), approaches, setlings and sponsorship

- There is a strong, informal education network - Jewisn Family Service,
Pearistone Family Life Institute, JCC

- Local Jewish university in transition but with potential

- Salid centra! agency - staffed to serve needs of institutions

- Potentiai for training in collaboration with other institutions

inan r

- Record of support for education

- Specific foundation support: Hirschhorn and Blaustein, and other
family foundations - Meyerhoff and Kreiger

Foge
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Financig! Prospects
- From memo of August 24, 1892 from Darreli Friedman to Charles Bronfman

"Tne Weinberg Foundation has put ferth an offer of a $10 million
challenge grant to be used for Jewish education. Of the $20 million
available if the grant is matched, 50% is to be used for formal classroom
day school education. The federation is insisting that the other 50%,
based cn strategic planning for Jewish education, be used for purposes
such as informal Jewish education, Israel programs, and the other types
of community education activities outside the formal classroom setting.”

Status of Local Commission

- A separate group is to be formed as a sub-group of the existing Commission to
guide the Lead Communities project. The prescnt commission has, in
their words, "engaged and incorporated multiple providers (stakeholders)
ot Jewish education, both formal and informal in all its deliberations”.
LeRoy Hoffberger will chair the local commission.

Atachments'
Fiscal Year 1993 Allocation to Jewish Education
2/92: Strategic Planning for Jewish Education
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Tel. 972-2-617 418,618 728
Fax: 972-2-619 851

Facsimile Transmission

t mb 6
To Art Rotman Date: November 6, 1992

Annette Hochstein
From: No. Pages: 3

‘ax Number:

Dear Art,

Unrelated to our conversation of yesterday, I wanted to share two
points with vou.

1. The letter of understanding:

I have no comments about the body of the text. But I believe that
in our conversation overlooking the Mediterranean sea, we men-
tioned that the appendix should be deleted. If I forget to men-
tion it then, here is the thought: the appendix is too brief to
be useful jas illustration, and some of the points invite mis-
interpret‘1 e.g.the fourth paragraph). Therefore I recommend
that it be drepped.

2. Upcoming staff meeting

Thank you fer the confirmation of the staff seminar of November
19 and 20. We here have conducted our own mini-seminar in prepa-
ration of that meeting and worked at trying to establish what a
first year workplan for lead communities might entail, and flow-
ing from that perhaps what some of the agenda of the staff
meeting might include. Here is where we come out:

The first year of work with lead communities should include the
following broad elements (I am not relating here to the process:
setting up of leocal mechanism for implementation etc..):



a. Introduce lead community idea into the community

b. Prepare plans including:
1. Educational self assessment
2. Lead Community plan (5-year plan)
C. Year 1 workplan - including:
1. Introduce monitoring, evaluation, feedback project and

set up feedback process

2. Implementation of several projects in each of the key
areas of endeavor (personnel, community)

3. Launch vision/goals project with particular reference to
Monitoring Evaluation and Feedback project.

4. Learning best practices

Here is a very brief elaboration on each:

a. the concept of lead community, the broad idea and its details
needs to be introduced thoughtfully to various populations in
each lead community so that they know what to expect and what to
do (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 (e.g. we want to make
sure that their needs are addressed, their concerns taken into
consideration, their participation in the project specified, the
mode of work defined, the benefits likely to accrue to them ex-
plained, etc...). We would also decide how to do this (individual
meetings, meetings by groups in the lead communities, meetings of
all groups at a joint seminar convened by the CIJE, etc.).

b. The second element of this year's workplan is the planning
assignment. This includes:

1. The need for the
comnunity to study its own educational system, its strengths,
weaknesses and needs. For that to happen, the staff must be in a
position to offer guidelines and guidance, including on such
items as how to conduct an assessment of the educators in the
community, whether to introduce achievement tests or not, what
sort of inventory of educational opportunities we need and to
what level of detail, data on attendance, etc. Preparatory work
includes the need to identify elements of such assessment studies
that have been undertaken in the Jewish or the general education
systems.

2. Preparation of a
five~-year plan. This would be the outcome of the work of the
local mechanism, whatever its form (committee, commission, sub-
groups, planner, etc..); together with the joint CIJE-Lead Commu-
nity seminar. It would include all the elements of plan from the
definition of needs and targets, through the implementation
plan.



c. Year-1 workplan.

This element has already ber 1. Let me just illustrate item c.2.
In order toc keep the momentum, to build on expectations and
respond to them, to begin to build the local educational capacity
and in order to gain time we would recommend that the CIJE offer
for immediate implementation several projects which we know will
be required, and for which we need very little lead time. These
projects would be in the areas of personnel training and communi-
ty mobilization (e.g., summer in-service training seminar for
lead teachers at each of the training institutions; seminar for
pregram for all day scheel principals in the lead community;
program for all supplementary school principals and all informal
settings program directors; training program for all school
board members: etc.). These suggestions (of which we would
bring many more to the staff seminar) would represent areas of
consensus and agreed upon needs.

* * * *k k * &

If the staff seminar end with a better understanding of these
items and the way to introduce them and bring them about in the
lead communities, we will have advanced the project significant-
ly. I would love to discuss this with you whenever convenient on
the phone.

Best regards,
P

/
AnnetW
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December 10, 1982

SUBJECT: Ballimore Briefing #1
Lay and Professional
Leadership

As you prepare for your visit to Baltimore, I thought it wouid be helpful for you to
have the names of the individuals with whom we have already been in contact
regarding the Lead Communities Project.

1 Lay Leadership

Individuals with whom we met during the site visit and since August 1992.

Alired 1. Coplan
LeRoy Hoffberger
David Hirschhorn

Alvin D. Katz

Richard Lansburgh

Richard Manekin
Morton J. Macks

Ilene C. Vogelstein

Chairman of the Board of the Associated

Chairman, Commission on Jewish Education

Member, Baltimore's Commission on Jewish
Education, Commission on
Jewish Education in North America
and CIJE Board and Lead
Communities Committee

Chairman, Community Planning and
Budgeting

First Vice Chairman of the Board

{(will follow Coplan and be next Chairman)

Chairman, Subcommittee on Jewish Day
School Education

Chairman, Joint Commission on Synagogue/
Associated Relations

President, Board of Jewish Education and
Chairman, Subcommittee on
Congregational Schoo! Education



1L Membership of Commission on Jewish Education of the Associated
{pre-Lead Communities Project)

MEME 35 AT LARGE

LeRoy Hoffberger, Chairman”
Rosalee Davison
Jonathan M. Genn

Dr. Leonard Golombek
Rabbi Floyd Herman
David Hirschhorn®

Judy Hoffberger

Dean Laurence Katz
Reger Lipitz

Richard Manekin *

Rabbi Herman Neuberger*
Jeffrey Picker
Frederica K. Saxon
Harry D. Shapireo

Eve Steinberg

Hannah Storch

Jack Tucker

Peggy Wolf

Rabbi Joel Zaiman

AGENCY DELEGATES

Rabbi Donald Berlin = Synagogue Council

William H. Engelman - Baltimore Jewish Council

Allan J. Gibkbber = Council on Jewish Day School Educatioen
touis J. Glick - Svnagogue Council

Fiorene Goldner - Council on Jewish Day School Education
Alice Levin - Jewish Community Center

Miriam Lowenberg - Jewish Historical Scciety

Searle E. Mitnick - Board of Jewish Education

Beverly Penn - Baltimore Hebrew Universit

Ben Schuster - Baltimore Hebrew University
Joan Scbkov - Jewish Family Services

Ilene Vogelstein - Board of Jewish Education *

EX-QOFFICIO

Alfred I. Coplan - Chairman of the Board ”

Michael Hettleman - Chairman, Strategic Planning Implementation Council

Samuel K. Himmelrich - Chairman, Endowment Fund Board of Governors,
1989 - 1591

Alvin D. Katz - Chairman, Community Planning and Budgeting *

Richard Lansburgh - Viece Chairman, Community Planning and Budgeting *

PROFESSTIONAL STAFYF

Darrell D. Friedman, President

William S. Bernstein, Senior Vice President

Marshall 5. Levin, Director, Community Planning and Budgeting

Nancy R. Kutler, Associate Director, Community Planning and Budgeting
Dr. Chaim Y. Botwinick, Executive Director, Board of Jewish Education

“has participated in CIJE Lead Communities meetings
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Educational Leadership
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(Reform-Conservative-Crthodox, formal and informal education,

pre school through adult)

Dr. Chaim Y. Botwinick
Rabbi Joseph Braver

Barbara Cohen
Rabbi Heshy Dachs
Elayne Fedder

Dr. Norma Furst
Rachel Glazer
Judy Grossman

Judy Meltzer

Rabbi Herman Neuberger
Reberta Orman

Carol Pristoop

Zipora Schorr

Rabbi Stuart Seltzer

Dr. Lucy Y. Steinitz

Executive Director, BJE

BJE Director of Human Resources
and Professional Development

Judaic Head Teacher, Solomon Schechter
Day 5¢chool

Principal, Talmudical Academy

Assistant Executive Director, JCC

Interim President, Baltimmore Hebrew
University

Principal, Beth Israel Religious School
(Conservative)

Director, Early Childhood, JCC

Dean-Undergraduate & Continuing
Education, Baltimore Hebrew
University

President, Ner Israel Rabbinical College

Co-chair-Principal’'s Association and
Director of Religious Education
of Reform Congregation Chev Shalom

Director, ack Pearlstone Institute for Living
Judaism

Director of Education,
Beth Tfiloh Community School
{Orthodox)

Principal, Chizuk Amuno Religious School
(Conservative)

Executive Director, Jewish Family Services



R 221388 Poge

COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

KMaling address 163 Tnird Avenue #128 . New York, NY 10003
Phone (212} 532-1251 FAX (212)213-4078
MEMORANDUM
TO! Art Rotman DATE: December 10, 1992
cc:  Annette Hochstein ¥
Barry Hoitz
FROM:  Shutamith Elster SUBJECT: Baltimore Bnefing #2

Tne Reasons Why!

review:

Lay Leadership

- Experienced _
- Agencies and groups have all been involved in the strategic planning
process for the community led by the Associated

Professional Leadership

- Federatior executive and senior staff are outstand:ng

- Frredman and Bernstein are an exemplary “outside-inside” team

- P.anning stail for Lead Communities Project includes 1hree eaucators -
Levin, Kutler ang Botwinick. All have backgrouncs and experience
in both community planning and education, in a variety of settings.

uali n xtent of wish tion network

- There is a wioe variety of schools - denominations {witrin the
dencminations), epproaches, settings and sponscrship

- Trere is a strong. informa! educat.on network - Jewish Famiiy Service,
Pearlstone Family Life Institute, JCC

- Lecal Jewish university in transition but with potential

- Solid central agency - staffed to serve needs of institutions

- Potentia! ‘or traiming in coliaboration with other institutions

nancial Resources

- Record of support for education

- Specific foundation support: Hirschhorn and Blaustein, and other
family ‘oundations - Meyerhoff and Kreiger

£



rinanciat Prospects

- From memo of Aagust 24, 1992 from Darrel! Friedman to Charles Brenfman

"The Weinberg Foundation has forth an offer of a $10 million
challenge grant tc be used for Jewish education. Of the $20 million
available it the grant is matched, 50% is to be used for formal classroom
day schoot education. The federation is insisting that the other 50%,
based on sirategic planning for Jewish education, be used for purposes
such as informal Jewish education, Israel programs, and the cther types
of community education activities outside the formal classroom setting.”

Status of Local Commission

- A separate group is to be formed as a sub-group of the existing Cammissicn to
guide the Lead Communities project. The prescnt commission has, in
their words, "engaged and incerporated multiple providars (stakeholders)
of Jewish educaticon, beth formal and informai in all its deliberations”.
LeRoy Hofiberger will chair the local commission.

L3 =] nte:
Fiscal Year 1893 Allocation te Jewish Education
2/92: Strategic Planning for Jewish Education
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STRATEGIC PLANNING FOR JEWISH EDUCATION I)?J;//,//

Priority Recommendations from the Subcommittees on:

~ Congregation and Communal Religious School Education
- Jewlsh Day School Eduycatiecn
- Informal Jewish Education

Approved by the Commission on Jewish Education, 2/3/92

KEY FOR INTERPRETING ATTACHED LIST OF RECOMMENDATICNS

o

All of the recomnmendations are listed in priority order
within their core area (Personnel, Programs/Initiatives,
Special Populations) as ranked by members of the
Comnission onh February 3, 1992. Two items sharing the

same ranking indicates that they both received the same
number of votes.

Before each recommendation, you will note either 1, 2,
or 3 asteriska. These asterisks indicate the following:
* denotes a recommendation vhich appeared in one of
the subcomnittee reports to the Commission.

*a denotes a recommendation which appeared in 2
subcommittee reports,.

*%# denotes a recommendation which appeared in 2

subcomnmittee reports.

In the case of recommendations which appeared in more
than one report, the original language has been modified
to create a single integrated recommendation.

A series of code letters appear in parenthesis after
each receommendation. These letters are abbraviations
for the constituencies which are impacted by that

particular recommendation. The letters represent the
following:

EcC = Early Childhood

C = Children

Adol = Adolescents

CAY = College Age Youth
A = Adults

F = Fanmilies

ALL =

All of the above constituencies

oca/ personnel
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Increase teacher salarijes and enhance benefi*s.
New salary standards should be established by
upgrading salaries for existing p ionnel and
ensuring appreopriate salary levels for newly
created positions. (EC, €, Adol, A, F)

Develop and utilize professional growth
opportunities for jn-service fryaining of koth
teachers and principals via classes, credit
courses,workshops, saeminars, and educational
experiences on the local, national and
international level. (EC, C, Adol, A, F)

Develop and establish an intensive recrujtment
program to identify potential teachers/educators
and monitor and assist them with their educational

training and ultimate placenent within a school.
(EC, C, Adol, A, F)

a) Use the BJE in assisting the schools in
identifying and recruiting teachers in gpecjal¢y
areas such as art education, nmusic education,
family education, remediation as well as
specific curriculum areas. (EC, C, Adol, F)

Provide teachers/educators with jincentive grantg in

order to encourage and revard axcellence. (EC, C
Adol)

Create more full-time teaching vositions in order
to make the field of Jewish education a primary
vocational focus, rather than a supplementary

position to other jobs in the community. (EC, C,
Adol)

Enhance community recogpition of teachers to
express esteem and to elevate the status of
reachers in the community. (EC, C, Adol}

tamine the personnel ilmpact of the structure and

funding quidelines of Synagocque Council and Joint
Commission programs in order teo determine whether
~hese two programs meet the current needs of the
Jewish educational community. (EC, €, Adol)

Znvestigate the feasibility of establishing a

community or school-based day _cayre program for
children of teachers. (EC, C, Adol)

Provide more intensive educational c¢opsyltation
services to teachers and pupils. (EC, C, Adol)

PERSONNEL ~NK~THW
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Agsist in making possible an gxpg:igngg_in_gﬁxgg; for members
of the Baltimore Jewish community. This should include the
development and funding ¢~ ¢ t-tx Lon

programs, maximizing the vewisa iucicaty=8..aiasi.y inpact of
the experience in Israel. (Adol, CAY, A, F)

a) Develop an endowment fund to support educaticnal

experiences in Israe)l for Secondary Educatjcn students,
(Adol)

Develop a comprehensive outreach campaign to extend to a
wider segment of our community. New creative approaches must
be identified to address the Jewish needs of the vast numbers
of Jews who are marginally arriliated with or are not
participating in existing Jewish institutiona and their
programs. Specific constituencies targeted for outreach
should be school age children not currently enrolled in a
Jewish schoel and unaffiliated college youth. (ALL)

Commit funds on a pulti-vear bagsis in order to ensure the
long-term viability of programs. (ALL)

Increase staff and program resources on gollege campuses in
the Baltimore area in a coordinated and unified manner.
(CAY)

Provide gponsultative services from THE ASSOCIATED to the
schools in financial resource development to assist in areas
of capital needs, endowment development, fiscal planning and
grantmaking. (ALL}

Continua to provide financial support for the day schools'
operating needs. (€, Adol)

Enccurage jnteragency collaborative projects, with synagogues
participating as full partners, especially in community-wide
events. (ALL)

Implement effective models for family educat n. (F)

Increase the number of hor-3 o to

provide more intensive educational consultatien services to
teachers and pupils. (EC, ¢, Adol)

Establish an_informational resource whose role would be to
take responsibility for: (ALL)

a) Identifying gaps in our existing education system and
advocating for the development of new prograns;

b) Serving as a comnmunity resource for available

programs/services, and enhancing the Jewish component of
programs; and
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c) Identifying opportunities fer interagency cgllaboracion on
programming and reducing possible redundancles.

Utilize marketinc Yt de Lne

the desired needs w.: vasiwas pdpusaitiun yrwups and to inform
pecple about available programs. (ALL)

Increase capitation grants to the day scheols based upen the

number of students enrclled in the day schools. ({C, Adol}
Expand BRJE Resource Center materials to include a greater
variety of educational resocurce material as well as a
resource bank of personnel in specialized areas. (EC, C,
Adol)

Provide schocls with ongoing informaticn and data regarding

effective educational models which have the potantial for
replication In school setting. ({EC, C, Adol)

Investigate feasibililty for providing students with a
community-wide school transportation system. (C, Adol)

Develop recognition/ingentjves to stirmulate academic
excellence of students. (C, Adel)

Provire more intensive guidance and assistance to

schools in the areas of programp planning and development by
the BJE. (EC, C, Adol})

Ensure the trapsition of pupils £from preschool programs to
elementary school, (EC, C)

Assist principals in developinc mepsures of accountabjlity
for their congregational schools. (EC, €, Adol}

Offer new ventures and experinents in adult education. (A)

Focus BJE's curriculum sexrvice program on the specific needs

of each congregational school via assigned BJE consultants.,
(EC, C, Adeol}

Explore various educational formats and methodology in order
to successfully implement the goals and objectives suggested

in ;he Report of Subcommittee on Congregational and Communal
Religious School Education. (EC, C, Adol)

Provide ongoing analysis of congregational school-based
educational needs. (EC, C, Adol)

Organize, market, and coordinate all programs for singles.
(CAY, A)

Assist schools in the critical areas of experiential and
informal Jewish educational programming. (EC, <, Adol)

Provide schools with more source material relevant to their

individual curricular needs through a BJE consultant. (EC,
C, Adol)

INITIATIVES~NK-TW
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ATIONS

e 1. Increase gcholarship and loan fupds available,
enabling students from families with limited

financial resources and/or new immigrant families
and/or families with multiple children to
experience Jewish education programs of their
choice (e.g. day schools, congregaticnal schools,
higher Jewish education, Israel experience). (F)

e L 2. Meet needs of children with gpecial educatjional
needs by: (EC,C,Adol)

a) enhancing the quality and scope of services;

b} strengthening community advocacy for special
learning needs; and

c) encouraging interschool sharing ¢f Information
and coordination of programs.

> 3. Increase funding for immigrant support services
such as ESL classes and other tutorial progranms,
(C, Adol)

SPECTALPOPULATIONSNK
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STRATEGIC PLAN FOR JEW] 1 DUCATION
CONCEPTUAL FRAMEWORK

EARLY
CHILDHOCD

CHILDREN

ADOLESCENTS

COLLEGE-AGE
YOUTH

ADULTS

FAMILIES




FY 93 ALLOCATION TO
JEWISH EDUCATION

Detail from
previous chart .7,

17 %
6% INFORMAL JEWISH 25%
36% EDUCATION
JEWISH el DAY SCHOOL
EDUCATION il $615,657 EDUCATION
$3.706,276 $933.785
\

28 %

CONGREGATIONAL
AND COMMUNAL
RELIGIOUS SCHOOL
EDUCATION

$1,045,158

30 %

HIGHER JEV H
EDUCATION

$1.111,676
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Mailing address. 163 Third Avenue 8128 . New York, NY 10003
Phone - (212) 532-1961 FAX: (212)213-4078
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TO: Art Rotman / DATE: December 9, 1992
Annette Hochstein
Barry Holtz 7
fn
FROM:  Shulamith Eistergf_ SUBJECT: Jack Bieler/Senior Agvisors

As parn of my ongoing effort to keep the CIJE advisors and colleagues in the field
abreast of developments in our work, | met last Friday aternoon with Jack Bieler.

As you will recall, Jack was a member of the Commissien and has oeen an active
participant in the meetings of the Senior {Policy) Advisors of the CIJE. Jack is on the
administrative staff of the Hebrew Academy in Washing:on with specific
responsibilities for the high school curricuium. His professional activities inciuoe
writing for T'en D&'at, a publication that reaches the "modern” Orthodox day school
educators. Unfortunately, no more funding is avalable for this publication - a real l0ss
for this educator community,

I briefed Jack on the current status of our work, particulerly on the Lead Communities
and Best Practices and Monitoring, Evaluation and Feecback Projects, and on the
Educated Jew Project and its relationship to the goals project in the Lead
Communities.

He hao some comments that | think are of special interest.

1. He wants to stay actively involved with the work of the CIJE as an adviser and
as one of the "small group” of advisors that we are now develeping. He sees a
role in the Best Practices Project, especially the oay schogl division. | will speak
persanally to Barry about how to best use him as a resource.

2. When we spoke about the model of "seif-nomination” for the day school division
of Best Practices, Jack noted that both this and the "goals” project will suffer
because of the fact that we have not devoted sufficient attention to training
teachers and educators to be reflective practitioners - for example, wili
educators really know what they have that is worthy of export to other day
schools? Do educators know how to analyze their own work well encugh to

make the type of contnbution {0 our project that would be beneficial to other
setlings?
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Jack feels that we ought to undertake an effort {similar to a Melton Retreat Program} to
train reflective practitioners and this within the context of the Best Practices Project.

Jack is working on a piece {inspired in pant by Sara Lee's introduction of David
Schoen's work) on reflective practice in Jewish education. Alas, there will be no T'en
Da’at publication - again, lack of funding - t0 bring this work to an audience that needs
it!

For CIJE Agenda:

1. Conversation with Jack and Barry regarding Bast Practices in day schools.

2. Consideration of in-service for educators in day schools on reflective practice so
as to enhance the day school component of the Best Practices Project. Can
Mefton do this for us? Can it include educators from the three Lead
Communities as well as others from the broader fieid?

3. Can we help T'en Da'at find funding? Pressure YU (througn MAF leverage) to
find some money for this educational publication?

4. How to use Jack in the Lead Communities -- the Educated Jew project and the
goals extension, in-service for educators, community lectures?

| welcome ycur reactions and responses.

SRE;

=
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Page

Mailing address: 163 Third Avenue #128 - New York, NY 10003

Phone: {212} 532-1%61 FAX: (212} 2134078
MEMORANDUM

TO: Art Rotman DATE: December 9, 1992

/
FROM:  Shulamith Elstegﬂ/-" SUBJECT: Foundations and the
Lead Communities

As | reflect further on our November meetings, | think it important to begin a discussion
0! how to best communicate and work with the communities regarding the various
projects that At has undertaken and now has on the “drawing board".

While | fully understand and we!l appreciate the necessity of obtaining funding to
support the core CIJE budget and advance the cause of scnolarship and research, it is

important that our role as "broker-facititator" - as outiinec in A_Time 1o Agt and in the
discuss'ons with the communities -- come alive.

I'm hopetfu! that we can think along the following lines:

1. Ant Naparstek to communicate with tne planners in each of the three
communities 10 bring them up-to-date and to schedule a visit to communities for
meetings with staff, with chairs of the local commissions and with a smail
working group.

2. The purpose of these meetings wouid be to acquaint Art with the local scene,
the local foundation worid and local priorities.

3. The benefits to both the CIJE and the ccmmunities are several beycnd public
relations. The local communities have good ideas, some contacts in the
foundation worid (local and outside) and these conversations may also result in

the development of projects (pilot project as in Barry's work) or others that could
involve all three communities.

| plan to be in Cleveland for other work on January 14th and plan to meet with Ant. |If

we have an idea about how you would like to proceed, we can use some of that time to
plan for these local meetings.

cc: Annette Hochstein
Ant Naparstek

PostsIt™ brand fax trqr)sminal memo 7671 [#o-‘ pages »

™ fanllle /Yo a;;,‘;{;_g}"»ﬁ .?,4'/,/%2 ;% '
Co. G,
el

Depl, ,/ Phone #

Fex # Fax »




JEI B3 82 d1:26 PM CIJE 221388 Poge 1

COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing address: 163 Third Avenue #128 : New York, NY 10003

Phone (212} 532-1961 FAX: {212) 2134078
MEMORANDUM

TO: Art Rotman DATE: December 9, 1892

FROM:  Shulamith 5!51974’@/ SUBJECT: BALTIMORE

As you prepare for your visit 10 Baltimore, | want 10 review the contacts that | have had
with the community since {ts selection as a Lead Cemmunily at the end of August.

1. Pianning meeting with Marshali, Nancy ard Chaim regarding "conceptions of
the lead commurity” - cur image of how the community will need to mooilize
and gear up for the challenge now posed by CIJE.

2 Meeting to introduce Juiie as our field researcner and for Julie 10 inrocuce the
Monitering, Evaluation and Feedback Project. This meeting included Marshall,
Nancy and Chaim as the "point people” for the community.

3. Meeting with Jack to discuss tne ther Letter of Undersianding and its eiements.
Bill Bernstein panicipated in this meeting with Marshall and Chaim and Darreil
dropped into the discussion for a time.

4. | aitended an Institute $ponsored by the Boarc o' Jewish Education on the topic
of "Visions of Jewish Education®. The Lead Community project was noted, | was
recognized and David Hirschhorn attended the sessicn. Five supplementary
scnool principals made putstanding presertations.

5. i have been invited to brief the Board of Jewish Education ¢n the Lead
Communities Project at its Decemper 17th meeting. Eileen Vpgelstein (who just
happens to be Shoshana Cardin’'s daughter} 1s the Chairman of the Board. i
will also lead the Board's study session at a dinner that precedes the
meeting...after all, teaching is "where it's at™.

As an aside, Dr. Norma Furst, the acting president of the Baitimore Hebrew University,
is a long-time colleague, and | met with her - on another occasion - to try to ascenain if
the BHU had rescurces that we could use as a part of our effort. On the same trip to
Baltimaore, | met with Chaim at the BJE 10 better understand the strengths of the central
agency as a part of my own inventory of local assets.

I hope that this is heipful. Is ihere anything ) can dp in advance of your trip at the end
of the week?

cc: Annette Hochsiein /

Post-It™ brand fax transmittal rmemo 767ﬂr of pages » /

™ (et No’%g'/&p:"'“gj,u/gmﬂ 2/ sper

Dapt Phono #

Fax ¥ “T:., ¥




acogd

‘The Israel Experience

~ommunity _nitiativ _ Pilot P_noj _*
a coliaborative effort of The CRE Joundation, CJF. JCCA YESNA. and LA

AGENDA

e
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MANAGEMENT GROUP MEETING

11:00 A-M. to 1:.00 P.M.

Conclusive Selection of Pilot Communities

Challenge Grants: criteria and amounts
Discussion and approval of Brian and Vicki's proposal

Staffing structure and assigiunents

Evaluation mechanisim

Setting of additional meetings

clo Abrabam Joshua Heschet School « 270 West 80th Street « New York, N.Y. 10024

{212) 555 7087 « fax: (212) 535-7090
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Th -~ Israel Experience
Community Initiative Pilot Project

a callaborative effort of ‘The CRE Joundation, CJ7. JCCA, JESNA. and 494

Proposed Operational Plan (asofwed. 12292

December, 1992:

Meeting of Consortium staff to plan agenda for community visits (December 15,
9am- 2pm). Evaluation methodology will be part of this discussion, with
participation from Mr, Murray Glow of A.R.A. Consultants, Toronto, Ontario who
has advised CRBF on several important evaluation projects in the past.

Meeting will to be scheduled towards the end of December of Advisory Committee
made up of representatives of AZYF and members of the NAJYD Association.

January ,1993;

Visit to coinmunity (two days) by 2-3 member team. Visit is preceded by receipt of
key community data supplied by local Federation. Coramunity is asked to schedule
meetings over the two day period with all individuals, committees, agencies whom
they feel are essential to the successful mobilization of community. Agenda for
those meetings is open-ended, fact-finding in nature, with goal of accumulating as
much data on local community as possible. Our goal is a diagnostic one: to
determine the strengths and weaknesses of the local apparatus with the goal of
returning with a proposed agenda leading towards an operational plan for that
community.

February, 1993:

Staff of Consortium holds several meetings with advisors (information/experience
sources) from consortiuin members' appropriate staffs to piece together plan for the
individual communities. This will be done for all four communities at the same
titne, thus allowing for efficient scheduling of staff visits, timing of development of
materials, etc., financial planning consultation, feasibility studies of new local
program iniliatives, etc.

March, 1993:

CRBF annuai conference to which pilot projects will have been asked to send 5-6
representatives. An afternoon orientation session is planned for these people to
meet each other and gain a broader perspective of the continental project.

Return 2-3 day visit from team assigned to community. General presentation of

recommendations. Recommendations are not final directive. They are agenda
setting in nature and begin a local process of focussed discussion and planning.

abod gegree rIra Hd B@:ER ZB.

£@ 230



£

“t~ Israel Experience
Community Initiative Pilot Project

a colfnboratie effort of The Ci¥F Faimdation, CJ3, F2CA FESN A rand 1494

April-June, 1993: Local communities schedule monthly meetings of Israel
Experience Committee to which a Consortium staff member is available if needed.
The period includes telephone conference time and much "hand-holding". Visits
may be necessary by Management execs for fund-raising purposes and other
leadership purposes.

Management group will meet monthly.

Staff group will meet every 2-3 weeks, or more often, as needed.

Consortium suitcase:

1. Consultation services (scheduled through PG's office in NY} are available from
the following staff members:

Vicki Agron Mark Charendoff
Norbert Fruehauf Barry Chazan
l.en Rubin Peter Geffen
Leora Issacs or Art Vernon Irwin Kula

Jay Levenberg
John Ruskay

In addition, Brian Lurie has indicated his willingness to attend both events and
meetings in pilot communities. It is suggested that other management execs do so as
well. Personal involvetnent and participation of Chartes and Andy Bronfman will
also be most helpful to the task of motivating local leadership.

2. Topics include (but are not limited to):

New Trip Development

Financial Planning: Savings Plans, scholarship endowment development, Bar
Mitzvah Registry

Local marketing studies

Advertising /Publicity approaches

Educational material development

Promotional Video: maximizing usage, preferred scttings, follow-up
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‘The Ysrael ¢ perience

Community Initiative Pilot Praject
a collaborative effort of The CIRE Joundation, CJ7, GCCA, JESNA, and UIA

Staff Training

Evaluation and Research

Program modules in Israel: identification, use, funding

Placing the Israel Experience in the context of Jewish education
Development of comprehensive pre and post programs
Philosophical issues related to the place of Israel in NA Jewish life.
Field visits to groups programs in Israel

3. Video is being completed for local community use. Exploration of recruitment
video for parents and for teens is in process.

4. Proposal has been solicited from Comet International (Lewis Bernstein, President)
for provision of a portion of marketing services and production of educational
materials (video, interactive video, etc.)

5. Program for continental Savings Plan program is being presented to CRBF for
final approvals. This program would be administered by Bark Leurni, thereby
eliminating the enormous staff drain on smaller local communities in establishing
incentive plans.

6. Marketing experience from the first and second years of the Joint Authority /CRBF
marketing Initiative is being collected and prepared for use by the pilot
communities.

7. Winnipeg will make its program available as a resource.

8. Bar/Bat Mitzvah registry programs currently being developed should be ready for

pilot communities trials by June 1992. These represent important potential of
inclusion of new, outside capital to the funding process.
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‘The Ysrael Experience

Community Initiative Pilot Project
a collaborative effort of The CRIZ Joundation, G337, GCCA. JESNA, and U494

Staff Deployment:

Each community will have a basic team of 3-5 who will work with that community
through the three year period. Each team will have one coordinator who will work
more closely with Peter as well as serve as the contact person for the community
staff and lay people. Not more than 3 pcople would comprise an individual
visitation team.

One model for the initial communities is: (* indicates coordinator)

Atlanta New York Palm Beach Toronto

Barry Chazan Vicki Agron* John Ruskay* Mark Charendoff
Mark Charendoff*  Irwin Kula Barry Chazan Art Vernon

Len Rubin Barry Chazan Vicki Agron [rwin Kula*
Peter Geffen Peter Geffen Peter Geffen Peter Geffen
Norbert Fruehauf Mark Charendoff Irwin Kula John Ruskay

Jay Levenberg will be brought in for marketing seminars and consultations as
needed. CRBF will be funding Jay's services.

abog BRAEIZZ 3ria Hd 11:£4Q 26«
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D. Refer to chart from AH's presentation re: 4-6 pilot projects

1. New hires - talented new people for community
2. Two from the list for implementation

E. Community Mobilization

1. Curriculum for lay leadership in Jewish education
a. CLAL, JESNA, denominations

2. Rabbis - discrete group

3. Communal workers - federations

4. Public community forum
a. Scholars from The Educated Jewish Project
b. BH on Best Practices

. Reflections on SF meeting with BH (Barry Holtz)

A. Need to work on:
1. Level of understanding in community about what LC means
2. Individual approaches
a. Staffing - CIJE staft, others
3. "Gatekeeping" by federation stafl
a. Remains an issue in access
b. Strategies for introduction

. Seminars in Israel/Harvard
A. "Educated Jew" - lay and professional
B, Training re: goals
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COUNCIL FOR INITIATIVES IN JEWISH EDUCATION

Mailing address: 163 Third Avenue #128 . New York, NY 10003
Phone: (212) 532-1961 FAX: (212) 213-4078

MEMORANDUM

TC: Barry Holiz DATE:

December 3, 1992

FROM: Shulamith R. Elsler SUBJECT: Eic.

IUs been a busy week -- a classic understatement! I'm taking the next few days to
develop a workplan for myself that includes the assignments and challenges of the
past weck.

We need to schedule a block of time -- (probably the week of December 1dih),  We
alrcady have the 12/17 (12-1:30) JESNA daie,

1) Can you meel that moming, 12/17, at JCCA

or
2) Anytime and anyplace on Monday, Tuesday or Wednesday aflernoons?
AGENDA
1) Best Practice
Update

Day Schools
Early Childhood

2) Trips 1o Communities
Approach
Content
Scheduling

1) Pilot Projects
4)  Communications
Keep in touch
Reporting to Art Rotman, Apnette Hochstein and Seymour Fox
5} Scnior Advisors Agenda
You'll be pleased to know Judy Levine has joined the staff as my secrelary - and yours
as well when you arrive here. 1'll be in Washingien Friday, and at the Schechter

Confcrence Monday, so let Judy know your preference re: time and place.

Shabbat Shalom!

cc: Art Rotman _
Annette Hochstein Postl-1t™ brand fax transmiltal mermo 7671 l* of pages »
f . -
* foar TU /7/ D(jc?_g(//‘: mm%-uéwﬂ-ﬁ, P27 (7
Cao. Co.
Dapl. Phone ¥
Fax # Fax &
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~-U..CIL FOR IN IATIVES IN JEWISH _DU_A" )N

Mailing address; 163 Third Avenus #128 . New York, NY 10003

Phone- (212) 532-1961 FAX: (212) 213-4078
MEMORANDUM

TO: Annette Hochstsi DATE: December 3, 1992

FROM: Shutamith Elster SUBJECT: Notes from Mestings

11/30-12/1/92

| hope that you and Seymour and Shmuel had a safe and uneventful trip home. For
cerlain, there was much for you to talk about and ponder on the way.

Enclosed are my "working notes” from our meetings. They are, at best, a way to jog
the memory. As promised | will use them as the basis for my own work in the coming
month.

| will ba meeting with Art very shortly to discuss his {rips to the communities and how |
can be haelpful with that assignment.

Best regards.

¢c: Art Rotman

Post-I ™ brand fax transmittal memo 7671 [ otpages * //

wlle H ocdsTord 34 i th /T

Phone #

Dapt.

Tor 7 Fax ¥
'1]

{
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NOTES FROM LEAD COMMUNITY PROQJECT MEETING
December 1, 1992

Paricipants: Annette Hochstein, Shulamith Elster, Shmue! Wygoda
. Gpals Project: Combines two Mande! Institute projects and initiatives

A. Th Proj

Revised papers now accompanied by an interpretive piece (Maron & Fox)

B. Training Institutions
What will their involvement be in the application of principles in

educational endeavors?

C. At what point will this impact schools-educational institutions? SW not
certain regarding classrooms but feeis very soon with curriculum planning

and developmant.

D. Evidence from general education ts that wilhcut a vision, content, goals, sic.
reform will not happen. AG in discussions regarding MEF Project that

without goals, difficult to evaluats.

1. i liberati n I he Level of:
a. institution (principais)

b. continuity leadership
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2. Howto intreduce :
(Fox and Maron paper)

A descriptive project paper

E. Oneyear {from now -- question from SE 1o AH:
1. public introduction -- speaksrs
2. vision statement
"Seriousness and richness of the project” suggests its power at the level of
community.

The Five- Pl j I-

A.  We know very little about what {s happening and what works. Communities
should take the lead, in the development of instruments, and maks a
contribution in this area as they learn about their own commmunity and use
information for informed decison-making.

B. Need for credible, valid knowledge base for educational system. Concern
for status of achievment testing - assessment.

C. JU assigned: Guidelines, self-assessment for looking at the system,
background material for the communities.

D. An 1o visit each community around Letter of Understanding and the staffing

issues,

a3
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CIJE and Lead Communities

3.
2.
3.

Board-Chairman’s Letter (AR to develop system)

Between communities -- Networking

Advantages and possible "down side” of networking

What do wa want to say to them?
Interpretive Piece and JU's assignment to produce handbook

Optimum frequency and format

Communications

221388

AH to review draft #2 of Communications memo

V. Working with the Community

A

Next steps

1.

AR to call, visit, communicate about;

a
b.

O

o

next steps - work plan
staffing
letter of understanding

congruence

Poge

€
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i} How should this happen in the community?
Educators -- BH and SE
Planners - AR and SE
Other Groups - 7 and SE

SE to decide how this should be organized. SE to review composition of local
commissions in relationship to intelligence about opinion leaders in each Lead

Community,

(?) When will local Commissions be ready to go?
C. Pilot Projects:
D. Bast Praclices:
E. Fund Raising:
*** MAIN ASSIGNMENT = highest priorty
V. Community Scenario: Nexi Steps in the Community -- One Scenario
A. Planner
1. has received Best Practices papers
2. invite Barry to community to bring contant "inio motion" in the

community

3. will convens group regarding pilot projects
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Arrange Ongoing Seminar with Principals:
1. in-service training of teachers
2. Best Practices

Result wilt be part of planning!

Concurrent meelings on local leval with key groups

Interpretive Piece - Specific comments by AH:

A.
B.
C.

Role as a ta'k piece

One of CIJE resource pieces

Needs tc be more specific and clossr o the original message of A Time To
Act

Personnel needs 1o be up front

Omit sections on "all groups" and “settings"

g
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Motes from LE project meeting with Annette Hochstein and Shmuel
Wygods/Noverher 30, 1992

hgenda items for 117320 and 12/1 meetings:
LGcal commiscsaohs

Cesign of pillot projects

BEest Practice

Monitorang, Evaluation and Feedback
Materlials

Ccammunications and Networking
survey of educators in communities
Goals project

9., Tiie CIJE

10. How to 1ntreduce ideas 1inte the lead communitiles

fa o I o L BT O LT R )

The following items from the above agend:i were discussed. Notes
under each iter are juat major polnte of the discussions.

L

I11. Local Commlssions

Tne following guestions were raised:

Who is the leadership?

wWho is invelved in the leocal process at this time?

How can the community be mobilized?

What role can the CIJE board play in recruitang local

leadership?

How can the local commissions best be crganized? possible

task forces or work:ng groups on speciiic issues- e.g., pilet

prejects, personnel
comments:

a. CIJE has to provide a framework for the leocal commissions
and communities act within it.

. Local commissions are particularly mportant because
decisions are not made by the planners alone,

c. Are ths individuals who now chalir the commissions in
Atlanta, Baltimore and M:lwaukee the people who can muster the
"wall-to-wall" ccalitiong?

4. Local commission must include top leadership, ecducators
and ranbis.

e. AH suggests contacting Mark Gurvis in Cleveland rsgarding
tha Cleveland process. It may be the mosgt advanced that has
been donre- participation of gioups, involvement of academics,

IV. Design of Pilot Projects

1.$pecific pilot projects are important as they can "jump
start” the local lead communzty.

2. Barry and Seymour meeting l11/29 to come up with pilot
projects and the process by which they will be introduced.

3, Barry will take the lead in the content of Eilot projects
al.d the process. Project to cover both formal and informal
education.

4. Possible projects may include community mohilization and
adersnip training.
5. Important role of pilot projects 11 building credibilaty
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V. Meniterivg, Evaluation and Feodback

i.8teering Compittee for projec: now includes: Colman, Inbar
Ganoran, Foaxx, Hochsateain.

2.Pesearchers will send reports to Adam/Ellen who wiil submit
ther o Steering Committas/Teport then goes to Art and At wila
decide haw 1t gets to each community.

S.January report may be Jlimited, interim document or delayed in
li1ght of new timetable for launch i1n local communities

4. Feedback loep needs to be fine-~tuned so as to find a way for
usaful information to get to the communities.

V1. Ma ackage of Materials- CIJE Resources
: o includes: handbook and reference books
1. need for guide/ guide within a guide
Planners know elements of a plan and the required process,
z2. need to infuseée plan and process with specifiac content of the
lead communities. vaft of guidelinss lacks specificrty.
¢eale include desire to creabe a move reflective community
. Can be achizved with attention to on~-going process of self-
essment [(studying selves and develeoping tools and
:hanlqns frr this asssssment)
£, vear one: prafiles, inventory
year two: achlievement insasuves, clilent surveys
&. Planning 1s ve be the moin tark of the local commission-
irst the 1mnediate plan an then the preparation of & five
yeay plarn.
Camments: With what ressage and by whom €oes the ward of the Lo
project get  to the communities? (See 1eference in  sectinon on
communications!

VIT, Commuiications and Networking

yJust the beginnuing of the d.scussion)
1., Wwho is the most likely to be succescful in attracting top
leadership to the LC profeet? zole of (IJE leadership and bratrd
in this process
2. A® an example, CIJE leadership can be successful in the
effort to get "dedicated staff" for the preozect i1n each «f the
cormunlties., Alsos in area of funding.

YIII. Educator Survey

1.7he earlier the survey takes place. the better

2.1t has utility 1in the planning of in-service activities and
in the planning pilece for educators.

3.Iss did work for the commission con educator survevs. LA,
Philadelphia, and Miami had surveys at that time,

4. Woocher and cothers may know of more recent ones.

5. Meier mav know of others used in general education.
Assigument: researci what exists bevond those cited in Isa's work
for the commissiorn.
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We all curry tha ne3v§ burden cf having feiled ko react n
urgyently to the pieces of evidence which £ilterad into the unitag
Statea befcre and during World War II akout Nezxi intentions to
'dastroy the JTews of Europe. In the procecs, we lost a third of
the Jews in the world.

Taced today with a veyy different threat, one gorae suktle,
without clear e¥ternal enemies, hut a threat nevertheless to tha
survival of meaningrul Jewish identity in the United States, we
contirve to act as -f ne crisis is upon us., Yet, a huge
bombshell has bden drogped in our midet--the CIF Nacional Jewish
Populatian survay., Yet cur Jewlsh institutions ana leadcrship

has reacted as it onlv a popgun had counded.

e e T o W T e ol T B i B o e St A S L il A e Y e e g e S i e o e vl W S s e e ey A  —

Stuart E. Eizenstat was Asslstant to the Presldent for Domest ic
AZfaira and Policy and Executiva Directer of the White Houee
Domestic Policy SGtaff from 1277-1581. He is a partner and Vice
Chairman of the law firm of Powell, Goldetein, Frazer & Murphy in
Washington, D.C., and an adjuhct lecturer at the Kenredy Schonl
of Government, Harvard Universily. Mr. Eizenatat apprsciacca the
excellent research assistance of Mr. H. Andrew Schwartz and the
nelp of Mrs. Shulamit Elster, Jewlsh Education Serviee of North
America, Ino. (JESNA).
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We all carry the neav§ burden cf having faliled ko react nore
urgantly %o the pieceg ¢f evidence which £ilterad into the Unitzad
Statea before and during World War II about Nezi intentions to
‘Qeetroy the Tews of Europe. In the precess, we lost a third of
the Jews in thes world.

Taced today with a very different threat, one more suktle,
without clear exTernal enemies, hut a threat neverthelssg to ths
survival of meanirgrul Jewish identicy in the United States, we
centinue to act as Iif no crisis is upon us. Yet, a huze
bombahell has bsen drogped in our midst--the CJIF National Jewish
Pepulation Survey. Yet our Jewlsh institutions and leadcrahip

haa reacted as it only a popgun had sounded.

e — T e T A g e e e o e . T g ke W T e N T Y M e e L T e S e A W e el Pt M e el S

tuart E. Eizensta:t wes Assletant to the President for Domest ic
A2faira and Policy and Executive PRirector of the White Houcse
Domestic Policy Staflf from 1977-1381., He is a partner and Vice
Chairman of the law firm of Powell, Goldetcin, Frazer & Murphy in
Washiingten, D.¢,, and an adjunct lecturer at the Kennedy 8chonl
of Government, Harvard University. Mr. Eizenatat appraciztea the
excellent research assistance of Mr. H. Andrew S¢hwar=z and tha
help of Mrs. Shulamit Elster, Jewilsh kducation Service of North
America, Ino. (JES3NA}.



Cnly a maer sSsa nane: in the pricrities of the Axcricen
ewisn zommunity, whizn will place Jewieh education--3

|yVstenl
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2lly r=formed Jewish education--at the top of the coenda,
can provide hoepe agzinst ths mounting tidal wave of assimilation

which threazens to enguls® us.

LEEE T RS TR EFEEE LR S R LR L L X AN

We nhave been dcluded by the increasing Jewlsh ccmmitment of
a core of American Jewry, chviocuely including this audierce, ints
kelieving Lhat we are thriving as a religion, rather than baing
weakened 1lnternally. We are mesmerised, even rlinded, by ourc ¢wn

very real accomplishments In this great and good country.

¢ There has becn an exploslon in the Jewish Day E£chool wovement,
Wwith over SG0 full-time slay schoola, nc longer limited to the
Orthedox community. Of the approximately %50 day achools, 14.5
percent descorike themselves as Communal, l4.7 percent as
Conservative, 28.3 percent asc Orthodox, and 2.5 pervent as
Reform. With regard to anrcllment, 5.9 parcent of the naarly
168,000 day school =tudants are enrolled in echools under
Comminal eponsorship, ¥.8 percent in Conservative schools, €3.1
peccent in Orthodox, 1.2 percent in Reform achools. (issace, p.
656) . Reform day schoole are opening in cities like Atlanta. For
those parents wishing to provide a Jawich education for their

children, over ones third are opting for the more intensive



adycatlion a Jewish Day zchool provizes. {36 percant). Trom 1¢357
un<sil 2937, ths pun’ :r or day s=chaols ncerz than doubled from 248
3 neasly =EC, and day scheel enrollizent insrae-sed rourfgll from
42, 650 to over 1€3,003. In 1937, “Zayar than 3 percent of thooe

enrvlled 1n Jewlsh schoola were 1n dav achoals, compared to

naerly 3¢ percent in 1987." (Whatf We Xnow Abont Jawiah Education,

ed. by Dr. Stuayrt L. Kelman, f£rom the article "ihat We Know

About...Enrollipent", Leora W. Issace, p. 64}.

*» Befwaen 1931 and 1982, thers was an 8 percent increase in the
tclal numbcr of Jewich achools and a 2¢ percsnt increase in the
number cf gtudents in Jewish Day 2chools, supplementary schools

and Iincependent. preechools.

e More American Jews than ever engage in svert religious
pragTicra—~2rom almest cne in five families kecping a kosher
houssheld teo wore kipct in public to an increaae in religioua

traditicn across denominational lines.

s Arerican Sewieh political influence is at its zenith, with more
than 90 Jewlsh-oriented political action committees raising wver
twe millicn dollars awmually te support candidates with pro-
Ierael and prc-Jewish agendas, and with organizatione like AIRAC
and the tConfercnce of Precidents of Major Jewish Organizations
affectively advocating Jdewigh intereste, We vote in high

numbers. Wae were 4 percent of the total vote Lhls November 3,



-

mors thAan twice cur zavsoentage of tne ponulation, and we were

deeply involved in hboch wmajer party’s presidential campaignz.

¢ You at UJA Pedaraticn raise the etagger. ng sun of cluse to $702
million annually, rnot ceunting tha egpecial appeals for Tews from
the forzar Saviet Unicn, while Israel Borss raieced 51 billion

-asl Yyear,

e Linkages with Isracl are growing. In 1990, 10,000 Awmaerican
Jewish high schonl and college students studied in Tsrael.
Jenior citizens, young adults and teenagers are participating in
voluntaar proyrams which are helping strangthen the Third Jewish

Commaonwealts.

Sut these positive davelepments are occurring only within
the core minurlty of the American Je«ish comxunity. As the CIF
study and others have dramatized, there are long-~term danger
signals kecanss a larger number of American Jevs are
disaffiliating from the Jewish community and its institutions.
TOO mary Arerican Jews are misusing tha freedom our courtry has
given us apd the urparalled access we have been given,
particularly eince the 1%60a3, to fully participatc in the
mainstrean of American ifi1fc. We have falled to recoegnicze that

the greatest gift we can make to America is to retain our

identity, culture, religiocn and traditions sao that we can



continue (o enrach the diverse rrsalc of our country, which is

our naticn‘s distinguisning feature,

» Cnly a minority of American Jewish scheel age children (ages 2
ts 17)--44 parcent--ard cnrclled in any organized program of
Jewish education. FEighteen (13 percent) of all school age
cnldren Ars in day schools and 28 percent are in supplementary
schools.
¢ Yhile sugplementary gcheols are the predeminant fora of Juwish
educaticn, with nearly two-thirde of the students in Jewish
schcels, the total number of these schaols, as well as their
enrcllments, has :declined dramatically over the past decade. In
1687, "there were 1,879 supplementary schoola throughout the
V.S8., as ccnpared to a peak of 3,154 schools in 1957, and
supplementary school enrolliment has declined 43 parcent fron
£11,080 to 207,nce" fronm 1457 to 1887. (What We gKnew About
Jewish Education, ed., by Dr. sStuert L. EKclman, frem the article,
dhat We Xnow About... Envollment", Leora W. Tsaacs, . 64).

In great part this descrease in enrollment 1 due to the
decliring birthrates, together witli the growth in the lay echoal
movement. But it also reflects the dichotomy in American Jewish
life: the periphery iz abandoning Judalsm and the core 1=
increasingly engaged in intensive Jewish activity.

One ¢f the most serioue signs Of the detarioration in Jewish

aducation is the diminished intensity with which supplementary

[ ]



schoels, s3111 “4ha averus fcor the vast zajoritv o7 Azerican
Jawish youth whe come antz contact with Jewish sducation, toaczh
our c¢alildren. Thera have bean "significant decraases in tha
nuteers of kroth one-day-a week and flvae-day-a-weax supplemenctary
sthools and an incyease in the three-day-a-week Zorm., In 194¢,
62.7 paercent of students snrolled fn supplensntary aschools
attende five deys per week; in 1558, sépercent of the students
attanded three days and only € percent attended five days. DBy

870 there were almoet no five-day supplementary achools left,

e |

Mcanwhile, there has tezn a growing tendensy away from onc-day-Aa-
week anly asupplemantary programs, Thaec have becime most comnan
ter young (ages thrge to nine years) and pust-Bar/Dat Mitzvah
gtudents and under reform congressional sporsorchip." ( Izaacs,

rour Secades of Jawish Educatien, p. 5}).

®* Less than a third of Aamerican Jewry has visited Israal even
ence, aven though we waited *wo millennia Cor the rehirth of a

Jewish state in our l1lifetime,

¢ Less than half of us beiorg ta any Jewish inatitution or
contribute ta any local UJA Federation or practice any consistent

pattern of ritueal ckservance,

e Nur pirthrate is the loweat of any group in American soclety
and iz at zero populatlon growth. As the CJF study informs ue,

only 4.3 millicen Arericana--1.8 percent of the U.S. population



{ona-nalfl =tnc peresntage of the U.S. maprlaticn in L330)--

identify thermnelves a5 Jews Dy religicn, one and half willion

lacsc than we assumed.

¢ 3ince 1v35, interf2ith marriages Involving a Jewish spouse

1
(8]

excagded 30 percent, up froz 10 peccant as recently as 1570,

"
n

compound matters, conversion rates by the non-Jewish =pousas a
down to rock bottem--G percent. As many Jews convert TO
Christianity as Christians convert Te Judaism, While 500,000

CAns born or raised asz Jows now have either no religien or

-

Azer
have ancthey relilgion,

Your own CJF ctudy documents that where there are not
cenversiona, less than one third of the children of mixed
marriages are cralced as Jews. A Philadelphia study shewed tLhat
virtually none of the grandehildrer of mixed marriages without

cenversions to Judaism identifield themselves ac Jews.

EREAT A AR R P AARRAN TR AR AAT R &

A bell tolled ldst yecar when the CJF study was published,
but most of our Jewish inatitutions and leaders have failed to
react ag if it tolled for us. We cerntinua to pursuc busineggz as

usual,

I believa that the Council ot Jewish Pcderatlona nationally
and UJA Federations locally, must lead the way in reaponding with

urgency and a new sense of priorities.






b Dresarve cucr parti 1l 7 they will melt into the landscazs o2
| america and deprive our couniry of cur dlstinctivenscss,

And you and I and our genavation will bear responsibili<cy
for the spiritual loss of Jews by our inaction, a5 an earlierx
generation failed to act tc save the phvsical livas of Jews in
World War II.

I was fortunate to be a member of the Commission on Jswizh
Fducation in North Amaerica, which, thanke to the rewmarkable
"leaderahip and generosity of Mort Mandel, took the most in-depth,
comprehensive look at Jewish education in modern Arverican
history, with a broad range of Jewish educators and educatisnal
leadars, Its report, A Time to Act, noted a Jewish education
system bheset py "sporadic participation; deficiencies in
educational content; an underdevelcoped profession of Jewish
education; inadeyuata community =upport; the abscnce of a
rascarch function to monitor results, allocate results, and plan
izprevements.™

From my own pergonal perspective I would ba mére blunt. The
Jawish supplenental school system of Hebrew and Bunday schools lis
disastrously inadaguate. The Dey schoel systam, while a majur
inprovemant, slill has a long way to go., In many communities it
doas not extend to the high schaol grades. Itc graduates
frequently have no fluency in Hebrew. Adult education programs,
while sprouting-up on many Jewish community centers and

eynagogueg is uneven, at best.



This repor%t was the Jewish equivalent of the dramatic

report, A Mation At Risx: The Inperaktive £or Tducatjonal Reform,

a repert to the rnation and to tas U.S. Secretary of Education by
the Commission on Excellence in Education in 1983. This landmark
report sparked the nationwi&e novenrent for education reforn,
which reached the level of the Prasident, with his Year 2000
goals.

The problem_is that the Jewish community and its leaders

have nor reacted to the crisis in Jewish education presented_in_ A

Time to_Act with anything avproaching the urdgency that GoVernors,

Menbers of Condgress, lakor and business leaders, and the

President of the United States have dore in response to A Nation

At Risk.

The Commission in A _Time to Act, develcoped a plan to begin

to address these problems, including:

¢ Building a profession of Jewish education, so that talented

people are attracted to the field; faculties are expanded;
training, salaries, and benefits are dramatically upgraded; new

career~track opportunities are opened-up.

ommunity support by raising Jewish education to the
top of the communal agenda; recrulting top community leaders to
the cause of Jewish education; and providing substantially
increased funding from federations, private foundations and other

sQurces,
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¢ Develoning =2 yesearch cawnability and a comprehensive research

agenda to monitor results and make informed decisions ard to

conduct on-going studies on the state of Jewish education.

e Egtablishing three to five Lead Commupities to function as

local laboratories for Jewish education, and to determine, based

on local initiatives, the educational practices and policies

which work best.

¢ Creating the Council for Ipitiatives in Jewish Education to

operate as a catalytic agent to help assure implementation of the
Commission’s plan; to help secure funding; oversee the
astablishment of the Lead Communities; and to help replicate the
successful eXperiences from the Lead Communities throughout North
Amerjica.

The Council, again thanks to the dynamic leadership and

vision of Mort Mandel, is beginning the difficult process of

carrying~out the agenda of A Time to Act. Fifty seven (57) North
American communities were invited to participate in the selection
process for Lead Communities; twenty three (23) submitted
proposals from which nine (9} finalists were sgselected. The
Council Board reviewed thesge nine proposals, consulted with
educators and lay leaders and made site visits. Three (3} Lead
Communities were selected after this exhaustive process--Atlanta

{70,000 Jews), Baltimore (90,000), Milwaukee (28,000).

11



The thesis of the Lead Communities project is that "the best
way to generate positive change at th2 continental scale 1s to
mobilize the commitment and enexgy of lccal communities to creats
successes that stand as testimony to what is possible. (Lead
Cormunities Program Guidelines, p. 8 ). Rather than emphasize
individual programs or schools an entire community was selected
because "lasting educaticnal reform involves the interaction of
school, family and community....One needs to effect the entire
system, not just a single setting, program or age group."
(Program Guidelines, p. 9).

Our Commission en Jewish Education in North America
recommended that lead communities focus on two “enabling option"
activities, which enable broader change to occur: empewering the
personnel who make~up the Jewish educational system and

broadening community support for Jewish education.

e o ok v o e e e o ok o e o o e ok o o oo o o ok e ke o

Permit me to offer suggestions about how to achieve the
gsystemic changes in Jewish education which the Commission
recommended and which are imperative for Jewish continuity in the

United States:

1. The first imperative_is for our Jewish leadership,
particularly the UJA Federation leadership which is thg bhackbene

12






ga* to achieve anp allecation level of 446 nerecent of leccal funds

for Jewish education k7 +the vear 2000.

Day Schools are clearly the most promising form of Jewish
educaticn given the inéensity of Jewish education they can
provide. Additional ccmmunity funding of day schools can both
help them inprove their faculties and facilities ané can help
keep costs down to levels which make it accessible to more hard-
strapped parents as a viable option to public or secular private
schools.

To help achieve tha goal of additional leocal federation

funds for educaticn, I recommend that CJF consider suggesting Lo

their local federations that there be an acdditional, optional,

lire on pledge cayds which will permit donors te designate a

portion_of their contribution for Jewish educatjon.
As _an alternative, 1f this would interfere toco greatly With

the ability of fedarations to allocate resgurces, a ect thr.
year natjonwide campaign should be launched by 1997, when most
ew Qm_t rmer Soviet Union will have settled in Israe £0

build up a large trust fund for Jewish edycation. This would he
patterned after the swecial campaigns like Overation Exedus and

Qperation Moses_and previcus special appeals. There is a crisis

apnd this would dramatize it.

3. Jewish supplementary schools still educate over 60 percent
of the Jewish children recelving any form of Jewish education.

For obvious reasons, there is a reluctance to use community funds

14



for individual congregational~basad schools. However, %9

anccurage “hn afficient use of limited resources and to urcrade

3

the supplemantary school svstem, l-ocal fodarations should provide

fupding Yo encourage "magnet supplementary schools" formed by

o voal their limited resources.

4. Israsl must be challenged to rlav an even bigdae le in

Americap Jewish education. Israel will soon have the largest

Jewish popuiation in the world, as their population swells with
relatively high birthrates and continued emigration from Eastern
Furope and the former Soviet Union, where 1.2 million Jews have
already filled-ocut applications to be united with families
already in Israel.

Israel is the center of Jewish life and has an obligation to
help fight assimilation. The WZO spends some $34 millicn on
Jewish education in the Diaspora and helps provide teachers,
materials and technical assistance. I am aware of the enormous
budget pressures on the Jewish Agency and the WzZ0. But more
money must be allocated to Dlaspora Jewish education.

The Jewish Agenc¢y and WZQ should organize an Israeli Teacher

Corps in which communities, kibbutzim, and Israeli universities

would be challenged to send, with UJA Federation assistance,

uali d_people to he each in American Jewish schools for up

to_two vears,

15



S. We should take a mpage from American Mormens, who expect

their children to serve on a mission abroad, by _astablishing 3

o<~

one-vear missien fcr our children in Israel elther as payt ot

theiy high school education or betwsen bigh scheol and college,

ag part of the obligation of beipg a Jewish parent. This should

become expected and routine.

It is absolutely clear that study and travel in Israel are
1ife-forming experiences in experiential learning and education
which build-in strong Jewish identification.

Loczl federations gan_encourage this activity by providing a

fow, coveted scholarships, based on merit, for study in Israel.

This will demonstrate UJA Federation’s commitment to Jewish

education in general, and to travel jin Israel in particular.

5. Goals should be set in terms of Hebrew fluency. A working

knowledge of Hebrew builds in a strong sense of Jewish identity.
Day Schools should expect, as a condition of graduation that
their students can pass an examination in Hebrew fluency.
Supplementary schools should do their best to introduce Hebrew
language studies so that students can at least carry-on an
elementary conversation in Hebrew.

Even our day schools fall far short of these geoals. If
students took French, Spanish, German, Russian or Japanese for
twelve years, or even six, in a public or private school there i=
little doubt they would be fluent. In Canadian day schools,

students by and large acquire a fluency in Hebrew as a spoken

is



language. HNet So in many of our Jewish day scheools. This will
reguire an attitudinal charge by Jewish educaters, so that, for
exanple, Judaic courses in day schools are taught in Hebrew from
the first gracde on. Hebrew must be seen as a living, spoken

language.

<. To encourage more adult Jewish education, Jewish Conmunity

Cznters should be encouraged through federation funding to

provide the type of serious adult Jewish programming that the JCC

of Greater Washington has developed, in addition to concentrated
certificate-granting education programs within the JCC context.
The Florence Melton Adult Minischool program is an excellent
nmodel, It exists in a score of cities and grants a Certificate
in Jewish Studies from the Hebrew University for a two year

program, taught one night per week for 30 weeks,

8. To set _an exanple and to_assure that our Jewish leaders are

themselves educated in Judaica, 3t should be a condition of

accepting the presidency of everv major Jewish organization,

whether 3t the local or national level, that in-service Jewish

education be provided and accepted. Organizations like Rabbi

Irving Greenberg’s CLAL should be encouraged to widen their reach

in educating emerging Jewish leaders.

The time to act is now. We cannot delay any longer.

[ echi]ial
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Received: by HUJIVMS (HUyMail-V6j); Tue, 10 Nov 92 22:45:56 +0200

Date: Tue, 10 Nov 92 22:45 +0200
From: <ANNETTE@GHUJIIVMS>

- Ton@e NYVMET L BITSET

Cc: annette@hujivms

Subject: Re: hello again
Dear Barry,

Seymour and I are coming to the US next Wednesday -- our

goal is to work with all involved to get the

Lead Communities project further into the communities.

In order to do the work we would like to meet

with you, both prior to - and again after - the workshops

of November 19/20 and 23/24 -- depending of course on

availability.

Seymour asks if you could meet with him on Wednesday the 18th at 12pm at
the JCCA. If possible this would be followed by a meeting of the three
of us and possibly others - we'd like to continue until 4 or 5 pm.

Looking forward to fruitful work together
Regards to Bethamy and to your children
Annette

p.s. Please let me know — any technology will do.



S

NGV 19 SZ 03:2PEM MELYON ITS

MtLlUN me

CI.-L\ A L.A%
for Jewish Education

Jewish Theological Seminary
308Q Broadway

New York, NY 10027

(212) &78-8031

Fax (212) 749-9085#

To: ES;?‘ nylﬂﬁﬁf’ {::::ih

At .FAX Num

From: QEMRV Here T2
Date: UM ,0

Total pages including this one: 1}“—-

RE:

*1f you experience difficulty transmitting to this FAX number,
please use the JTS main FAX number as an altarnate: (212) 678-83247.
kindly irdicate that this message should be forwarded to the Melton
Research Center. Thank you.
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WEEK OF J. UKELES J. MEIER ASSQCIATES TOTAL
Aug. 25-28 5.00 0.00 0.00 5.00
Sept. 8-11 5.50 .25 0.00 5.75
Sept. 13-18 2.25 2.75 0.00 8.00
Sept. 20-25 16.50 5.00 0.00 21.50
Sept. 27-Oct. 2 9.50 1.00 0.00 10.50
Oct. 4-11 7.00 4.00 0.00 11.00
Oct. 12-18 3.75 3.00 0.00 6.75
Oct. 19-25 11.00 7.75 0.00 18.75
Oct. 26-31 4.50 14.75 0.00 19.25
Nov. 1-6 9.00 16.50 0.00 25.50
Nov. 8-13 10.00 6.50 0.00 16.50
Nov. 15-20 7.25 10.50 0.00 17.75
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MEMORANDUM

To: Art Rotman

From: Jack Ukeles

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

cc: Annette Hochstein

e i i e o e A e B T T A B e i A P e e Pt T S Mt B
===t — A — _———— — —_—— =
I — =t e

1 enclose drafts of three Letters of Understanding. These drafts reflect the changes
suggested by Milwaukec 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
ialics.

I 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 better "partnership” tone.

Please note the following unresolved issues:

1. The language about the local financial contzibution in the case of Baltimore reflects
the language proposed by them. It is very close to what we had originally -- they added
a "commit our best efforts to..."; and included 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. It is not ciear that this difference
would fly in Atlanta or Baltimore. Therefore I included "Baltimore-type language in the
Milwaukee draft, with a "Milwaukee-type" qualifier. 1 think it will be a tough sell in
Milwaukee.

2. The original draft committed CIJE rescurces far consuitation using a roster of
experts, This followed from a number of discussions in your office and earlier decisions
reflected in the Guidelines sent out to Lead community applicants. If CIJE is now
backing away from this 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 1s 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 problem with the change.

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

4, Atlanta expressed concern about the lack of parity in language: “There is specific
language regarding expectations of lead communities, but only general language 1egarding
expectations of CIJE. More consistancy of language is preferred." 1 have not addressed
their concern.

* UKELES ASSOCIATES INC.



COUNCIL FOR INITIATIVES
TAT 'I"(;WIS“ DT\‘[J(-\ Am'n-q-

During 1992-93, the Jewish community of Baltimore with the advice and assistance of CIJE, will
prepare a five year plan for improving Jewish education. The plan will include: a2 neceds
assessment, mission or vision statemeni(s), program priorities, and a sirategy for financial and
human resource development. The plan will bujld on the work of the Commission on Yewish
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 underiaken; 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 Actlion 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:

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

. Provide techrical assistance in planning and sducational development.

[ | Work to focus continental resources for Jewish education on the lead communities,
specifically, the CIJE will introduce potential funders to the community -- including
continentel 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.

u Provide a monitoring, evaluation and feedback system to serve both the Lead Community
and CIJE.
n Convene lead community leadership for periodic meetings on common concerns.



COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

The Lead Community agrees to:

Establish a Lead Community Commitiee 1o direct the project. The Committee will be
made up of top community leadership representing all elements of the community --
Federation, congregations, instituth  : 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 subcommitiees) for stakeholders from
all sectors of the community to meaningfully participate in the planning process --
including consumers of Jewish education, (e.g., parents and students), educators, board
members and Rabbis.

Appoint a Lead Communities Planning Directar to staff the Lead Communities Commitiee
and to coordinate the work of educational and planning professional resources in the
community on the Plan. Senior professionals in the community (e.g. the Planning
Director of 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 2 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 profe: 1 of Jewish education, and thereby address the
shortage of qualified personnel.

Mobilize community support to the cause of Jewish education.

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

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



CDRAFT
COUNCIL FOR INITIATIVES
IN JEWISH EDU ™ ATION

1 Third Avenue #128 New York, NY 1
tei: (212} 532-1961 - tax: (212) 213-4078

QJECT

LEAD COMMUNITIES PR Mfing Address

December 2, 1992

LETTER OF UNDERSTANDING

The Jewish community of tAtlant®and the Council for Initiatives in Jewish Education (CIJE) have
sgreed to participate in a joint local-continental collaberation for excellence in Jewish education,
called the Lead Communities Project.

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

The lead community is expected “to function as a local laboratory for Jewish education; to
determine the educational practices and policies that work best; 1o redesign and improve Jewish
education through a wide array of intensive programs; 10 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 Atlanta has established a Council for Jewish Continuity. The
community views the Lead Communities Project as an opportunity to increase significanily the
quaniity and quality of Jewish education services locally, as well as to act as a madel for other
Jewish communities in North America of how Jewish education can be improved in order to have
a measurable effect on Jewish continuity.

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

This letter covers the period 10 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 also pp. 67 - 69.

* Sec also Lead Communities: Program Guidelines (Jancary, 1992) pp. 7-11.
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- Work with CIJE to disseminate the resuits 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.

CIIE Federation
By: By:
Title: Title:
Date: Date:

4
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COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

163 Third Avenue #128 - New York, NY 10003
tel: (212) 532-1961 - fax: (212) 213-4078

LEAD CDMMUNITIE F'Rcusc Miing Address

December 2, 1992

LETTER OF UNDERSTANDING

The Jewish community oftAttant&@ and the Council for Initiatives in Jewish Education (CIJE) have
agreed to participate in a jeint 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
generate positive change at the continental scaie is o mobilize the commitment and energy of
local communities 1o Jewish continvity, and recommended the creation of lead communities.

The lead community is expected "to function as a loca! laboratory for Jewish education; to
determine the educational practices and policies that work best; (o 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 und with the neecssary funding."" *

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

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

This letier covers the period io 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 10 Act (University Press of America, Lanham, Md.,1990), p. 17; sec also pp. 67 - 69.

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

During 1992-93, the Jewish community of Atlanta with the advice and assistance of CIJE, will
stari 1o 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 financia) and
humen resource developmeni. The plan will build on the work of the Council for Jewish
Continuily 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 Program for 1993-94 which will incjude the schedule
of the specific improvements to be undertaken; and the costs and revenues associated with each
specific improvement effort

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

During 1994-95, the community will carry out the implementation of the second year's Action
Program and preparc 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 wvariety of areas, including: Supplementary
Education; Early Childhood Education; JCC programs; Israzel Experience; Day School;
Campus Programs; Camping; and Aduh Education. Information on all areas will be made
available beiween October, 1992 and the end of Mayv, 1993. The lead community will
adapt and introduce these models in the light of local needs and interests during the
Action Years of the projeci, with the advice of CIJE.

» Provide technical assistance in planning and educational development, at no cost to the
community.
= Work to focus continental resources for Jewish eduocation on the Lead

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

L Nepotiate with foundations, organizations, and providers of programs -- training
institutions, JCCA and JESNA -- to define the nawre of their involvement and their
contribution to Lead Communities,

a Provide a monitoring, evaluation and feedback system to serve both the Lead Community
and CLJE.
u Convene iead community leadership for pericdic meetings on common concerns.
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COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

The Lead Community agrees to:

= Estsblish 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 specirum of religious movemenis represented in the community. The Committee will
be chaired by William E. Schatien, MD.

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

» Appoint siaff to the Councidl for Jewish Continuity and lo coordinate the work of
educational and planning professional resources in the community on the Plan. Senior
professionals in the community (e.g., the Planning Director of Federation and the Director
of the BJE) are expected to be fully involived in the process.

n Prepare a five-year plan, and annual action programs (as described above).
= Appoint sigff 10 direct the Action Program for 1993-94 onward.
» Integrate the findings of the Best Practices Program appropriate lo 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.

- Commit its best effonts to significantly expand the communal resources committed (o
Jewish education. Based on one community's experience in implementing the
recommendations of its Commission on Jewish Continuity, "significanl expansion” should
resull in at least a 40% increase in comrmunal resources for Jewish education by the third
year action program. The definition of communal resources ednorsed and underscored
here includes the totul! dollars from which funds would be allocated, including regular
allocalions, locel and non-local foundation grants, endowment funds, and other sources
of funds,

n Collaborate with CIJE on the monitoring, evajuation and feedback system, and utilize the
results.
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COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

= Work with CIJE to disseminatc the results of their experience 10 other communities.

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

CIJE Federation
By: By

Title: Titie:
Daue: Date:




COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

163 Third Avenue #128 - New York, NY 10003
tal: (212) 532-1961 - fax (212) 213-4078

LEAD COMMUNITIES PROJECT Meiling Address

December 2, 1992
LETTER OF UNDERSTANDING

The Jewish community ofMilwhuke®®and the Council for Initiatives in Jewish Education (CIIE)
have agreed to participate in a joint local-continental collaboration for exceilence 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 1o mobilize the commitment and energy of
local communities to Jewish continuity, and recommended the creation of lead communities.

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

The Jewish community of Milwaukee has establisted a Jewish Education Task Ferce. The
community views the lLead Communities Project as an oppertunity lo creaie a vision and (o
frame Milwaukee's agenda for Jewish education for the 1990's, to gain a broad base of support
and participation, to implement a plan that improves the overall quality of what is offered and
that uddress service paps, and to facilitate new inttiatives in areas thai address Jewish conrinuity
concerns.

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

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

1993.94 is the first Action Year
1994-95 is the second Aclion Year

' A Time to Act {(University Press of America, Lanham, Md., 1990}, p. 17, sce also pp. 67 - 69.

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



COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

During 1992-93, the Jewish community of Milwaukee with the advice and assistance of CIE,
will start 10 prepare a five year plan for improving Jewish education. The plan wili include: a
needs assessment, mission or vision statement(s), program priorities, and a strategy for financial
and human resource development. The plan will build on the work of the Jewish Education Task
Foree and incorporate appropriate ¢lements 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 Program for 1993-94 which will include the schedule
of the specific improvements to be undertaken; and the costs and revenues associated with each
specific improvement effort.

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

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

In support of these efforts, 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; Istael Experience; Day School;
Campus Programs; Camping; & Adult Education. Information on ail areas will be made
available between October, 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 ClIE,

= Provide technical assistance in planning and educational development at no cost o the
community.
» Work to focus continental resources for Jewish education on the lead communilties,

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

- Nepotiate 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, eveluation and feedback system to serve both the Lead Community
and CIIE.
= Convene lead community leadership for periodic meetings on common concerns,
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COUNCIL FOR INITIATIVES
IN JEWISH EDUCATION

The Lead Community agrees to;

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

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

Appoint 2 Lead Communities Planning Coordinator in 1992-1993 to staff the Commission
on Jewish Education 2nd 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 a five-year plan, and annuel action programs (as described above).

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

Inteprate the findings of the Best Practices Program appropriate to the lead comrmunity
{(as discussed above).

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

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

Mobijlize community support to the cause of Jewish education.

[option one-Milwaukee]

Work to maintain and expand the aggregate communal resources devoted 1o Jewish
education. While it is recognized that Milwaukee alrcady allocates a higher percentage
of its annual Campaign to Jewish education than most other communitics, the
Commission on Jewish Education and the Milwaukee Jewish community will seek 1o
obtain those finuncial resources needed to meel the goals of the project through
endowmenit funds, local foundation grants and other sources of local funds.

[option two - JBU]

Commit its best efforts to significantly expand the communal resources committed t0
Jewish education. Based on one community's experience in implementing the
recommendations of its Commission on Jewish Continuity, “significant expansion” should



























3. Measures of Resources

Polential "needs” should be compared to available resources to identify arcas of unmet
need or "gaps". At the most basic level, a profiie of educational resources should include

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

data on numbers and characteristics of personnel
utilization of space
levels of funding, and

anticipated changes (including resources in the pipeline, such as new
programs being planned or anticipated cu:backs).

lIdeally, a profile of resources should also incorporate ssessnients of their greality. For
example, while a community may appear to have enough supplementary school programs,
the more crucial issue is how good are they? 1If enrollment is low is it because the
prospective students are not out there er because the programs are poorly designed or run?
Information on the quality and effectiveness of programs is important for identifying
strengths and  weasknesses 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.

Given the imperative to get underway quickly, we would cncourage you to rely on
existing information on quality and effectiveness, to the extent possible.  Generally
speaking, three types of measures can be used: (1) input, (2) output or performance, and
(3) outcomes. See Box 5 for examples of measures you might want to consider, [T you
find an absence of informatien on effectiveness - that, in itself, may sugpest that critical
issues for the communizy will be:  How should programs be evaluated and against what
criteria? What are the characteristics of an excellent educational pragram? Should there
be o process for seiting commiunity standards and "accrediting” programs? Should there
be an effort to develop community-wide performance indicatois and what should they be?






