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May 17, 1992 

Dear Seymour, 

Re: our r o le a n d tasks with the CIJE f r o·m n ow to December 1993. 

Following this morning ' s lovely conversation here are some ele­
ments for our discussion on a winner ' s scenario for 11 us and the 
CIJE", from now to end 1993. 

The scenario is based on the following assumptions: 

1 . A.R. is chief exec. or alternately is chief staff for the Lead 
Communities project. 

2. Barry Holtz takes on a key role as regards the recruitment of 
experts/educators for work as consultant with communities -­
based on his current networking for the best-practices project 
(several models possible). Optimally he takes on a leading role 
in guiding these people and the content work (what he calls "the 
curriculum of lead communities"), including the re-inventing of 
best- practices for specific communities. 

3. Adam Gamoran provides the monitoring, evaluation , feedback 
loop, with two-three people at work on the ongoing data collec­
tion, analysis and periodic presentation for feedback . At the 
same time work proceeds on the development of tests, outcomes, 
standards, etc ... 

4. A financing program is established, including ongoing work 
with foundations and major communal organizations , and involving 
an initial grant to the communities selected as well as the 
further attempt at creating a "pot" for the project . 

5. A community planner facilitates the planning and implementa­
tion process in and across communities; in and across organiza­
tions and institutions (e . g . religious groups and communal ones; 
local insitutions and national organizations). 

6 . Ukeles and Meier give planning assistance as needed to the 
communities and to CIJE staff. Alternately a staff planner is 
hired. 

7. CIJE staff convenes and staffs the Board and Board communi­
ties. 

8. A communications program is established . 

* * * * * * * * * ** 
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Under such circunistances our role becomes that of consultant both 
on content and on process, with little or no responsibility for 
the actual implementation or for day- to- day work . Following a 
period of setting up the above, planning with and training the 
various people involved we would become a resource to be used as 
needed, while working with the monitoring process for ongoing 
follow - up and offering constant content- i nput -- as it is 
popped- up or created through the institute ' s hard labors. 

What needs to be done? 

NOW TO SEPTEMBER 199 2 

a . Develop CIJE functions 

1. Set up 1- 8 above (detail) 
) 2 . Work with each individually to plan and up-train (detail). 

Then ongoing consultation with each. 
3. 3-4 workshops/year with key staff of 1- 8 above 

b. Plan Lead Communities 

1. Prepare written statement briefly describing lead- communities 
at work . Illustrate both content and principles (scope and quali­
ty) 
2 . Design the first year of Lead Communities: 

a . How they plan (proces s and staffing) 
b. What they plan (content) 
c. Self-study and needs assessment 
d . Develop proposed 5-year program 
e. Detailed plans for pilot project/ s 
f. Link 

3 . Design and outline the joi nt CIJE-Le ad Communities planning 
seminar. 

Much of the above needs to be done BEFORE September 1992 

* * * * * * * * * 
SEPTEMBER 1992-AUGUST 1993 

a. Follow- up on all consultants • work (1- 8) 

b. Run/participate in first CIJE- LC seminar 

c . Ongoing feedback re-documents a nd products 

d. Ongoing content force-management and quality control 
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August 4, 1992 

Introduction 

The Best Practices Project 
Progress Report and Plans for 1992-93 

Barry W. Holtz 

In describing its "blueprint for the future," A Time to Act. the report of the Commission on 
Jewish Education in North America, called for the creation of "an inventory of best 
educational practices in North America" (p. 69). 

The primary purpose of this inventory is to aid the future work of the CUE, particularly as 
it helps to develop the group of Lead Communities which will be selected this summer. As 
the Lead Communities devise their educational plans and put these plans into action, the 
Best Practices inventory will offer a guide to Jewish educational success that can be 
adapted for use in particular Lead Communities. 

In addition, the Best Practices Project hopes to make an important contribution to the 
knowledge base about North American Jewish education by documenting outstanding 
educational work that is currently taking place. 

The Best Practices Project as of today 

This past year has been spent in designing a methodology for conducting a project that has 
never really been done in Jewish education before in such a wide-scale fashion. How do 
we locate examples of best practice in Jewish education? As the year has proceeded both 
an approach to the work and a set of issues to explore has evolved. We began by 
identifying the specific programmatic "areas" in Jewish education on which to focus. These 
were primarily the venues in which Jewish education is conducted such as supplementary 
schools, JCCs, day schools etc. A best practices team is being developed for each of these 
areas. These teams are supervised by Dr. Shulamith Elster and me. 

vVe have come to refer to each of the different areas as a ''division," in the business sense of 
the word. (Thus the Best Practices Project has a supplementary school division, an early 
childhood division, etc.) Each division's work has two phases. Phase 1 is a meeting of 
experts to talk about best practice in the area and to help develop the criteria for assessing 
"success"; Phase 2 is the site visit and report writing done by members of the team. 

This year four different divisions were launched. We began with the supplementary school 
primarily because we knew that a) there was a general feeling in the community, 
panicularly in the lay community, that the supplementary school had not succeeded; b) 
because the majority of Jewish children get their education in the supplementary school 
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and because of that perception of failure, the Lead Communities would certainly want to 
address the "problem" of the supplementary school; c) as the director of the project, it was 
the area in wb1cn 1 naa tne most experience anti best :seu.~c::: ur whu111 I ~ollld rum to for 
assistance and counsel. 

As I reported earlier this year, a group of experts was gathered together to discuss the issue 
of best practice in the supplementary school. Based on that meeting I then wrote a Best 
Practices in the Supplementary School guide (see Appendix). A team of report writers was 
assembled and assignments were given to the team to locate both good schools and good 
elements or programs within schools (such as parent education programs). 

We currently have a team of seven people looking and writing re pons (see Appendix). By 
the end of the summer we should have the reports on ten schools as written up by the 
group members. The first results indicate that, indeed, there are successful supplementary 
schools and we are finding representative places that are worth hearing about and seeing. 
In the spirit of Professor Lee Shulman's talk at this year's GA, we have discovered real 
examples that "prove the existence" of successful supplementary schools. These are sites 
that people in the Lead Communities can look at, visit and learn from. 

In May Dr. Elster and I launched our second division, early childhood Jewish education. 
We met with a group of experts (see Appendix) in this field and following up that meeting I 
wrote a Guide to Best Practice in Jewish Early Childhood Education . Many of the 
members of the group have already agreed to join our team of report writers. T he writing 
will take place in September and October. 

A third division, education in the JCC world, is in the early stages of development. Dr. 
Elster and I met with a team of staff people at the JCCA. Mr. Lenny Rubin of the JCCA is 
putting together a group of JCCA staff and in-the-field practitioners to develop the Phase 1 
11guidelines" for this area. We will work with them in writing up the document. After this is 
completed (in the fall) a team of report writers (from that group and others) will be 
assembled to do the actual write-ups. 

Finally, a fourth area-- best practices in the Israel Experience-- has been launched thanks 
to the work of the CRB Foundation. The Foundation has funded a report on success in 
Israel Experience programming which was written by Dr. Steven M. Cohen and Ms. Susan 
Wall. The CUE Best Practices Project will be able to use this excellent report as the basis 
of further explorations in this area, as needed by the Lead Communities. 
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Next Steps: The 1992-1993 Year 

New Areas 

As mentioned above, we should have reports of the Early Childhood division completed in 
the early fall. The JCC division should be operationalized in the fall. During the 1992-3 
year we also plan to launch the following areas: day schools, adult education, etc. Each 
presents its own interesting challenges. Of these we have already begun to plan in a 
preliminary way for the day schools division. Here the goal is to gather together experts 
from the academic world of Jewish education (like our supplementary school group) as 
well as actual practitioners from the field. The current plan is to have each school that is 
written up be analyzed for one particular area of excellence and not for its over all 
"goodness." Thus we would have X school written up for lts ability to teach modern 
Hebrew speaking; another for its text teaching; another for its parent education programs; 
another for its in-service education, etc. 

Documentation 

Another task that needs to be considered is finding more examples of best practices within 
those areas that we have already looked at, or to look at the examples we currently have in 
even greater depth. This applies particularly to suppleme:itary schools because we will 
have only explored ten schools and programs and there is such a wide range of 
supplementary schools across America that we ought to have some more breadth in this 
area. A similar case could be made for early childhood programs. 

At the time of our first exploration of supplementary schools, we sent a letter to a!l the 
members of the Senior Policy Advisers asking for their suggestions. In addition, we worked 
with Dr. Eliot Spack, Executive Director of CAJE, to send a similar letter to "friends within 
CAJE." Because of these initiatives we now have a list of 20 to 30 Hebrew schools that we 
might want to investigate. 

Dr. Jonathan Woocher, Executive Director of JESNA, has asked the following question: 
"for the purposes of the project, how many examples of best practice do you really need in 
any one given area?'' Do we need to have ten reports of supplementary schools or twenty 
or sixty? Another question might be raised about the "depth" of the current reports. Many 
of the report writers have said that they would like the chance to look at their best practice 
examples in more detail than the short reports have allowed. I have called thjs the 
difference between writing a "report" and writing a ''portrait" or study of an institution. 

The research component of the Best Practices Project would certainly welcome either 
greater breadth or greater depth, but at the present moment we believe that the first 
priority is to answer another question: What do the Lead Communities need? After 
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meeting with the representatives of the Lead Communities that are chosen, we will have a 
better sense of the next stages of the Lead Community Project-- what the planning and 
implementation needs will be. At that point we will be able to decide the best direction 
the documentation should move in. 

Lead Comm.unities! Implementation-- and How to do it 

Aside from launching the other divisions mentioned above the other main initiative of the 
Best Practices Project for the corning year will be thinking through the issue of best 
practices and Lead Communities. Professor Seymour Fox has often spoken about the Best 
Practices Project as creating the "curriculum" for change in the Lead Communities. The 
challenge this year is to develop the method by which the Lead Community planners and 
educators can learn from the best practices that we have documented and begin to 
introduce adaptations of those ideas into their own communities. This can occur through a 
wide range of activities including: site visits by Lead Community planners to observe best 
practice:! in action; ..,-foito by beet pr~otfoet pr&.ctitioners; to the T P~rl ~omm11nities: 
workshops with educators in the Lead Communities, etc. The Best Practices Project will be 
involved in developing this process of implementation in consultation with the Lead 
Communities and with other members of the CUE staff. 

From Best Practice to New Practice 

On other occasions we have spoken about the need to go beyond best practices in order to 
develop new ideas in Jewish education. At times we have referred to this as the 
"department of dreams." We believe that two different but related matters are involved 
here: first, all the new ideas in Jewish education that the energy of the CUE and the Lead 
Community Project might be able to generate and second, the interesting ideas in Jewish 
education that people have talked about, perhaps even written about, but never have had 
the chance to try out. It is likely that developing these new ideas will come under the 
rubric of the Best Practices Project and it is our belief that the excitement inherent in the 
Lead Community Project will give us the opportunity to move forward with imagining 
innovative new plans and projects for Jewish educational change. 

4 
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APPENDIX 

Team Members: Best Practice in the Supplementary School 

Report Writers: 

Ms. Kathy Green (Reconstructionist Rabbinical College, Philadelphia) 
Ms. Carol Ingall (Melton Research Center and BJE, Providence, RI) 
Dr. Samuel Joseph (HUC-Cincinnati) 
Ms. Vicky Kelman (Melton Research Center and Berkeley, CA) 
Dr. Joseph Reimer (Brandeis University) 
Dr. Stuart Schoenfeld (York University, Toronto) 
Dr. Michael Zeldin (HUC-LA) 

Additional Consultants: 

Dr. Isa Aron (HUC-Los Angeles) 
Ms. Gail Dorph (University Of Judaism, Los Angeles) 
Dr. Samuel Heilman (Queens College, NY) 

Team Members: Early Childhood Jewish Education 

Report Writers 

Ms. Miriam Feinberg (Washington, DC); 
Dr. Ruth Pinkenson Feldman (Philadelphia); 
Ms. Jane Perman (JCC Association); 
Ms. Esther Friedman (Houston); 
Ms. Esther Elfenbaum (Los Angeles); 
Ms. Ina Regosin (Milwaukee); 
Ms. Charlotte Muchnick (Haverford, PA); 
Ms. Rena R otenberg (Baltimore); 
Ms. Shulamit Gittelson (North Miami Beach); 
Ms. Lucy Cohen (Montreal); 
Ms. Roanna Shorofsky (New York); 
Ms. Marvell Ginsburg (Chicago). 
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Cover Sheet 

Best Practice in the Supplementary School

(For Individual ̂ Schools)^)

REPORT BY: DR. SAMUEL K. JOSEPH 

Date

Name of the School r .M. wt^f  tfxpt.:!? ? ,ז?ד1זזחז^ ^

Address _ 3329 Ridge Rd .

(*' ר4ד,־ . 0*0 4 5 ל 11 ח ח ו י ר י ח ה  fi         

Contact Person at School:' Msi^nie coip  Go-idbprcr. R.J. . E . 

and his or her 

Position: D-i rpr-hnr nf F-rincat.י nn

Approximate Number of Students 36 5 ( \  - 8)  • 9 t h - 1 2 t h  p a r t  of
u ־=1 / 1 C ־• o m m u n i t y  R e f o r m  H . S .From ages ^ v rs to 1 4 / 1 5 yrs

Number of Teachers: 31 p l u s  23 Madrikhim

Approximate budget (if available) $ 175,  QOQ

What particular emphases of this school axe worth noting

(e.g. Hebrew focus; teacher education emphasis; rabbi-school relationship, 

ctc V*׳ ' Many a r e a s  as seen in  t h e  r e p o r t ,  • • b u t  no te
how t h e  school  p a r t i c i p a t e s  in the  l i f e  of 
t h e  c o n g re g a t i on
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What particular emphases of this school are worth noting 
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etc.): Many areas as seen in the report ... but note 

how the school participates in the l ife of 
the congregation 
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Report
Beat Practice in the Supplementary School

Isaac M. Wise Temple Religious School 
Cincinnati, Ohio

There is learning going on in  the Wise Temple Religious School. There is excitement 
in the classrooms and the hallways. The school is a vital presence in the 
congregation and the community. This school can be counted as one of the "best 
practice" schools.

The goals of the Wise Temple Religious School are taken directly from the national 
goals articulated by the Union of American Hebrew Congregation’s Joint Commission 
on Jewish Education. Several years ago the Education Committee of the Temple 
adopted these goals as p art of a curriculum review. The goals were then ratified by 
the Board of Trustees of the congregation. Though only part of the curriculum of the 
school comes from the UAHC, the entire program is founded on these goals.

Each year the school publishes a Parent Handbook th at is distributed to each family. 
Prom inent in the Handbook are the goals of the school. It should be added th a t the 
Parent Handbook also includes statements by the Rabbis and Educator about the 
importance of the goals and how these goals are not just for the children in the 
school, but form a life long learning agenda for all congregants.

The school seeks to create Jews who actively and knowledgeably participate in  the 
life of the synagogue and the Jewish community. Since this is not achieved in one’s 
youth, but as an adult, it  is difficult to measure. It may even be too early to measure 
if we are to look solely at the children. But some things clearly can be seen.

In many areas of involvement there is a marked increase in participation by students 
from the school if one looks a t the data over a period of several years. During the 
past few years the numbers of student3 attending UAHC summer camping programs 
greatly increased. The number of students participating in Israel experiences, UAHC 
and other programs, rises each year. The B׳nai Mitzvah Program, a very extensive 
community action curriculum, gets stronger and stronger. The Temple Youth. Group 
is very large and active and because of demand a Junior Youth Group, called the 
Wise Guys, is vigorous. Most impressive is th at there are virtually NO drop outs 
after Bar/Bat Mitzvah until a t least through 10th grade. This year’s 12th grade class 
will graduate with two-thirds of the original religious school class. (The school keeps 
very accurate records concerning who registers and who does not each year.)

In a goal area where it may be more difficult to "see" the increase in involvement, the 
school attem pts to model th a t behavior during school time. Tfilot are an example. 
The school now has T’filah every week in school so the students can practice Jew ish 
life behaviors.
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There is learning going on in the Wise Temple Religious School. There is excitement 
in the classrooms and the hallways. The school is a vital presence in the 
congregation and the community. This school can be counted as one of the "best 
practice" schools. 

The goals of the Wise Temple Religious School are taken directly from the national 
goals articulated by the Union of American Hebrew Congregation's Joint Commission 
on Jewish Education. Several years ago the Education Committee of the Temple 
adopted these goals as part of a curriculum review. The goals were then ratified by 
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Each year the school publishes a Parent Handbook that is distributed to each family. 
Prominent in the Handbook are the goals of the school. It should be added that the 
Parent Handbook also includes statements by the Rabbis and Educator about the 
importance of the goals and how these goals are not just for the children in the 
school, but form a life long learning agenda for all congregants. 
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from the school if one looks at the data over a period of several years. During the 
past few years the numbers of students attending UAHC summer camping programs 
greatly increased. The nwnber of students participating in Israel experiences, UAHC 
and other programs, rises each year. The B'nai Mitzvah Program, a very extensive 
community action cuni.culum, gets stronger and stronger. The Temple Youth Group 
is very large and active and because of demand a Junior Youth Group, called the 
Wise Guys, is vigorous. Most impressive is that there are virtually N.Q drop outs 
after Bar/Bat Mitzvah until at least through 10th grade. This year's 12th grade class 
will graduate with two-thirds of the original religious school class. (The school keeps 
very accurate records concerning who registers and who does not each year.) 

In a goal area where it m.ay be more difficult to "see" the increase in involvement, the 
school attempts to model that behavior during school time. T'filot are an example. 
The school now has T'filah every week in school so the students can practice Jewish 
life behaviors. 
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One of the strongest aspect of this school is how it participates in the life of the 
congregation. Wise Temple as a congregation has a core value of responding to the 
social issues facing Cincinnati and beyond. The school is a full partner in any 
response. For example, the congregation is part of a coalition called the Interfaith 
Hospitality Network. Every few months, homeless people are sheltered and fed at 
the Temple for several days. The students in the school are cooks and bakers for 
these people. The students decorate with welcome posters the classrooms where the 
cots are placed. The children made curtains for the rooms. They make cards of 
welcome to put on each cot. They even made shlach manot during Purim  for these 
people needing shelter.

The students collect all kinds of supplies, from tooth brushes and paste to mops and 
brooms, as part of the Temple’s work with another project called Hope for the 
Homeless. Every grade in the school is involved in yet a third project called the Wise 
Up Program. This program matches congregants with over 33 social service needs 
projects in the community. Last year over 600 congregants participated along with 
children from the school.

It is easy to see how the vision of the school, and the congregation, is communicated 
everywhere one looks. There is a weekly Faculty Bulletin containing articles from 
the world of Jewish education, secular education, Judaica and Hebraica. Teacher 
growth is a major goal here. The Temple Bulletin has monthly articles about the 
school. The parents have their own newsletter called Wise Parents. Even the 
hallways are covered....with letters thanking the students for tzedakah projects they 
performed.

There is a wonderful feeling in the school. Yes, there are discipline problems at 
times. Usually in the upper grades. But the "trouble makers" tend to cause problems 
in only small ways. Talking too much when it  is quiet time, for example. Not 
listening to the teacher is another. Yet the school has a policy of REWAJRDING 
positive behavior. Each semester teachers select students in their class who exhibit 
"correct" behavior. There is a specific list of criteria for the teachers to follow. 
Students receiving this reward are called a Class Act. They have their names 
published and they receive ice cream certificates, or movie passes, and a certificate 
of recognition.

Overall, the discipline philosophy and policies of the school are admirable. Parents 
are sent a full description of the behavior philosophy, discipline policies, and the 
Class Act Program at the beginning of the year. Post cards are sent home after each 
class session if needed. These cards range from the "We missed you hope you are 
okay" to " You should know th a t your son/daughter was wonderful in class today". 
The school also keeps exact records regarding referrals of students to the office and 
contacts with parents when required.
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After analyzing the systemic issues in the school one is a bit overwhelmed by Wise 
Temple Religious School’s efforts to be a "good” school. They are committed also to 
improvement and growth. And they are aware th a t a status quo really does not exist.

The teaching staff a t Wise Temple Religious School most certainly is the heart of the 
program. There are thirty-one paid teachers and 23 madrikhim. It should be noted 
here th at the school includes grades preK through 8 with grades 9 to 12 as p art of 
the community sponsored Cincinnati Reform Jewish High School. The Educators and 
the Rabbis are centrally involved in the high school program.

Approximately 40% of the teachers at Wise are congregants, 30% rabbinic students 
from Hebrew Union College, 10% are students a t the University of Cincinnati, and 
20% are from the general Jewish community. More than half of the staff are 
veterans of the school, working there for more than  five years. In fact, the only real 
turnover is caused by the graduation and ordination of the teachers who are also full 
time students.

The rabbinic students bring a great knowledge of Judaica/Hebraica to the school. The 
other members of the staff are less able in this area. At the same time the teachers 
clearly express a desire to know more so they do participate willingly in learning 
opportunities offered by the school, Temple, and the BJE/Community. Faculty 
meetings are regularly dedicated to enhancing the Jewish knowledge of the staff and 
theirre teaching skills.

The teaching styles of the veteran teachers are very rooted in informal educational 
methods. All the classes have a strong discussion component, there is a little or no 
lecturing. Projects are key in every grade. Two grades should be singled out here. 
First, the Open Room for prekindergarten and Kindergarten. This Open Room has 
been going for 16 years! There are 5 teachers, 3 madrikhim, and a music specialist. 
There are about 62 children in the Room. The staff is expert a t managing and 
teaching such a program. The other area is Cooperative Learning. The 6th grade 
teacher is an expert in this methodology and uses it successfully with her class. She 
is now training other members of the staff to use it also.

During the summer months the Educator meets several times with any new teachers 
coming into the school. She uses those times to help them prepare for the school 
year, whether they require curriculum support, administrative assistance, or the like. 
It is also a chance to begin to ease the newcomer into the culture of the school.

The Temple itself has a fine resource th a t m ust be noted for its importance to the 
school ... its library. The library has over 16,000 volumes! It m ust be one of the 
largest synagogue libraries in the country. There is a very knowledgeable librarian 
who is on site almost full time and assists teachers, and students, with their research 
needs.
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As stated earlier, the curriculum of the school begins with the national curriculum 
of the UAHC. This is followed through grade 4 and then the curriculum is a straight 
subject m atter curriculum. The course work is enriched with special areas such as 
music and art. Parents and teachers receive a folly w ritten out copy of the 
curriculum so they can see the course of study as a whole.

Every grade level has one major project each year th a t relates to their area of study. 
This project usually culminates with a large program, frequently including parents. 
For example, the 8th  grade tzedakah unit culminated in a project called "Life Savers". 
The students developed a set of criteria for judging a person as performing "life 
saving" acts. Using the Temple bulletin and mailings to homes, they called on 
congregants to nominate members of the congregation who perform(ed) such acts and 
the class voted to whom the awards should go. Another grade studied Shabbat and 
culminated with a Family Day on Shabbat.

Each class participates in family shabbat dinners at the Temple followed by services. 
Several classes have a Grandparents Day on a particular Sunday. The class studying 
life-cycle has a big Wedding, parents attend and participate. Tu b’Shvat was also a 
parent involvement day.

More work needs to be done in this area, but there is a strong desire in th at 
direction. Next year will see even more of these types of events.

M aterials used in the school, both print and non-print, come from about every source 
possible. All the major denominational and non-denominational publishers are 
represented. The Educator is committed to providing the teachers and the students 
with the best resource for a particular class regardless of who publishes it.

Evaluating whether the students are learning anything is somewhat difficult in this 
school. The hebrew program is an exception probably because it  is skill related. 
Each hebrew class has testing all through the year and a final assessm ent before they 
move to the next level. The other classes are not tested in a traditional manner. Yet 
looking at the projects of each of the grade levels, looking at the programs in which 
they participate, and taking into account the overall level of participation in Temple 
life, it  does seem th a t learning is going on.

The school does send home report cards twice per year. Called Progress Reports, the 
teachers relate the student’s achievements in class directly to the objectives of th a t 
particular class in three areas...academic, hebrew, and citizenship. Most importantly, 
the teachers have to write a narrative comment about the student so the parents 
have a context for the "grades". Each Progress Report is signed by the teacher, 
reviewed by the Educator, and signed by the Educator.

Supervision is a final facet of the school to examine.
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In-service training for the staff is a core value of the school. The teachers are paid 
to go to an all city in-service day run by the BJE. The school itself uses outside paid 
consultants several times a year to work with the staff. In fact this past year the 
teachers attended three workshops at the Temple, one on cooperative learning, one 
on children and death, and another on legal issues and teaching.

The Educator uses a monitoring approach to classroom supervision. She is frustrated 
th at she does not have the staff to use a clinical style. It is a priority to add 
supervisory staff to the school.

One thing th a t does prove useful is that teachers are required to turn  in  lesson plans 
a t least a week in advance of the lesson. The Educator reads each plan, writes 
comments, suggestions, and hints, then returns them to the teachers.

Overall the Educator is a fine model, an educational leader, for the teachers. She is 
especially effective in the area of planning and accomplishing goals. Teachers do look 
to her as their leader.

The Educator is perceived by the Temple community as the professional educator. 
She is always consulted, no staff member or congregant would plan an educational 
event without her input.

Even more, she is viewed as a Jewish professional leader. This is apparent when she 
is asked by the Rabbi to deliver a sermon from the pulpit.

The Educator is involved in the city wide Principal’s Council and she helped in the 
formation of the Tri-state Area Reform Temple Educators group. She is very 
professional, very competent, very confident.

At one time the religious education program at Wise Temple was extremely weak. 
People connected with the school had a low self image, as did the entire school 
"system". Since th a t time the school is on a meteoric rise with no limits in sight. 
There are areas to work on, to improve. But people are saying "how do we get there", 
"when do we get there", not "we’re satisfied; it’s not important".
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Dr, Barry Holtz
Melton Research Center
Jewish Theological Seminary
3080 Broadway
New York, New York 10027

Dear Barry,

Following our conversation about the Religious School/Hebrew 
School at Wise Temple, Cincinnati, Ohio, 1 want to add some 
thoughts regarding the large percentage of students who remain in 
the program after bar-bat mitzvah.

Essentially there are a constellation of reasons for this 
phenomenon. I spoke with the Educator, Rabbis, parents, teachers, 
b'nai mitzvah tutors, and students. All confirmed that the reason 
for the high retention rate is complex and multi-faceted. I will 
attempt to explain what I learned.

Clearly there is a tradition in this congregation for post b'nai 
mitzvah schooling. It may be a historical reason, since the early 
Reform congregations frowned on bar mitzvah and tried to replace 
it with Confirmation in 9th grade. This congregation, founded by 
the "father" of Reform in the U.S., to this day has large 
Confirmation classes in 10th grade. My thought is there is a 
strong expectation by the Temple and parents that students remain 
through Confirmation.

Add to the expectation of "at least 10th grade" the fact of the 
Cincinnati Reform Jewish High School. This program, ten years 
old, is run jointly by five congregations. It meets for three 
hours per week on Sunday evenings. All 9th-12th graders of those 
congregations are eligible to attend, and over 200 do! The High 
School is the meeting place for a large segment of Jewish teens 
in this city. A report on the High School needs to be written 
some day, but suffice it to say for now that its presence is a 
strong motivator for students to remain post bar-bat mitzvah.

Wise Temple has a strong youth program. The Junior Youth Group 
and the Senior Youth Group are also a factor in the retention 
discussion. These groups have a core value of Jewish knowledge, 
involvement, practice, and action. Thera too is the expectation 
of further Jewish education.-
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I also found that the Reform Movement ׳ s camping program was a 
factor. More and more of the students are attending the summer 
camp. Again, the value of a continuing Jewish education is held 
high.

Finally, when a bar-bat mitzvah and his/her family meet with the 
Senior Rabbi, approximately a year before the "event", they must 
sign a pledge promising that the will commit to continuing in the 
religious education of the Temple. The Rabbi believes that this 
factor is a very powerful one in keeping students in school post

I must report that the b'nai mitzvah program itself is probably a 
factor. The students spend a year working with a private tutor on 
their Torah and Kaftorah reading.. At the same time they meet 
twice a week in class studying what it means to be an active 
member of the Jewish community. The students like the program.

b'nai mitzvah.

Barry, please add this letter to my report on Wise Temple 
Religious School for the "best practices" inventory.

Sincerely,

Rabbi Samuel K. Joseph, PhD 
Professor of Jewish Education

June 4, 1992 
Page 2 

I also found that the Reform Movement's camping program was a 
factor. More and more of the students are attending the summer 
camp. Again, the value of a continuing Jewish education is held 
high. 

Finally, when a bar-bat mitzvah and his/her family meet with the 
Senior Rabbi, approxi.Il'.ately a year before the "event:•, they must 
sign a pledge promising that t he wi ll commit to continuing in the 
religious education of the Temple. The Rabbi believes that this 
factor is a very power f ul one in keeping students in school post 
b'nai mitzvah. 

I must report that the b'nai mitzvah program itself is probably a 
factor. The scudents spend a year working with a private tutor on 
their Torah and Haftorah reading .. At the same time they meet 
twice a week in class studying what it means to be an active 
member of the Jewish cormnunity. The students like the program. 

Barry, please add this letter to my report on Wise Temple 
Religious School for the "best practices" inventory . 

Sincerely, 

AJ_ 
Rabbi Samuel K. Joseph, PhD 
Professor of Jewish Education 



Dear Barry,

At last. Enclosed you w il l find two "best practice״ reports, two 

collections of materials from the schools visited, and receipts for travel 

expenses.

Both the experiences of v is iting  B'nai Keshet and Chisuk Amno and 

the process of w riting  up the reports have been enjoyable. I do want to 

share w ith  you a couple of reflections. First, the act of visiting/observing 

has an “ interventional" aspect to it. Stuart Seltzer talked to me about how 

my observations of and interviews w ith  teachers affected them 

positively; he characterized the encounters as "a shot in the arm." In some 

situations of "shmusing" I suspect that I also may have given some helpful 

advice or conveyed a useful idea or two.

Secondly, while B'nai Keshet and Chisuk Amno are polar opposites 

in terms of money, size, and all that money and size imply, what they have 

in common intrigues me. The quality of their programs and the tenor of the 

institu tions is importantly affected by organizational/structural 

decisions. You or I might normally be quicker to look for content and 

meaning, in fact, decisions about the structure of each organization, about 

who is in charge of what and how many hours of participation are required 

have had significant impact on the quality of programming. (Maybe the 

organizational development people w ill inherit the earth after all.)

i t  really has been fun. Let's talk soon. Please give Sophia, Elan, and 

Bethamie my love.

As ever, 

Kathy
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organizational development people wi ll inherit the earth after alU 

It really has been fun. Let's talk soon. Please give Sophia, Elanl and 

Bethamie my love. 

As ever, 

~~ 
Kathy 
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Chisuk Amuno Congregation does many things very well. It Is both 

numerically and physically a large Institution, a Conservative synagogue of 

between 1,200 to 1,300 member fam ilies, housed in a sprawling building 

at an expressway exit in suburban Baltimore. My primary contact person 

and informant at Chisuk Amuno was Rabbi Stuart Seltzer, a graduate of the 

Jewish Theological Seminary, and for the last four years the d irector of 

the synagogue's religious school.

Rabbi Seltzer characterized Chisuk Amuno as an umbrella which 

reaches over four separate, albeit not automous schools, each w ith  its  own 

programs and staffs.

-Schools Within A School-

F irst, le t us b rie fly  look at the four schools, the ir programs, and staffs. 

Dr. Paul Schneider serves as educational director, placing him in a 

supervisory position above Rabbi Seltzer; Dr. Schneider is also principal of 

Chisuk Amuno's Solomon Schechter Day School. The day school for children 

from K through 3 began 10 years ago w ith  17 children and currently has an 

enrollment of 342, of whom 40-45% are children of Chisuk Amuno 

members. Rabbi Joel Zaiman, the senior rabbi of the synagogue, explained 

that he worked for the establishment of the school as a strategy to infuse 

what he perceived as an aging and fa ltering congregation w ith  young 

people and new activ ity.

While Dr. Schneider believes that 20-25% of the SSDS students come 

from other congregations and perhaps 30-35% are not affila ted, the school 

is suhsirii/eri hy Chisuk Amuno Tuition is under $5,000 ner year, and a

Chisuk Amuno Congregat1on does many things very well. !t ls both 

numerically and physically a large Institution, a Conservative synagogue of 

between 1,200 to 1,300 member fam111es, housed in a sprawllng building 

at an expressway exit in suburban Baltimore. My primary contact person 

and informant at Chtsuk Amuno was Rabb1 Stuart Seltzer, a graduate of the 

Jewish Theolog1cal Seminary, and for the last four years the director of 

t.he synagogue· s rel i g I ous school. 

Rabbi Seltzer characterized Chlsuk Amuno as an umbrella which 

reaches over four separate, albeit not automous schools, each with its own 

programs and staffs. 

-Schools Within A School-

First, let us briefly look at the rour schools, their programs1 and staffs. 

Or. Paul Schneider serves as educat ional director, placing him in a 

supervisory position above Rabbi Seltzer; Dr. Schne lder 1s also principal of 

Chisuk Amuno's Solomon Schechter Day School. The day school for children 

from K through 8 began 1 O years ago wi th 1 7 chi' l dren and currently has an 

enrollment of 342, of whom 40-4Sro are children of Chisuk Amuno 

members. Rabbi Joel Zaiman, the senior rabb1 of the synagogue, expla1ned 

that he worked for the est ab I ishment of the school as a strategy to infuse 

what he perceived as an aging and faltering congregation with young 

people and new activity. 

Whl le Dr. Schneider believes that 20-25% of the SSDS students come 

from other congregations and perhaps 30-35~ are not aff i lated, the school 

iq ~11h~irli7P.rl hy r.hi~11k Am11M T1 1ition I!, unn~r $5,000 n~r year. and a 
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spring tr ip  fo r graduating 8th graders to Israel was financed in such a 

manner as in insure that no child was deprived of the opportunity to go for 

financial reasons. The Solomon Schechter Day School’s PTA is represented 

on a PTA Council along w ith  representatives of other Chisuk Amuno 

schools. Dr. Schneider runs a "Middle School Minyan" which meets tw ice a 

month in the synagogue and is only for children. Rabbi Seltzer and Rabbi 

*.aiman each teach courses in the SSDS. Thus human and administrative 

integration of the school w ith in  the larger Chuisk Amuno structure is 

apparent. Professionals (such as Rabbis Seltzer and Zaiman) are visib le 

w ith in  the school and can be effected by the ir own experiences of contact 

w ith  students, faculty, s ta ff and parents.

-The Religious School-

Teachers employed by SSDS also teach in the religious school,

which maintains classes fo r grades K through 7. While the tota l religious 
school enrollment is 388, class meeting times vary in duration and

schedule slots. Kindergarteners and f ir s t  graders only attend classes on

Sundays. Second through seventh graders attend school three days a week

for a total of six hours per week.

Now meeting fo r its  th ird year and w ith  double enrollment over its  

f ir s t  year, 26 religious school students in grades 5, 6, and 7 have elected 

to attend school fo r two additional hours each Sunday. Students fo llow  the 

regular curriculum of the six hour program but are the beneficiaries of 

special programming in the additional two hours. Classes in Torah

spring trip for graduating 8th graders to Israel was financed 1n such a 

manner as in insure that no child was depr1ved of the opportunity to go for 

flnanc1al reasons. The Solomon Schechter Day School's PT A Is represented 

on a PTA Counc11 along wlth representatives of other Chisuk Amuno 

schools. Or. Schneider runs a HMlddle School Minyan" which meets twice a 

month 1n the synagogue and is only for ch1ldren. Rabbi Seltzer and Rabbi 

'-aiman each teach courses In the SSDS. Thus human and administrative 

integration of the school within the larger Chuisk Amuno structure ls 

apparent. Professionals (such as Rabbis Seltzer and Za1man) are visible 

within the school and can be effected by their own exper1ences of contact 

with students, faculty, staff and parents. 

-The Religious School-

Teachers employed by SSDS also teach 1n t lhe religious school, 

which maintains classes for grades K through 7. While the total re11gious 
school enrollment is 388, class meeting t1mes vary in duration and 

schedule slots. Kindergarteners and first graders only attend classes on 

Sundays. Second through seventh graders attend school three days a week 

for a total of six hours per week. 

Now meeting for its third year and with double enrollment over its 

first year, 26 religious school students In grades 5, 6, and 7 have elected 

to attend school for two additional hours each Sunday. Student.~ fol low the 

regular curriculum or the six hour program but are the benefic1ar1es of 

special programming 1n the additional two hours. Classes In Torah 

,l 



cantiUation and Zionism have been offered, and the question of possibly 

using the additional time to develop an enhanced Hebrew language trac t 

has been raised.

Ms. Rita Plaut, who directs this voluntary "enrichment program״ is 

very proud at having received a grant for next year to fund a life  history 

unit. In th ia  u n it a g c r ia tr ic  oocia! w orker w il l  tra in  students in 

interviewing techniques; children w ill collect information from residents 

of an institu tion  for the elderly; a professional w r ite r  w ill help children 

translate the ir interview data into a play; and fin a lly  the children w ill 

perform their play fo r the ir elderly informants. The children w il l  also 

study traditional Jewish texts related to issues of growing older.

For the last four years Rabbi Jim Rosen, Chuisuk Amuno's 

assistant rabbi, has directed a Hebrew high school program, where alumni 

of the religious school and SSDS can meet. A typical a c tiv ity  which draws 

about 100 teenagers is a monthly, Tuesday, social dinner meeting. Until 

the end of th is  school year (1992) more serious religious school graduates 

were encouraged to attend a three session a week BJE program and come to 

a Havurah study session at Chisuk Amno on Tuesday nights, SSDS alumni 

were encouraged to participate In a s im ila r BJE structure. By enrolling in 

any Tuesday evening youth program at Chisuk Amno a student 

automatically becomes a member of USY, A special student/faculty 

committee called "L ift" Is responsible fo r social programming, A 

struci-ural problem or challenge for Chisuk Amno is that eighth graders 

who are already graduates of the religious school may seek out youth 

groups separate from the eighth graders who are s t i l l  students in the 

Solomon Schechter School.

cantillation and Zionism have been offered, and the questlon of possibly 

using the additional time to develop an enhanced Hebrew language tract 

has been ra I sed. 

Ms. Rita Plaut, who directs this voluntary "enrichment program" 1s 

very proud at having received a grant for next year to fund a life history 

unit. In thio unit a geriatric ~ocicl worker will train stud,mts in 

interviewing techniques; children will collect Information from res1dents 

of an institution for the elderly; a professional writer will help children 

translate their interview data Into a play; and finally the chlldren will 

perform their play for their elderly informants. The children will also 

study traditional Jewish texts related to issues or growing older. 

For the last four years Rabbi Jim Rosen, Chulsuk Amuno's 

assistant rabbi, has directed a Hebrew high school program, where alumni 

of the religious school and S50S can meet. A typical activi ty which draws 

about 100 teenagers is a monthly, Tuesday, social dinner meeting. Until 

the end of this school year ( 1992) more serious religious school graduates 

were encouraged to attend a three session a week BJE program and come to 

a Havurah study session at Ch1suk Amno on Tuesday nights. SSDS alumni 

were encouraged to participate In a similar BJE structure. By enrolling in 

any Tuesday evening youth program at Chlsuk Amno a student 

automatically becomes a member of USY. A special student/faculty 

committee called "Urt" 1s responsible for social programming, A 

structural problem or challenge for Chisuk Amno is that eighth graders 

who are already graduates of the religious school may seek out youth 

groups separate from the eighth graders who are st 111 students 1n the 

Solomon Schechter School. 
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on the part of students has been designed for next year. Students who 

chose may attend a weekly, one evening (Tuesday) high school program. 

Within th is  program there are two tracks. They may opt fo r the ״bet 

midrash/' which Is text oriented; lead by Chisuk Amno rabbis; has 

homework, grades, and required attendance. Or they may decide to attend 

the ״Havurah“ which is centered around discussion. Alumni of Solomon 

Schechter Day School or serious graduates of the religious school may 

elect to attend Baltimore's Judaic Academy for two evenings a week and 

the “bet midrash" at Chisuk Amno on Tuesdays. The religious school and 

SSDS graduates w ill be placed in d ifferent classes at the Judaic Academy, 

because of the variation in the ir levels of Hebrew language sk ill. All 

participates of Tuesday evening programs w ill also be invited to the
m o n t h l y  o o c i o l  d i n n e r .  Co f o r ,  b c c a u o o  o f  t h o  a g o  of  t h o  S o l o m o n  S c h o c h t o r

Day School, there have only been two graduating classes. To date very few 

graduates have gone on to day schools, thus sending member children back 

into the pool ■of Chisuk Amno young people.

-Pre־ School-

Another "school w ith in  a school" is the pre-school, which is 

cnrectea oy ns. sanay Lever. Approximately zou u m u m i aueiw me 

pre-school. The pre-school accepts children as young as two years of age 

and goes through pre-k. The pre-school functions as a feeder school for 

SSDS; in fact, the pre־k class evolved out of need fo r a class fo r children

V
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on the part of students has been designed for next year. Students who 

chose may attend a weekly, one evening (Tuesday) high school program. 

Within this program there are two tracks. They may opt for the "bet 

midrash," which Is text oriented; lead by Chisuk Amno rabbis; has 

homework, grades, and required attendance. or they may decide to attend 

the "Havurah" which is centered around discussion. Alumni of Solomon 

Schechter Day School or serious graduates or the re1tg1ous school may 

elect to attend Baltimore's Judaic Academy for two evenings a week and 

the "bet midrash" at Chlsuk Amno on Tuesdays. The rellgious school and 

SSDS graduates will be placed 1n different classes at the Judaic Academy1 

because of the variat1on in their levels of Hebrew language skill. All 

part1c1pates of Tuesday evening programs w1l1 also be Invited to the 

Day School, there have only been two graduating classes. To date very few 

graduat,es have gone on to day schools, thus sending member ch11dren back 

1nto the pool .of Chlsuk Amno young people. 

-Pre-School-

Another ··school within a school" is the pre-school, which is 

mrectea oy t"'IS. ~anay Lever. Approx1mc2ce1y .2:~v 1.:1111urt::11 c:1LL1::11u L111:: 

pre-school. The pre-school accepts children as young as two years of age 

and goes through pre-k. The pre-school functions as a feeder school for 

55D5; in fact, the pre-k class evolved out of need for a class for children 
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not quite ready to enter Schechter's kindergarten. Interestingly, parents of 

pre-school graduates who do not Intend to send the ir children to SSDS tend 

to resist sending the ir children to Chisuk Amno's kindergarten, chosing to 

en ro ll them In the re lig io u s  school fo r f i r s t  grade. The ir reasoning 3ccmo 

to be to allow the ir children more time for transition to "regular" school 

kindergarten, feeling also that the children have received a lo t during the ir 

re-school years.

-fa m ily  Education-

Ms. Marietta Jaffe, a graduate of Brandesls־ Horenstein program and 

a teacher w ith in  the religious school, directs three fam ily education 

coordinators who began working w ith  kindergarten and f ir s t  graders and

t h o i r  f a m i l i o c  b u t  hopo to  expand t h o i r  w o rk  u p w a rd  th rough  tho  grad«c.

The curriculum for sessions w ith  parents is designed to support what is 

happening in children's classes. The rich resources of Chisuk Amno are 

reflected in some of the materials designed for a recent fam ily education 

event. Children were learning about the ir Hebrew names. One of Chisuk 

Amno’s three on s ta ff art teachers designed and calligraphed special b irth 

certificates. Parents were supplied w ith  xeroxes of perpetual calendars to 

look up their children’s Hebrew b irth  dates and f i l l  in the birth 

certificates. Later parents received mailings of suggested strategies fo r 

celebrating Jewish birthdays in educationally enriching ways.

Ms. Jaffe explained the benefits of such programs: a way of 

informing parents what is happening in class; educating parents 

themselves; public relations for the school w ith in  the entire synagogue.
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not quite ready to enter Schechter's k1ndergarten. lnterestlngly, parents of 

pre-school graduates who do not Intend to send their children to SSDS tend 

to resi st send1ng their children to Chisuk Amno's kindergarten, chosing to 

enroll tl'lefn In Hie rel tgiou:i :ichool for r1r~t gr~de .. Their ree::iordng occmo 

to be to allow their children more time ror transition to "regular" school 

kindergarten1 reeling also that the children have received a lot during their 

' re-schoo I years. 

-Family Education-

Ms. Mar1etta Jaffe, a graduate of Brandes ls' Horenstein program and 

a teacher w1th1n the religious school, directs three family education 

coordi:nators who began working with kindergarten and first graders and 

thoir fomil !oc but hopo to oxpand their w~rk upw3rd thro1..19h tho gr:;idQG:. 

The curriculum for sessions with parents is designed to support what is 

happen1ng In children's classes. The rich resources of Chisuk Amno are 

reflected in some of the materials designed for a recent family educ at !on 

event. Children were learning about their Hebrew names. One of Chisuk 

Amno's three on staff art teachers designed and calllgraphed special birth 

certificates. Parents were supplied with xeroxes of perpetual calendars to 

look up their children's Hebrew birth dates and r i 11 In the birth 

certificates. Later parents received ma111ngs of suggested strategies for 

celebrating Jewish birthdays in educationally enriching ways. 

Ms. Jaffe explained the benefits or such programs: a way of 

lnform1ng parents what is happening in class; educat1ng parents 

themselves; public relations for the school within the ent1re synagogue. 

s 



JUL 01 11:03 92׳ AM MELTON JTb

There are a number of frameworks w ith in  which children from 

the religious school and from Solomon Schechter can interact. Graduates 

of either school can earn $5 an hour working as tutors, helping the cantor 

in the "Hazan's Program." To qualify for th is particu lar program students 

must demonstrate cantorial proficiency. Religious school aides are also 

paid $5 and are required to keep Journals describing the ir work w ith  

younger children. According to Jane Rachel, a ninth grader who works as a 

religious school aide and attended SSDS, the $5 an hour pay represents an 

important incentive, giving the program a firm e r foundation than i f  she 

and her friends served as volunteers. Next year 10 young people have 

committed themselves to attending a two hour a month education course 

as w ell as combined study in the Judaic Academy and Chisuk Amno and 

journal keeping to work as religious school aides or aides to the Havurah 

and younger children's youth groups.

-Youth Groups-

There are three youth groups for elementary school students (3rd and 

4th graders; 5th and 6th graders; and 7th and 8th graders). Shabbat

m o r n in g  c o u ld  f in d  th o  f o l l o w i n g  grnnpc f n n r t i n m n g  nut'cnrle /־if 1־h ^  m a in

sanctuary service: Torah fo r Tots; Junior Congregation (lead by Rabbi 

Seltzer and comprised of young fam ilies, 2 /3s of the children who lead 

davvenina are from SSDS, 1/3 from the religious school); Middle School 

Minyan ■(meets two times a month and is only fo r kids, lead by Dr.

(,
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There are a number of frameworks within which children from 

the religious school and from Solomon Schechter can Interact. Graduates 

of either school can earn $5 an hour working as tutors, helping the cantor 

in the "Hazan·s Program." To qual Hy for this particular program students 

must demonstrate cantorial proficiency. Reltgious school aides are also 

paid $5 and are required to keep journals descr1bing their work with 

younger chtldren. According to Jane Rachel, a ninth grader who works as a 

re 1 igious school aide and attended ssos, the $5 an hour pay represents an 

important incentive, givtng the program a f lrrner foundation than if she 

and her friends served as volunteers. Next year 1 O young people have 

committed themselves to attending a two hour a month educatton course 

as well as combined study in the Judaic Academy and Chisuk Amno and 

Journal keeping to work as religious school aides or aldes to the Havurah 

and younger chi ldren·s youth groups. 

-Youth Groups-

There are three youth groups for elementary school students (3rd and 

4th graders; 5th and 6th graders; and 7th and 8th graders). Shabbat 
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sanctuary service: Torah for Tots; Junior Congregation (lead by Rabbi 

Se1tzer and comprised of young fami lies; 2/3s of the children who lead 

davveoina are from 550S, 1/3 from the re1 1g1ous school); Middle School 

Minyan <meets two t1mes a month and is only for kids, lead by Dr. 



Schneider and attended by 5S0S students). Once a month there is a free 

shabbat lunch attended by any and all'kids'and the ir parents; at th is lunch 

birthdays are announced.

-S ta ffing -

While the s ta ff of the religious school is w ell trained (out of 17 

teachers, there are 1 ms.w., 7 ms.ed’s, 1 close to finishing ms.ed., 1 ph.d.), 

what is probably special or unusual about the faculty, according to faculty 

members interviewed, is the enthusiastic and fu ll time leadership of 

Stuart Seltzer, Rabbi Seltzer explained that teachers are recruited through 

the BJE placement service, and the ir salaries fo llow  the BJE scale. Only

(.wo l e a v h e r s  w ho  w vrw  o f  Ibtr fou! ־ו ayu w h 1rrr־R<״׳:!!:»*

Seltzer began his tenure remain today on the faculty.

What does Rabbi Seltzer look for when hiring a new teacher? 

Knowledge of subject m atter to be taught; ab ility  to present the subject to 

students; sense of vocation or mission; love of kids; comfortableness In 

teaching in a Conservative synagogue. (According to Ms. Jaffe, A out of 10 

teachers w ith  whom she works d irectly in the school would not drive on 

shabbat.) Rabbi Seltzer expressed willingness to change curriculum to 

capitalize on the individual talents of teachers. While he neither requires 

teachers to submit lesson plans nor schedules formal observations of 

teaching, he expects teachers to attend monthly administrative s ta ff 

meetings over dinner and team meetings of teachers working in the same

Schnelder and attended by SSOS students). Once a month there is a free 

shabbat lunch attended by any and at1'
0

klds"'and their parents; at this lunch 

birthdays are announced. 

-Staffing-

While the staff of the religious school ls we11 trained (out of 17 

teachers, there are l ms.w., 7 ms.ed's, 1 close to finishing ms.ed., 1 ph.d.), 

what is probably special or unusual about the faculty, according to faculty 

members interviewed, is the enthuslastlc and full time leadership of 

Stuart Seltzer. Rabbi Seltzer explained that teachers are recruited through 

the BJE placement service, and their salaries fo llow the BJE scale. Only 
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Seltzer began h1s tenure remain today on the faculty. 

What does Rabbi Seltzer look for when hiring a new teacher? 

Knowledge of subject matter to be taught; ability to present the subject to 

students; sense of vocation or mission; love of kids; comfortableness in 

teaching in a Conservative synagogue. (According to Ms. Jaffe, 4 out or 1 o 
teachers with whom she works directly in the school would not drive on 

shabbat.) Rabbi Seltzer expressed willingness to change curriculum to 

capitalize on the individual talents of teachers. While he neither requires 

teachers to submit lesson plans nor schedules formal observations of 

teaching, he expects teachers to attend monthly administrative staff 

meetings over dinner and team meetings of teachers working tn the same 



grade level. He frequently enters classrooms and joins in the children's 

activ ities. He w ill draw and color w ith  children and te lls  teachers to call 

on him to answer a question, i f  he raises his hand. He believes that he has 

earned the respect of teachers by putting himself "on the line" by teaching 

at SSDS. S ignificantly, he is a fu ll time principal of the religious school.

What is the religious school's curriculum, and how did It  evolve? 

Clearly the BJE's Synagogue Council, which grants an annual subsidy of 

$ 12,000 to Chisuk Amno, as an arena for developing curricular teaching 

materials, has Influence. Rabbi Seltzer maintains that the school's 

current curriculum grew out of dialogue between the principal and his 

s ta ff and that he worked w ith  two guiding principles: 1) You can't teach 

everything; and 2) Each year should be different. Further, he bu ilt on what 

existed when he came to the school and made changes slowly. Some 

changes he made include: phasing out conversational Hebrew; requiring 

teachers to design and share w ith  students a "seder she! yom"; encouraging 

teachers to develop classroom goals which enable him to outline a 

curricular over-view of the school.

It is Rabbi Seltzer's dream that each classroom teacher begin the
yfi'ar u /ith  on it© m 120 d d o e u m o n t  o f  go-alc f o r  e t u d o n t.  Moxt t o  s a o h

goal is a space for the teacher's signature when the goal has been 

achieved. Currently these documents are in use through the "heh" level and 

are in the wurks fur higher grades. Curricular content is listed below by 

grade level.
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grade level. He frequently enters classrooms and joins in the children's 

activities. He will draw and color with children and tells teachers to call 

on him to answer a question, If he raises his hand. He bel leves that he has 

earned the respect of teachers by putting himself "on the line" by teach1ng 

at SSDS. Significantly, he Is a full time pr1ncipal of the religious school. 

What 1s the relf gious school's curriculum, and how d1d 1t evolve? 

Clearly the BJE's Synagogue Counc11, which grants an annual subsidy of 

$12,000 to Chisuk Amno, as an arena ror develop1ng curricular teaching 

materials, has Influence. Rabb1 Seltzer maintains that the school's 

current curriculum grew out of dialogue between the principal and his 

staff and that he worked with two guiding principles: I) You can't teach 

everything; and 2) Each year should be different. Further, he built on what 

existed when he came to the school and made changes slowly. Some 

changes he made Include: phasing out conversational Hebrew; requ1ring 

teachers to design and share with students a "seder she! yom"; encouraging 

teachers to develop classroom goals which enable h1m to out I ine a 

curricular over-view of the school. 

It is Rabbi Seltzer's dream that each classroom teacher begin the 

goal is a space for the teacher's signature when the goal has been 

ach1eved. Currently these documents are in use through the Hheh" level and 

are in t1·1e wurks rur- higt1er grades. Curricular content 1s l1sted below by 

grade level. 
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 Letter identification leading by the end of the year ־

to oral reading ־ Throughout the grade levels, 

understanding of Hebrew words is taught. On tests 

in higher grades students are expected to w rite  

Hebrew words, names, etc., in response to questions 

(i.e. Avraham [in Hebrew] le ft Haran (In Hebrew).

We learn th is in Sefer Bereshit fin Hebrew)]

Melton holiday materials ־

-  Family education programs orchestrated by 

Marietta (fo r example, the moon & the calendar; 

Jewish birthdays & names)

The year of havdalah: fam ־ ily education program; 

learning f ir s t  part of shaharit: Israel; holiday 

vocabulary; Our Living Past.

-  Kaballat shabbat: home ritua ls ; Ron Wolfson’s seder

she! shabbat materials: Melton work books for 
Rerpshit and kashnit־ Thrnugh th p ir work on

kashruth students have become enthusiastic

ca lle rs  w ith  que3tion3 to  B a ltim o re 's  Halacha

Hotline. Near the end of the year the Rav who "mans"

the hotline visited the class and enabled children to

meet the person behind the voice on the telephone.

Aleph

Bet

Gimel

Aleph - Letter identification leading by the end of the year 

to oral reading - Thr oughout the gr ade levels, 

understanding of Hebrew w ords is taught. On tests 

In higher grades students are expected to write 

Hebrew words, names, etc., 1n response to questions 

(1.e. Avraham (in Hebrew} left Haran (In Hebrew). 

We learn this In Sef er Bereshit fin Hebrew}] 

- Melton holiday materials 

- Family education programs orchestrated by 

Marietta (for example, the moon & the calendar; 

Jewish birthdays & names) 

Bet - The year of havdalah: family education program; 

learning first part of shah,arit: Israel; hol iday 

vocabulary; Our L ivina Past. 

Gimel - Kaballat shabbat: home rituals; Ron Wolrson·s seder 

shP.1 shahhat. materials: Melton work books for 

8PrPc:hit and k::\c:hr11t Through thPir work ()n 

kashruth students have become enthusiast le 

c211ler:, with que:it1on:, to 8e1lt imore·~ HtJ\t1ch21 

Hotl ine. Near the end of the year the Rav who "mans" 

the hotline vis1ted the class and enabled children to 

meet the person behind the voice on the telephone. 
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Daled - Torah reading. Haaadah sel Pesah. the Book of 

Exodus

Heh ־ Hallel. the Book of Numbers. Rashi through Melton

Vav -  Tikun Oiam w ith  reading of Jonah (self): Esther 

(responsibility); Ruth (extra acts of loving 

kindness); amldah.

At the completion of the vav year an examination of Jewish 

knowledge 10 given. (ח order to  graduate from  re lig io u s  school students 

must pass th is  examination. Occasionally students fa il and are given an 

opportunity to re-take the exam. Children fa iling the examination have 

been assigned an alternative: reading five books and w riting  reports. It 

has happened that a child did not pass the examination, chose not to fu lf i l l  

an alternative assignment and was not allowed to graduate.

At the end of the school year summer homework and/or reading 

lis ts  are handed out.

Rabbi Seltzer identifies as one of his strengths the ab ility  to create 

affective  and effective school wide events and credits his years of 

experience working in Ramah camps as the source of th is knowledge.

What fo llow s below are two of th is observer's favorite examples.

Daled - Torah reading, Haaadah sel Pesah. the Book of 

Exodus 

Heh - Halle!. the Book of Numbers. Rashi through Melton 

Vav - Tikun Clam with readlng of Jonah (self); Esther 

(responslbl Hty); fuilll (extra acts of loving 

kindness); am ldah. 

At the completion of the vav year an examination of Jewish 

l<nowlcdgc io given. In order to graduate from rQllgious school students 

must pass this examination. Occasionally students fai I and are given an 
opportunity to re-take the exam. Ch11dren failing the examination have 

been assigned an alternative: reading five books and writing reports. It 

has happened that a child did not pass the examination, chose not to fulfill 

an alternative assignment and was not allowed to graduate. 

At the end of the school year summer homework and/or reading 

Ii s ts are handed out. 

Rabbi Seltzer identifies as one of his strengths the ability to create 

affective and effective school wide events and credits his years of 

experience working In Ramah camps as the source or this knowledge. 

What follows below are two of this observer's favorite examples. 
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I ) For Yom ha Shoah an enormous collage type poster was created 

by teachers and a rtis ts  in the school. The poster consisted of a map of 

Europe w ith  photographs il lu s tra t in g  Jew ish  c re a t iv ity  and l i fe  w hich was 

native  to  p a rtic u la r c it ie s  and regions Children were asked tn  100k at the

poster very carefully and speculate about the people who lived before the 

Second World War in locations depicted on the poster. Next as the story of 

the Shoah was told, the poster was cut up into many fragments. Children 

✓ere given only a very small percentage of the remanent of the poster and

tOlU th a t  th e y  cou ld  t r y  to  c r c n tc  a n o the r  c o l la g e  w o rk in g  w i t h  p o s te r

paper on which were identified c itie s  that had received refugees a fte r the 

war: Tel Aviv, Haifa, Jerusalem, Montreal, New York, etc. The children 

became 00 engrossed in th e ir  a tte m p t at reconstruc tion  th a t the school 

day ended and they did not want to leave their project. Thus they

p a rtic ip a te d  in a graphic i l lu s tra t io n  of des truc tion  and resu rrec tion

2) "Rabbis and Romans" is a game played in celebration of Lag 

b'Omer on the wide lawns and playing fie ld  of Chisuk Amno. Areas are 

marked as caves and tunnels, which are safe spaces. Children are divided 

into two teams: Rabbis and Romans. Midway through the game, a w histle  is 

blown and children switch. (Rabbis become Romans, and Romans become 

rabbis.) Each teaching of Plrke Avot is cut out on a separate slip  of paper. 

Rabbis can only learn Pirke Avot In a safe place, but a whistle  is blown to 

lim it time available in any given cave or tunnel. The winner of the game Is 

the team of rabbis who has learned the most Pirke Avot. A rabbi captured 

by a Romnan can no longer learn Pirke Avot. Perhaps the nicest aspect of

1) For Yorn ha Shoah an enormous collage type poster was created 

by teachers and artists In the school. The poster consisted of a map of 

Europe with photogr.:iphs illustr~tirag J~wish cr~:at!vity ~nd lif~ whir.h w~~ 

notive to porticul~r cltiQ,; ·:md r~gion~ rhllrlrPr"I wf:>rP ;:iskP.<1 to look at the 

poster very carefully and speculate about the people who I lved before the 

Second World War in locations depicted on the poster. Next as the story of 

the Shoah was told, the poster was cut up into many fragments. Children 

,ere given only a very small percentage of the remanent of the poster and 

t1Jh.l that tr1cy could try to crcotc cnothcr collage worl<in9 with post8r 

paper on which were identified cities that had received refugees after the 

war: Tel Avfv, Haifa, Jerusalem, Montreal) New York, etc. The children 

become ~o cngrooocd in their ~ttc:-:-:pt at recor'\~tr-uctii:-~ th~t th~ schM! 

day ended and they did not want to leave their project. Thus they 

porticlp.3tcd in a graphic Illustration of destruction and ri?st.1rrection 

2) "Rabbis and Romans" is a game played 1n celebration of Lag 

b'Omer on the wide lawns and playing field of Chisuk Amno. Areas are 

marked as caves and tunnels, which are safe spaces. Children are d1vided 

Into two teams: Rabb!s and Romans. Midway through the game, a whistle is 

blown and children switch. (Rabbis become Romans, and Romans become 

rabb1s.) Each teaching of Plrke Avot is cut out on a separate slip of paper. 

Rabbis can only learn Pirke Avot In a safe place, but a whistle is blown to 

limit time available 1n any given cave or tunnel. The winner of the game Is 

the team of rabbis who has learned the most Pirke Avot. A rabbi captured 

by a Romnan can no longer learn P1rke Avot. Perhaps the nicest aspe(:;t or 

F. 13/ 1S 

/I 



the game is that the rules were worked out by Jacob, a young teaching aide 

in the school.

-Measuring Success-

By what yardstick can success of Chisuk Amno's schools be 

measured? If enrollment is a standard, then clearly the programs are 

successful; witness the religious school's teacher roster which shows an 

increment of numbers of classes in each grade level w ith  the largest 

number or increases parallelling Rabbi Seltzer's presence w ith in  the 

school. According to teachers, SSDS and religious school students are 

meeting positively w ith in  the walls of Chisuk Amno, acknowledging 

differences in their educations (especially in Hebrew language) but also 

finding commonality in Jewish commitment. While th is positive vision 

could only be validated through extensive Interviewing of students and 

parents, Rabbi Seltzer in part accounts fo r the successful integration in

t h e  f o l l o w i n g  w o y ;  Dy h i r i n g  h i m  o o  a  f o i l  t i m o  p r o f o c c i o n s a l  d o v o t © d  t «  t h o

religious school, the synagogue’s leadership made an important statement 

about the ir valuing of and commitment to the legitimacy of the 

supplementary school and its  programs. (Other strategies fo r positive

in teg ra tion  hove been noted above.)

The apparent success of Chisuk Amno in terms of increasing 

enrollment and expressed enthusiasm on the part of faculty, 

administration and siuuenis Is cuitu au ic iu ry  lu  Uulii uu! 1 cut demographic 

studies and patterns observed w ith in  the United Synagogue. When asked

.,. __ -- .. ._ ••"•.J- ,-,,.1 1 ~1- l•flt .,JI.:) 

the game is that the rules were worked out by Jacob, a young teaching aide 

in the schoo 1. 

-Me3surlng Success-

By what yardstick can success of Chisuk Amno·s schools be 

measured? If enrollment Is a standard, then clearly the programs are 

successful; witness the re11g1ous school's teacher roster which shows an 

increment of numbers of classes In each grade level w1th the largest 

number or Increases parallell!ng Rabbi Seltzer·s presence within the 

school. According to teachers, ssos and religlous school students are 

meeting positively within the walls of Chlsuk Amno, acknowledging 

differences in their educations (especially in Hebrew language) but also 

finding commonality in Jewish commitment. While th1s posit1ve vision 

could only be validated through extensive 1nterviewing or students and 

parents, Rabbi Seltzer in part accounts for the successful integration In 

the fc\Jc.,.dng w0•1; o-,• hirin9 hiM oo o full timo pl"ofocciol"l:il dovot9d to tho 

relig1ous school, the synagogue's leadership made an important statement 

about their valuing of and commitment to the leg1tlmacy of the 

supplementary school and its programs. <Other strategies for positive 

intcgrot1on hove been noted 3bove.) 

The apparent success or Chlsuk Amno in terms of increasing 

enrollment and expressed enthusiasm on the part of faculty, 

aaministrauon ana 5LUl.lt'riL~ I~ cu11L1 c:JV!cLu1 ·y Lu 1JvLl11,.,1u11 e11L uernugrophic 

studies and patterns observed within the United Synagogue. When asked 
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about the apparent contradiction, Rabbi Seltzer joked, "Welcome to 

Toronto." By this he meant that Baltimore its e lf represents a more 

traditional Jeweish community than many other U.S. cities.

In terms of im p lic it goals of nurturing positive Jewish identity 

and com m itm ent. Rabbi Seltzer and teachers eaqerly cite  examples of 

children and teenagers who devote extra time and e ffo rt to programs

w ith in  c.i1־e synagogue ana to 3ucn po3Uivv u f f w l  unU enthusiasm  1 r.

classrooms as manifested by Ms.Sima Leah Cohen's fourth grader sk it

w rite rs  or Dr. Moshe Shualy's video interviewers.

It should be pointed out that from those interviewed, two themes

explaining success were most frequently articulated. Rabbi Selzter,

himself, was praised enthusiastically, and Rabbi Zaiman was credited w ith

sign ificant administrative acumen in creating the organizational structure

w ith in  the synagogue's educational programs. It  should be noted that one of

Rabbi Seltzer's f i r s t  tasks, assigned by Rabbi Zaiman, as he entered

Chisuk Amno's employ was to w rite  an administrative manual fo r the

re 1100us school. Finallv i t  should be appreciated that the synagogue both 
had money and leadership which enablea i t  to seex s k j i i t u i  anu la iw u e u

professional sta ff.

Chisuk Amno Congregation_____________________________ Kathy Green

June 1992
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In terms or implicit goals of nurturing positive Jewish identity 

~nrl r.ommitmi:mt.. Rabbi Seltzer and teachers eaqerly cite examples of 

ch1ldren and teenagers who devote extra time and eff art to programs 
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writers or Dr. Moshe Shualy's video 1nterv1ewers. 

It should be pointed out that from those interviewed, two themes 
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not quite ready to enter Schechter's kindergarten. Interestingly, parents of 

pre-school graduates who do not intend to send the ir children to SSDS tend 

to res ist sending their children to Chisuk Amno's kindergarten, chosing to 

enroll them in the religious school fo r f ir s t  grade. Their reasoning seems 

to be to allow the ir children more time for transition to "regular" school 

kindergarten, feeling also that the children have received a lo t during the ir 

'e-school years.

-Family Education-

Ms. Marietta Jaffe, a graduate of Brandesis' Horenstein program and 

a teacher w ith in  the religious school, directs three fam ily education 

coordinators who began working w ith  kindergarten and f ir s t  graders and 

the ir fam ilies but hope to expand the ir work upward through the grades.

The curriculum for sessions w ith  parents is designed to support what is 

happening in children's classes. The rich resources of Chisuk Amno are 

reflected in some of the materials designed fo r a recent fam ily education 

event. Children were learning about their Hebrew names. One of Chisuk 

Amno's three on s ta ff art teachers designed and calligraphed special b irth 

certificates. Parents were supplied w ith  xeroxes of perpetual calendars to 

look up their children's Hebrew b irth  dates and f i l l  in the birth 

certificates. Later parents received mailings of suggested strategies for 

celebrating Jewish birthdays in educationally enriching ways.

Ms. Jaffe explained the benefits of such programs: a way of 

informing parents what is happening In class; educating parents 

themselves; public relations for the school w ith in  the entire synagogue.

not quite ready to enter Schechter·s k1ndergarten. lnteresting1y, parents of 

pre- school graduates who do not intend to send their children to SSDS tend 

to resist sendlng the tr children to Chisuk Amno's k lndergarten, chasing to 

enroll them In the religious school for first grade. Their reasoning seems 

to be to allow their children more time ror t ranslt1on to "regular" school 

k1ndergarten, feeling also that the children have received a lot during their 

·e-schoo I years. 

-Family Education-

Ms. Marietta Jaffe, a graduate or Brandesis' Horenstein program and 

a teacher within the religious school, directs three family education 

coordinators who began working with kindergarten and first graders and 

their f am Illes but hope to expand their work upward through the grades. 

The curriculum for sessions with parents is designed to support what is 

happening in children's classes. The rich resources of Chisuk Amno are 

reflected in some of the materials designed for a recent famlly education 

event. Children were learning about their Hebrew names. One of Chisuk 

Amno's three on staff art teachers ces,gned and call igraphed special birth 

certif1cates. Parents were supplled with xeroxes of perpetual calendars to 

look up their children's Hebrew birth dates and fill in the birth 

certif1cates. Later parents rece1ved mailings or suggested strateg1es for 

celebrating Jew1sh b1rthdays in educationally enriching ways. 

Ms. Jarre explained the benefits or such programs: a way of 

informing parents what is happening ln class; educating parents 

themselves; public relatlons ror the school within the entire synagogue. 
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B'nai Keshet is a th irteen year old Reconstructionist congregation of 

125 fam ily  unit members. It is a tenant of 3 Baptist church and meets In a 

section of the church building at the corner of Church Street and T rin ity  

Place in Montclair, N.J. When Dan Ehrenkrantz, B'nai Keshet's rabbi fo r the 

last four years and a graduate of the Reconstructionist Rabbinical College, 

came to the congregation, he perceived a need fo r fam ily education, a 

vehicle fo r reaching out to adults and children. He began, in consultation 

w ith  members of the Education Committee and the Hebrew school 

principal, to design a proposal fo r a family education program.

Further consultation w ith  representatives of the JEA lead him to 

cra ft a grant proposal which met w ith  positive response on the part of the 

Jewish Community Foundation of MetroWest, a New Jersey Jewish 

Federation group. Rabbi Ehrenkrantz proposed and received a grant of 

$ 14,100 to fund half of a five year, fam ily education program. At th is 

point in tim e (June 1992) curricula for three years of the program have 

been w ritten , and two years of the program have been implemented. The 

synagogue has matched MetroWest's funding, absorbing the program's cost 

w ith in  the larger synagogue budget. Frugality has allowed Rabbi 

Ehrenkrantz and his s ta ff to spend grant money at a slower rate than 

In it ia lly  anticipated, thus extending the amount of tim e that the money is 

lasting.

Early on Rabbi Ehrenkrantz enlisted the aide of Rabbi Jeffrey Schein, 

who directs educational services fo r the Federation of Reconstructionist 

Congregations and Havurot. Rabbi Schein, collaborating w ith  Rabbi 

Ehrenkrantz, became the curriculum w rite r for the program. Rabbi

B'nai Keshet is a thirteen year old Reconstructionist congregat1on of 

125 family unit members. It is a tenant of a Bapt1st church and meets In a 

section of the church building at the corner of Church Street and Trinity 

Place In Montclair, N.J. When Dan Ehrenkrantz, B'nal Keshet's rabbi for the 

last four years and a graduate or the Reconstructlonist Rabbinical College, 

came to the congregation, he perceived a need for family education, a 

vehicle for reach\ng out to adults and children. He began, In consultation 

with members of the Education Committee and the Hebrew school 

principal, to design a proposal for a family education program. 

Further consultat1on with representatives of the JEA lead him to 

craft a grant proposal wh1ch met with positive response on the part of the 

Jewish Community Foundation of MetroWest, a New Jersey Jewish 

Federat1on group. Rabbi Ehrenkrantz proposed and received a grant of 

$14,100 to fund half of a five year, family education program. At this 

point \n time (June 1992) curricula for three years of the program have 

been written, and two years of the program have been Implemented. The 

synagogue has matched MetroWest's fund1n.g, absorbing the program·s cost 

within the larger synagogue budget. Frugal1ty has allowed Rabbi 

Ehrenkrantz and his staff to spend grant money at a slower rate than 

1n1tlally anticipated, thus extend1ng the amount of time that the money is 

lasting. 

Early on Rabb1 Ehrenkrantz enlisted the aide of Rabbi Jeffrey Schein, 

who directs educational services for the Federat1on of Reconstruct1on1st 

Congregations and Havurot. Rabbi Schein, collaborating with Rabb1 

Ehrenkrantz, became the curriculum writer ror the program. Rabbi 



Ehrenkrantz saw himself as "implementor" who would test curricular ideas 

and supply "feedback" to adapt and modify the curriculum as i t  evolved. 

Shortly before the program actually began, Rabbi Schein paid a v is it  to 

B'nai Keshet and offered a teacher training in-service session to help 

acquaint faculty w ith  the curriculum.

What no one, including Rabbi Ehrenkrantz, could have anticipated as 

the program was being in itia ted was the profound, ripple e ffect i t  would 

have on the nature of B’nai Keshet as a whole. This report w il l  f ir s t  focus 

on the fam ily education program, its  structure, goals and evaluation, and 

w il l  la ter turn to considering some of the larger effects of the program on 

the congregation.

-HEBREW SCHOOL-

The fam ily education program exists w ith in  the context of the 

synagogue's school, which now has an enrollment of 85 children. The 

pattern of attendance in the school is as follows: three and four year olds 

come to the school one Sunday a month; five to seven year olds attend 

every Sunday for two hours; and eight through twelve year olds attend 

Sunday mornings fo r three hours and late afternoons on Wednesday, 

to ta lling  five  hours per week. There is also a pattern of required 

attendance of Shabbat services; the pattern and its  Increments per year 

are as follows: three year olds - two services; four year olds ־ three 

services; five year olds ־ five; six year olds -  eight; and seven year olds 

and above ־־ twenty-eight. Older children, approaching bar/bat mitzvah.

Ehrenkrantz saw h1mself as "Implementor" who would test curricular ideas 

and supply "feedback" to adapt and modify the curriculum as it evolved. 

Shortly before the program actually began, Rabbi Schein paid a visit to 

B'nat Keshet and offered a teacher training in- service session to help 

acquaint faculty w1th the curriculum. 

What no one, tncluding IRat>bl Ehrenkrantz, could have anticipated as 

the program was being initiated was the profound1 ripple effect It wou1d 

have on the nature or B'nal Keshet as a whole. Thts report wil 1 first focus 

on the family education program, Its structure, goals and evaluation, and 

will later turn to considering some of the larger effects of the program on 

the congregation. 
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synagogue's school, which now has an enrollment of 85 children. The 
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attendance of Shabbat serv1ces; the pattern and its Increments per year 

are as fol lows: three year olds - two services; four year olds - three 

serv1ces; f Ive year olds - five; six year olds - eight; and seven year olds 

and above - twenty-eight. Older children, aJ:)proaching bar/bat mltzvah. 



jo in  Rabbi Ehrenkrantz on the bimah and help lead services. The general 

curriculum of the Hebrew school includes the Behrman House series as a 

tool fo r teaching reading of siddur. Growth in numbers of students in the 

Hebrew school parallels Rabbi Ehrenkrantz's tenure in the synagogue w ith  

numbers increasing incrementally from the lower grades up. Currently ten 

teachers work in the school; i t  is hard to make statements about s ta b ility  

of teacher tenure; Rabbi Ehrenkrantz reports that some of the teachers 

have been at B'nai Keshet for several years while others represent rapid 

turnover.

-STAFF-

Two teachers are working, one w ith  each thematic year, in the fam ily 

education program. In contrast to the common expectation of finding 

women teaching in Hebrew schools, at the end of th is school year all those 

working w ith  the fam ily education program were men. The s ta ff consists 

of the synagogue's rabbi, the Hebrew school principal, and two teachers. 

What the two teachers most sign ificantly share in common is extensive 

time living in Israel. Tom Guthertz, now a student at HUC/JIR, previously 

worked fo r five years as a teacher on kibbutz and also comes to B'nai 

Keshet w ith  a number of years experience as a HaBonim camp counselor. 

Joe Friedland lived in Israel on a Shomer haZair kibbutz from 1968 until 

1980. He comes to B’nai Keshet w ith  previous experience teaching in 

Hebrew schools but is employed as the vice president fo r production of a . 

northern New Jersey manufacturing company and sees his teaching as a 

"labor of love." Harvey R itter, the school principal, is regularly employed 

as a public school psychologist; he also is a veteran of elementary age
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yeshivah education. Mr. R itte r came to B'nai Keshet a year before Rabbi 

Ehrenkrantz. Rabbi Ehrenkrantz explained what he looks fo r in hiring a 

teacher: We are seeking teaching sk ill and Jewish knowledge. When we are 

lucky, we get both!

-FAMILY EDUCATION STRUCTURE-

Within a context of expected attendance, fam ily education is 

structured in the fo llow ing ways. Year long themes have been chosen for 

five  years of schooling. In the f ir s t  year of the program, when students are 

eight years old and in the aleph year of Hebrew school, the theme is Hidur 

Mitzvah. The next year's theme for bet class students and the ir fam ilies is 

Mentschllchkeit: the fo llow ing year is devoted to Tzionut. Themes fo r the 

fourth and f i f th  years are Kedusha and Tikkun Olam/ Hokhma. respectively. 

(Translations of these theme names are provided at the beginning of the 

school year but are rapidly dropped w ith  the intent that the terminology 

enter the participants‘ venacular.)

On what basis were these topics chosen? They seem to have 

emerged from dialogue between Rabbi Schein and Rabbi Ehrenkrantz and 

re flec t articulated values found w ith in  the Reconstructionist movement in 

general and in particu lar in Creative Jewish Education, edited by Jacob 

Stuab and Je ff Schein (Reconstructionist Rabbinical College and Rossel 

Books, c. 1985).

There are four components for presenting material related to a theme 

in any given year. One hour of student class time on Sunday morning is

yeshivah educat Ion. Mr. Ritter came to B'nai Keshet a year before Rabb1 

Ehrenl<rantz. Rabbi Ehrenkrantz exp lalned what he looks for in hiring a 

teacher: We are seeking teaching skill and Jewish knowledge. When we are 

lucky, we get both! 

-FAMILY EDUCATION STRUCTURE-

W1thin a context of expected attendance, family education Is 

structured 1n the following ways. Year long themes have been chosen for 

five years or school lng. In the first year of the program, when students are 

eight years old and In the aleph year of Hebrew school, the theme is Hidur 

Mltzvah. The next year's theme for bet class students and their families ls 

Mentschllchkeit: the following year is devoted to Tzionut. Themes for the 

rourth and flfth years are Kedusha and Tikkun Olam/ Hokhma. respectively. 

(Translat1ons of these theme names are provided at the beginning of the 

school year but are rapidly dropped with the intent that the terminology 

enter the participants' venacular.) 

On what basis were these topics chosen? They seem to have 

emerged from dialogue between Rabb1 Scnein and Rabbi Ehrenkrantz and 

reflect articulated values found within the Reconstructlonlst movement in 

general and in particular in Creative Jewish Educat1on. edited by Jacob 

Stuab and Jefr Schein (Reconstructionist Rabbinical College and Rossel 

Books, c. l 985). 

There are four components for presenting material related to a theme 

1n any given year. One hour of student class time on Sunday morning Is 



devoted to the topic. Mr. Friedland, who taught Bet students in the 

Mentschlichkeit program th is year, spoke enthusiastically about student 

responses. He would read scenarios from Earl Schwartz's Moral 

Development: A Practical Guide for Jewish Teachers (Alternatives in 

Religious Education, Inc., c. 1983) and encourage nine year olds to debate 

the ir responses, He found that students quickly became involved In arguing 

and defending the ir positions. He also used Molly Cone’s Who Knows Ten as 

a trigger fo r discussion and contrasted positive levels of attentativeness 

w ith  the ir involvement when he taught materials not in the fam ily 

education program.

Another component of the program is requiring that children and their 

parents do projects at home together. This is accomplished by sending 

materials home fo r parents and children to work on together, fo r example, 

fam ilies in the Hidur Mitzvah year were asked to search the ir houses or 

apartments for objects which made the ir homes identifiab ly Jewish. On 

another occasion they were asked to chose a quotation from Pirke Avot 

which they found most meaningful and create an art project illus tra ting  

the quote fo r display in the ir homes.

S til l another aspect of the program is adult education 

sessions on Sunday mornings fo r parents. Topics for such sessions might 

include the origin of the menorah as a symbol at Hanukah time; or a 

psychologist leading a session on menschlicht ways of interacting w ith  

children and stragies for encouraging menschlicht behavior in children. 

During the Menschlichkelt year adults attended a session devoted to 

ethical w ills . At the end of the class they were not asked to w rite  ethical 

w ills  but rather were asked to lis t values and ideals which they hope to

devoted to the toplc. Mr. Friedland, whO taught Bet students 1n the 

Mentschlichkejt orogram th1s year, spoke enthusiastically about student 

responses. He would read scenarios from Earl Schwartz's !::1.Q.c.a1 

Development: A Practical Guide for Jewish Teachers (Alternatfves ln 

Religious Education, lnc., c. 1983) and encourage nine year olds to debate 

their responses. He found that students quickly became involved In arguing 

and def ending their positions. He also used Molly Cone's Who Knows Ten as 

a trigger for dtscussion and contrasted positive levels of attentat !veness 

with their involvement when he taught materials not in the famfly 

education program. 

Another component of the program ls requiring that children and their 

parents do projects at home together. This is accomplished by sending 

materials home for parents and children to work on together, for example, 

families in the Hidur Mitzvah year were asked to search their houses or 

apartments for objects which made their homes identifiably Jewish. On 

another occas1on they were asked to chose a quotation from Pirke Avot 

which they found most meaningful and create an art project i 1 lustrat ing 

the quote for display in their homes. 

Still another aspect of the program Is adult educat1on 

sessions on Sunday mornings for parents. Topics for such sessions might 

include the origin or the menorah as a symbol at Hanukah time; or a 

psychologist leading a session on menschlicht ways of interacting with 

children and stragies for encouraging menschlicht behavior in children. 

During the Menschl ichkelt year adults attended a session devoted to 

ethical wills. At the end or the class they were not asked to write ethical 

wl l ls but rather were asked to 1 ist values and ideals which they hope to 
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hand down to their children. They were then told that the ir children's class 

would compile a l is t  of values and ideals which they believed the ir parents 

wanted to inculcate, and the lis ts  would be compared. These adult sessions 

which occur three times a year fo r each year's theme are generally lead by 

Rabbi Ehrenkrantz and occasionally by a paid, expert, guest speaker. The 

sessions are separate from adult education courses taught in the 

synagogue.

Adults and children join together fo r three sessions on Sunday 

mornings. A classic parent-child session was a tr ip  to a Jewish museum 

when Hidur Mitzvah was being studied. In the Mnschlichkeit program 

parents and children chose to hand out leafle ts about recycling and 

environmental concerns at a local shopping mall.

-UPON REFLECTION-

What Rabbi Ehrenkrantz perceives as unique about B'nai 

Keshet's fam ily education program is the combination of thematic 

approach w ith  varying matrixes of interaction (teacher/children; 

parents/children at home; teacher/adults, parents/children in trips or 

special events). This year there were twelve children in the Hidur Mitzvah 

theme year; they came, as Rabbi Ehrenkrantz quips, from ten and a half 

fam ilies (two tw ins and two step-siblings were part of the program). 

Sixteen children in the Menschlichkeit program this year represented 

fifteen  fam ilies, accounted fo r by the presence of one set of twins.

Attendance is expected, and either Rabbi Ehrenkrantz or Mr. 

R itter, the Hebrew school's principal, try  to fo llow  up absence w ith  a

hand down to their children. They were then told that their children's class 

would com pi le a 11st or values and I deals which they be I ieved their parents 

wanted to 1nculcate, and the lists would be compared. These adult sessions 

which occur three times a year for each year·s theme are generally 1ead by 

Rabb1 Ehrenkrantz and occasionally by a paid, expert, guest speaker. The 

sessions are separate from adult education courses taught in the 

synagogue. 

Adults and children join together for three sessions on Sunday 

mornings. A classic parent- child session was a trip to a Jewish museum 

when H1dur M1tzvah was being studied. In the Mnschlichkeit program 

parents and ch1ldren chose to hand out leaflets about recycling and 

environmental concerns at a local shopping mall. 

-UPON REFLECTION-

What Rabbi Ehrenkrantz perce1ves as unique about s·nai 

Keshet·s family education program is the combination of thematic 

approach with varying matrixes of interaction (teacher/children; 

parents/children at home; teacher/adults, parents/children in tr1ps or 

special events). This year there were twelve children in the H1dur Mi tzvah 

theme year; they came, as Rabbi Ehrenkrantz quips, from ten and a half 

families (two twins and two step-sibl1ngs were part of the program). 

Sixteen children In the Menschlichke1t program this year represented 

fifteen faml 1 les, accounted for by tbe presence of one set of twins. 

Attendance is expected, and either Rabbi Ehrenkrantz or Mr. 

Ritter. the Hebrew school's principal, try to fol low up absence w1th a 



telephone call. Unanticipated when the program was being planned was the 

situation of a fam ily w ith  more than one child in close age proximity. In 

such a circumstance Rabbi Ehrenkrantz suggested to a mother that she give 

p rio rity  to any program which included her children and “cut״ adult 

education classes in which material being presented seemed s im ila r to 

what was addressed the previous year. This is an example of idiosyncratic 

details that could not be planned fo r in advance.

According to Mr. R itte r and Rabbi Ehrenkrantz, parental 

reactions have been positive and enthusiastic. Rabbi Ehrenkrantz could 

think of a fam ily w ith  young children that joined the synagogue in part 

because of the positive image of educational outreach to families. He also 

notes that the synagogue, although numerically small, f i l ls  its  calendar 

w ith  as many events as much larger and better staffed institutions. That 

means that demands are made upon congregants which, combined w ith  

expectation of participation in on-going fam ily education programs, has 

lead a few fam ilies to leave the congregation.

-GOALS-

What goals did Rabbi Ehrenkrantz formulate as he talked about the 

fam ily education program? He began by discussing the Importance of Jews 

learning about such concepts as hidur mitzvah or menschlichkeit. "In a 

non-Halacchic age, how are people going to find themselves Jewishly? 

Perhaps they can be helped by refracting their lives through such concepts 

(as menschlichkeit or hidur m itzvah). We can influence the culture of the 

family. We can bring new vocabulary and symbols into the home." Rabbi 

Ehrenkrantz sees the program as being good fo r children to see their

telephone call. Unanticipated when the program was being planned was the 

situation of a family with more than one child in close age proximity. In 

such a circumstance Rabb1 Ehrenkrantz suggested to a mother that she g1ve 

priority to any program whfch included her children and "cut" adult 

education classes ln which material being presented seemed similar to 

what was addressed the prev1ous year. This ts an example of td1osyncrattc 

deta1ls that could not be planned for In advance. 

Accord1ng to Hr. Ritter and Rabbi Ehrenkrantz, parental 

reactions have been positive and enthusiast1c. Rabbi Ehrenkr-antz could 

think of a family w1th young children that Joined the synagogue In part 

because of the positive 1mage of educational outreach to families. He also 

notes that the synagogue, although numerically small, fills its calendar 

with as many events as much larger and better staffed institutions. That 

means that demands are made upon congregants which, combined wHh 

expectation of participation in on-going fam11y education programs, has 

lead a few families to leave the congregation. 

-GOALS-

What goals did Rabbi Ehrenkrantz formulate as he talked about the 

family education program? He began by discussing the 1rnportance of Jews 

learning about such concepts as hldur mitzvah or menschl ichkeit. ·1n a 

non-Halacchic age, how are people golng to find themselves Jew lshly? 

Perhaps they can be helped by refract1ng thelr 11ves through such concepts 

(as mensch! f chkei tor hidur m1tzvah). We can influence the culture of the 

family. We can bring new vocabulary and symbols into the home." Rabbi 

Ehrenkrantz sees the program as being good for children to see their 



parents In Hebrew school and good for parents to see what e ffo rts  the ir 

children are exerting in school. He believes that the program is enhancing 

parents' Jewish educations and allowing parents who perceive themselves 

as Jewishly ignorant to function in modest, teaching roles w ith  the ir 

children. A fringe benefit of the program is that by gathering parents of 

young children together and molding them into a group, they become a 

support group fo r one another as their children approach bar and bat 

m itzvah, Furthermore, the rabbi and school s ta ff have had an opportunity 

to influence positively fam ilies ’ values and expectations as they prepare 

fo r bnai/bnot mitzvah. Another benefit of the program is that of fam ilies 

w ith  Hebrew school age children about 20 per cent are inter-married. Thus 

the adult education aspect of the programs fa c ilita te s  reaching out to 

non-Jewish spouses. Parents are required by the fam ily education program 

to come into the school fo r six Sunday mornings during the year; over a 

five year period minimally they have attended th ir ty  educational sessions.

-RiPPLES-

Perhaps most Interesting is the ripple e ffec t of the program on 

the demography of the synagogue, The synagogue is young, w ith  many young 

fam ilies and a youthful rabbi. The number of young fam ilies means that i t  

is not unreasonable to anticipate that as the in it ia l five year program is 

completed roughly half the members of the congregation w il l have 

participated in the fam ily education program. Because the program is 

continuous, i t  w il l take a fam ily w ith  one child six years to become an 

alumni of the program; the more children, the longer the involvement.

Rabbi Ehrenkrantz hopes, in fact, in the future not only to publish the

parents ln Hebrew school and good for parents to see what efforts their 

children are exerting in school He believes that the program is enhancing 

parents' Jewish educations and allowing parents who perceive themselves 

as Jewishly ignorant to function 1n modest, teaching roles with their 

children. A fringe benef lt of the program ls that by gather1ng parent s of 

young children together and molding them 1nto a group, they become a 

support group for one another as their cMldren approach Qfil: and bat 

mitzvah. Furthermore, the rabbi and school staff have had an opportunity 

to fnfluence poslt1vely fam1lies· values and expectations as they prepare 

for bnai/bnot mitzvah. Another benefit of the program is that of families 

with Hebrew school age children about 20 per cent are inter-married. Thus 

the adult education aspect of the programs faci 1 it ates reaching out to 

non-Jewish spouses. Parents are required by the family education program 

to come into the school for six Sunday mornings during the year; over a 

five year period minimally they have attended thirty educational sessions. 

-RIPPLES-

Perhaps most lnterestlng is the r1pple effect of the program on 

the demography of the synagogue. The synagogue is young, with many young 

famil ies and a youthful rabbi. The number of young famn ies means that i t 

is not unreasonable to anticipate that as the initial five year program is 

completed roughly half the members of the congregation will have 

participated in the family education program. Because the program 1s 

continuous, it will take a family with one child six years to become an 

alumni of the program; the more children, the longer the Involvement. 

Rabbi Ehrenkrantz hopes, in fact 1 in the future not only to publish the 



program as a model fo r use elsewhere but also to design a s im ila r scheme 

for nursery school children. Thus as time passes, i t  does not seem unlikely 

that more and more of the synagogue's identity, public image, and 

activ ities  w ill be associated w ith  fam ily education.

-EVALUATION-

When asked by what c rite ria  the program could be evaluated, Rabbi 

Ehrenkrantz and his s ta ff all pointed to "positive feedback," enthusiastic 

comments, attendance, attentiveness and involvement on the part of 

students. The program has received positive reviews from the JEA, 

!auditory local newspaper publicity and an award from the Federation of 

Reconstructionist Congregations and Havurot. When asked what might be 

done to improve the program, the following ideas emerged: planning long in 

advance w ith  guest speakers in place and on the synagogue calendar as 

much as a year in advance; clearer, more exp lic it statements of curricula 

fo r teachers; more s ta ff meetings; either a loose leaf binder or its  

equivalent on computer which would serve as a schedule diary and te ll the 

user "now is the time to send out reminder notices, etc."; greater 

consistency in fo llow  up telephone calls to parents.

Rabbi Ehrenkrantz explained that he was more intim ately involved in 

the administration of the program during its  f ir s t  year (1990-91) and 

because of other responsibilities w ith in  the congregation pulled back a 

l i t t le  this year and gave the school principal more responsibility. He 

believes that as the program continues to grow, more administrative time 

w ill be necessarily devoted to the enterprise. That w ill mean either up

program as a model for use elsewhere but also to design a similar scheme 

for nursery school children. Thus as time passes, it does not seem unlikely 

that more and more of the synagogue's ident ity, public image, and 

activities will be associated with family education. 

-EVALUATION-

When asked by what criteria the program could be evaluated, Rabbi 

Ehrenkrantz and his staff all pointed to "posi tive feedback," enthusiastic 

comments, attendance, attentiveness and involvement on the part of 

students. The program has received positive reviews from the JEA, 

!auditory local newspaper publicity and an award from the Federation of 

Reconstructlonist Congregations and Havurot. When asked what mtght be 

done to improve the program, the following ideas emerged: planning long in 

advance with guest speakers 1n place and on the synagogue calendar as 

much as a year in advance; clearer, more explicit statements of curricula 

for teachers; more staff meetings; either a loose leaf binder or its 

equivalent on computer which would serve as a schedule d1ary and tell the 

user "now is the time to send out reminder notices, etc."; greater 

consistency in follow up telephone calls to parents. 

Rabbi Ehrenkrantz explained that he was more intimately involved in 

the administration of the program during its first year ( 1990-91) and 

because of other responsibilities within the congregation pulled back a 

little this year and gave the school principal more responsibility. He 

believes that as the program continues to grow, more administrative time 

w111 be necessartly devoted to the enterprise. That will mean either up 
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grading the principal's job from half to three quarters or fu ll time or 

hiring someone to act purely as fam ily education administrator.

A problem w ith in  the synagogue which is not addressed by the fam ily 

education program is what to do w ith  post Hebrew school children who 

w ill be veterans of the fam ily education project. At th is  point a few 

children go on to a regional Hebrew high school; a fledgling, fa ltering 

youth group is beginning . Rabbi Ehrenkrantz is very proud that this year (in 

contrast to one student last year) eight or nine teenagers from the 

congregation are going to HaBonim's camp Galil.

Kathy Green 

June 1992

B'nai Keshet
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grading the pr1nclpal's job from half to three quarters or full time or 

hir1ng someone to act purely as family education administrator. 

A problem w1thin the synagogue which is not addressed by the family 

education program is what to do w1th post Hebrew school children who 

will be veterans of the family education project. At th1s point a few 

children go on to a regional Hebrew high schOol; a fledgling, faltering 

youth group is beginning. Rabbi Ehrenkrantz is very proud that this year (in 

contrast to one student last year) eight or n1ne teenagers from the 

congregation are going to HaBonim's camp Galil. 
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Best Practice Pr oject 
Progress Report and Pl ans for 1992- 93 

Barry w. Holtz 

The Project as of today 

The Areas of Jewish Educat ion 

This past year has been spent in learning about the way to con­
duct a pr oject that has never really been done in Jewish educa­
tion before. How do we locate examples of best practice in 
Jewish education? As the year has proceeded a method of work and 
a set of issues to explore has evolved . We began by identifying 
specific progra1nmatic "areas" in Jewish education to focus on. 
These were pr imarily the venues in which Jewish education is con­
ducted such as supplementary schools, JCCs, day schools etc. 

As the work continued, we have noticed that there are both sig­
nificant si~ilarities and differences between each a~ea and the 
next. Our experience with one area helps us think about sub­
sequent areas; and yet the unique features of each context .of 
Jewish education have a profound impact o~ how the examinatio~ of 
best practice operates in any given subject area. Thus the area 
of "supplementary schools" has something in common with the area 
of 11 early childhood." But just as importantly these areas differ 
in striking ways as well. 

We have come to think of each of the different areas (previously 
we used the term 11round 11 for this) as a "division , " in the busi­
ness sense of the word, that operates with a team directed by 
Shulamith and me. Each division's work has two "phases." Phase 
1 is a meeting of experts to talk about best practice in the area 
and help me develop the criteria for evaluating "success"; Phase 
2 is the site visit and report writing done by members of the 
team. This year we launched f our areas-- all four offer promise, 
but there are significant differences in the way that each area 
is moving and some questions remain . More on all this below. 

We began with the supplementary school primarily because we knew 
that a) there was a general feeling in the community, par~icular­
ly in the lay community, t hat the supplementary school had 
"failed"; b) because the majority of Jewish chi ldren get their 
education in the supplementary school and because of that percep­
tion of failure, the Lead Communit ies would certainly want to ad­
dress the "problem" of the supplementary s chool; c) as the direc­
tor of the project, it was the are a in which I had the most expe­
rience and best sense of who I could turn to for assist ance and 
counsel. 

I will not reoeat reports that I have offered throughout the year 
which d escr ibed in detail how we went about the process, but suf­
fice it to say here t hat we held a meeting of experts; I then 
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wrote a Best Practices in the Supplementary school guide; a team 
of report writers was assembled and assignments were given to the 
team to locate good schools and good "stand-alone" program,s. In 
practice it appears that we are going to get reports about good 
schools (that have good programs within them) rather than good 
individual programs that exist in mediocre schools. 

We have a team of seven good people looking and writing . They 
are: Carol Ingall (Melton and BJE, Providence, RI}, Vicky Kelman 
(Melton and Berkeley, CA), Sam Joseph (HUC-Cincinnati), Joe 
Reimer (Brandeis), Kathy Green (Reconstructionist Rabbinical Col­
lege), Stuart Schoenfeld (York University, Toronto}, Michael 
Zeldin (HUC-LA) . So far we have received reports on three 
schools. By the end of the summer we should have the rest. In a 
nutshell we have discovered that yes, there are successful sup­
plementary schools and we are finding representative places that 
are worth hearing about and seeing. In the spirit of Lee Shul­
man's "existence proofs" we will have the examples that people 
can look at and visit. 

Last month Shularnith and I met with nine early childhood Jewish 
education people to map out our approach to that area. (In other 
words, we launched Division Two= Early Childhood; Phase 1= Meet­
ing of experts) I am writing a document similar to the sup­
plementary school piece and these nine (plus one other) will be 
asked to do reports in a style which is similar to the sup­
plementary school team (i,e . Phase 2= writing of reports). The 
writing will take place in September and October . 

Two Question Marks 

This year also left us wit h two areas that were partially launch­
ed and remain as questi on marks. The first is the Israel Experi­
ence. our sense is that Steve Cohen and Susan Wal l's paper on 
the Israel Experience certainly gives us a serious running start 
in that area . This paper was funded by the CRB Foundation and 
was a fine piece of work. However, what tha paper does not do is 
"name names." Steve and Susan might well serve as consultants 
for us and might be able to give us the names, but t hat is a 
ques tion mark that ought to be explored. In the meanwhile the 
paper does give some worthwhile principles about successful pro­
gramming in this area. One question, however, that I am always 
asked about concerning the Israel experience is: why don't we use 
the fruits of Annette Hochstein's research project of a few years 
back. Annette's work has become the veritable Dead Sea scrolls 
of Israel Experience programming! I would like an answer to this 
question, dear colleagues in Israel. And I would also like to 
know if you think that the Cohen/Wall paper, supplemented with 
actual names, is sufficient for us to stop in this area. 

We have also launched the Jee area with a meeting at the JCCA. 
Lenny Rubin is going to put together a team (I will work with 
them) to develop the Phase l "guidelines" for this area. But the 
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question remains: how should it be written up. The current 
thinking is a few good people in the field (Bernie Steinbet'g, 
Doniel Hartman, etc.) could do t he Phase 2 reports. Barry Chazen 
has expressed interest in doing "portraits" here (see below for 
more on this matter of portraits) and we ought to talk about how 
to move on this, if at all. 

The Issue of Documentation 

One of the original questions that I wrote about in my early 
memos for the CIJE was the question of what the nature of the 
documentation should be as we look at each area. I remember 
being struck by the reaction of Charles Bronfman at a CIJE Board 
meeting in which he argued that "the more documentation the bet­
ter." It is clear to me (and this is a point that Seymour made 
from t he beginning) that the Best Practices Project is operating 
m two levels: there is best practice as a mode of 11 service11 to 
the field, namely, as an aid to the development of the Lead Com­
munities. And there is best practice as filling a profound gap 
in the research arena-- research about the successes of Jewish 
education. (It is t his aspect that I have related to my sugges­
tion for creating a Center for the Study of Jewish Education .) 

Both of these dimensions drive the project, but the Lead Com­
munities side is, obviously, more pressing and the type of docu­
rnenta tion needed for the project must take into account the im- ·· 
mediate needs of the CIJE and the Lead Communities. on the other 
hand, we also have to consider what Mr. Bronfma n was suggesting: 
good documentation offers significant practical assistance. 

Given the time constraints upon us-- with Lead Communities soon 
to be chosen-- and given the fact that we are trying to look at 
Jewish education across the spectrum (i.e. at many different 
areas), I have come to think about this matter using the follow­
ing 11 slogan" - - f r on,, report to portrait to study. What I mean is 
this : We have been gathering 11 reports. 11 Reports are short (6-
10) page documents, narrative in form, but which essentially fol­
low the guidelines · which I have prepared for the report writers. 
In the shorthand of t he CIJE this might be thought of as "succes­
sive iterations." The next stage would be to return to the same 
sites and do a "portrait." Here, of course, my model is Sara 
Lawrence Lightfoot's The Good High School and other works of that 
sort. Finally, we could imagine a full blown "study" similar to 
David Schoem's Ethnic Survival in America or Joe Reimer's 
forthcoming book on two supplementary schools in Boston . 

one interesting issue here is that the basic mode of analysis 
that we have been using is essentially qualitative in style. We 
have done no quantitative research as of yet. This has something 
to do with my own expertise and predilections, to be sure, but it 

:, 
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is also the mode of research that seems most appropriate to the 
goals of t he project, at l east in the Lead Communities phase. 
(And certainly at the first iteration, we can't expect much in 
the way of hard data.) This will leave us open to the usual com­
plaints about this kind of research-- it is impressionistic, sub­
jective, too dependent on the particular researcher and his or 
her perspective. I think we have answers to these complaints, 
both pragmatic and theoretical, but we should be aware of the 
possibility. However, if the research component of the best 
practices expands we will have to think more about this matter. 
(Here there may be room for a tie- in with the monitoring and 
evaluation work done by Adam.) 

Next Steps: The 1992-1993 Year 

Here is the proposed plan of action for this coming year, with 
questions and issues that are on t he agenda. This is a very am­
oitious plan and I don't think that everything here can get done 
within one year, but it can be seen as setting t he agenda for the 
ongoing work of the Best Practices Project. 

New Areas to Cover 

As I mentioned above, we should have Phase 2 (reports) of Early 
Childhood completed in the early fall. I consider this area 
still be part of Year One. on the docket for next year are the 
following areas: day schools, adult education, camps, and college 
programs. Each presents i ts own interesting challenges . So far 
the area among these four that we have begun to plan (in a 
preliminary way) is day schools. Her e the tnought would be to 
gather together experts from the academic world of Jewish educa­
tion (like our supplementary school group) and limit the number 
of people who are themselves day school principals. Perhaps the 
principals could be used to do some write-ups for schools not 
their own . The issues of turf and jealousy are probably going to 
be more difficult in this area than in any o~her. One solution 
that Shulamith and I have been thinking about is to have each 
school that is written up be analyzed for ona particular area of 
excellence and not for its over all 11goodness." Thus we would 
have X school written up for its ability to teach modern Hebrew 
speaking; another for its text teaching; another for its parent 
education programs; another for its in- service education, etc . 

We will probably turn to the college area next and then to camp­
ing and adult education. 

More Examples of Old Areas 

Another task that needs to be conside red is finding more examples 
of best practices within those areas that we have already looked 
at. I think that this applies particularly to supplementary 
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schools because we will have only explored ten schools and pro­
grams and there i s such a wide r ange of supplementary schools 
across Alnerica that we ought to have some more breadth in this 
area. A similar case could be made for early chi ldhood progr ams . 

At the time of our first exploration of supplementary schools, I 
sent a letter to all the members of the Senior Policy Advisers 
asking for their suggestions . In addition, I worked with Eliot 
Spack to send a similar letter to "friends wi thin CAJE." Because 
of these init iatives I now have a list of 20 to 30 Hebr ew schools 
that we might want to investigate. Such an investigation, how­
ever, does raise t wo questions . First, unlike our first group of 
schools , many of these suggestions come from peopl e whom we don't 
really know. That doesn't mean that the suggestions are bad 
ones, but in this case we don't have the same level of confidence 
that allowed us to write up schools so quickly. For the most 
part t he fi rst group of s chools was already we ll-known to t he 
report writers . They could do the job quickly because they came 
in with a running start . In this case we may need to take a 
longer look at schools before we can write them up with con­
fidence. 

The second problem is one raised by Jon Woocher. At a recent 
ineeting he said t o me, " for the purposes of the project, how many 
examples of best practice do you really need in any one given 
area?" Do we need to read ten report s of supplementary schools 
or twenty or sixty? I don't know the answer to this. I suppose 
some of it will have to do with repetit ion of information or in­
sights. Perhaps it ' s better to concentrate on depth, in other 
words , rather than breadth (see "Phase Four" below). 

Nonet heless, my own f eeling is that ten is still too few and we 
could certainly use another set of schools to add to our collec­
tion . one thing we will certainly see is what dimensions of sup ­
plementary school education are missing from our current collec­
tion of schools? That is, we may discover that we have no exa m­
ples of effect ive teaching of Hebrew or programs in mitzvot edu­
cation or family education-- areas that we have already talked 
about in the original (Phase 1) meeting. What we might want to 
do is "fill in the gaps." This might no-e be ~oc diffi cult•bo-------­
cause most of the letters that I have received name schools and 
describe briefly what characterizes the school. 

Phase Three: The Report writers Meet Again 

In thinking about the corning year, I would suggest that we should 
gather together our teams from each of t he divisions for addi­
tional consultation and conversation. I would see four goals for 
such meetings! 
1) We ought to read one another's repo rts and t alk about what we 
have and what seems to be mi ss ing . Perhaps such a discussion 
should precede Phase Two, so we c a n see those programs that 

..,.. . . ., . ·- . .. - . -
. 
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haven't been covered yet and send people out to find examples to 
make our reports more inclusive. (E.g. what if we have nothing 
on teaching Hebrew in our supplementary school lists, etc . ) 

2) such meetings would help us refine the process by which 
reports are written and sites are studied. 

3) The meetings could then help us talk about the next stage 
11portraits 11 and how they might be done. 

4) Finally the meetings would be a chance to talk about implemen­
tation of best practices with the Lead Communities. 

Phase Four: From Report to Portrait 

Next year we can begin to explore moving from reports to 
portraits. We can decide on sites that deserve to be portrayed 
and we can talk about who should do the writing. During the year 
we could, budget permitting, begin to launch the portrait phase 
~f the project in a number of different areas. 

Lead Communities: Implementation-- and How to do it 

The other main initiative this year should be thinking through 
the issue of best practices and Lead Communities. The report 
writers, of course, are only one group that can talk about this. 
We ought to try to involve others , both from within and outside 
the CIJE team, in this exploration. 

My recent article in the Melton Journal (which on Shulamith's ad­
vice, I circulated to the CIJE gang) was my first stab at looking 
at the educational change literature and seeing the ways that it 
might have an impact on our work. During the year , I hope to be 
able to find time to continue this investigation. 

The Department of Dreams 

Before I conclude, I add once again a reminder about the "depart­
ment of dreams." I am not sure if this matter-- all the new 
ideas in Jewish education or the ideas that people have talked 
about but never have had the chance to try out- - really fits 
within the Best Practices Project, but I think it's something we 
ought to put on our agenda, particularly when we think about work 
with the Lead Communities. 

A number of questions remain, as any reader can see from the 
remarks above. As I have said also, not everything here can be 

- ., 
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accomplished in one year, but I think WP-r.i:\.11 t1.SJ? t.his d~curnent ae 
the basic framework for discussion and planning. Thanks . 
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MELTON .. 
RESEARCH 
CENTER 

for Jewish Education 
May 15, 1992 

To: Mort Mandel, Isa Aron, Adam Gamoran, Mark Gurvis, Steve 
Hoffman, Jack Ukeles & Jim Meier, Jon Woocher, Seymour Fox 
& Annette Hochstein 

From: Barry Holtz 

Friends, 

The enclosed article just came out in the new Melton Journal . 
Since it deals with issues that have come up in our CIJE work, 
and indeed discusses some of our projects, Shulamith suggested 
that I send out a "reprint" version to each of you . 

Many thanks to Seymour and Annette who first suggested that I 
read the Smith and O'day article discussed in the article . 

• 

1· 
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Prospects for Innovation in Jewish Education 
,y Barry W. Holtz 

I t would ~ot be an exaggeration 10 say 
1~a1 the JSSue of change and innova• 
~ton has _been the dominant concern 
m Amencan educational writing for 

lhe_past two decades. In fact, as one recent , 
a~ ticle_ put it, "William Torrey Harris, j 
wnose influence waned in the early I 900s, 
was the last major figure in American edu• 
cation not identified with change"!I 

Of r-••rse the term "change" means dif. 
feren. .ngs to different writers. For some 
it means finding ways to change tbe cur­
rent pedagogic practices used in schools. 
Fo~ these writers change can happen 
,r. gh new curricular materials or teach­
er education programs (either in the "pre­
service ''. phas~ or !eacher training or 
through mn_ovauve "1nservice" programs). 
For others it means focusing on issues of 
personal growth either for students or 
te~chers. For others still, it suggests devel­
oping systems through which educational 
m uctur~s sue? ~-schools can avoid being 
lock:d into rig1d1ty. Change in th.is last 
:ase 1s a matter of administrative and sys­
:emic flexibility. 

Although the literature employ$ all 
three 0£ lhe.se meanings for change, by far 
the most prevalent usage Is the first: 
change means introducing new ways o f 
teaching and learning into educational set­
tings. The search for the "new a nd 
improved" is a particularly American con• 
ccm, of course, but in a certain sense, this 
enormous emphasis on change points to a 
deeper malady: any educational system 
which so obs!Ssively loon toward change 
must have considerable doubts about its 
own success or effectiveness! Jewish edu­
cation. too, sh.arcs these doubts, thus the 
li terature on change and innovation has 
significant implications for our work as 
well. What does contemporary writing 
about change tell us? And in what way is 
this research re levant to the situation of 
Jewish education today? 

The process of change, as understood in 
the manner that we are using it here, 
essentially consists of three related phases. 
First. the educational setting must sense 
dissatisfaction with the way that some­
thing is currently operating. Second. an 
alternative educational mode rnust be pro­
posed, whether it be a method of tc_a7hin8, 
a conception of subject matter, a vLS1on of 
educational o rganization, or anything else. 
The alternative mode may be a new cre­
ation or it may be adaptation of an idea or 
approach currently in practice (this is 
sometimes called tht "best practice" 
approach} elsewhere. Final_ly, the inn.ova­
tion must be introduced into the field. 
tested and evaluated. Thus, to choose a 
well-known example, the dissatisfaction 
with the teaching of science in American 
public schools in the late 1950s, spurred or 
by the Russiat1 Sputnilc Launch, led to th< 
creation and implementation of the "neY 
science" curricula of the period.2 

Of the three stages of change it is th, 
last-the implementation phase-that h2 
engendered the most research. Toe reaso 
may b e obvious: there is no dearth c 
informat!oa about phase one, dissatisiac 
tion with erlucadon (both in general an 
Jewish contexts). And in t.he general ed· 
cation field there is certainly a good de 
ot literature proposing innovation 1 

delineating best practice. The d~ep 
question is something else: why-wtth 
of our discontent and with all of the m:i 
proposals 1hat people have made for int 

B•rty W. Holli is co-director of the Mel 
i«~ach C:ntcr and an editor of this Journa 
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1tion-why has so little changed? As 
larshall S. Smith and Jennifer O'Day, 
Jthors of an important recent essay on 
e topic, have put it: 
The past decade has seen a blizzard of 
reports. Federal and state legislation, 
and local efforts designed to stem the 
"rising tide of mediocrity" in US edu­
cation. ... 

Yet for all this effort. evaluations of 
the reforms indicate only minor 
changes in the typical school. either in 
the nature of classroom practices or in 
achievement outcomes . . .. For the 
mo:;t pan, ,nc processes ana content 
of instruction in the public school 
classrooms of today are little different 
from what they were in 1980 or in 
1970 > 

Smith and O'Day arc by no means the 
st to raise this kind of complaint. Their 
1et>riorts echo one of the dassic works in 
t. .Id, Seymour Sarason's The Culture 
the School and the Problem of Change 

1llyn and Bacon, 197l). It was Sanson 
10 neatly summed up his thesis by ask­
~: why is it true that in education the 
,re things change, the more they remain 
: same? As a social psychologist, Sara-
11 saw the answer in the nature of llumart 
:eractions in fixed structures such as 
1ools. 
Sarason pointed out thac work in 
1001s proceeds by a 6et of established 
meworks and ways of acting which he 
med "regularities... Some regularities 
: "programmatic.'' that is they relate to 
: specific programs of the school (some• 
oes 1'--: state o r district mandates 
:se )- .ch as the number of hours that 
'taio subjects meet, the dismissal time, 
: report car9s, etc. Other regularities 
: ""'ehavioraJ''-they concern those spe-
1 .. .. ctivities which tend to be on the 
nail scale" such as the number of ques­
os that teachers a6k students when run-
1g a class. In both cases, Sarason 
inted out, the established patterns of 
ion are very difficult to- change. Wbcn 
rason as a researcher began raising 
1es about the nature of both programs 
j behavior. he faced enormous rc­
ance. 

Sarason would challenge his listeners by 
playing the role of a visitor from Mars 
who asked the most basic questions about 
why we do the things we do in schools. He 
pushed people to think about "what is the 
universe of alternatives that could be con­
sidered" and "what is the intended out­
come of the programmatic regularity." 
He was especially concerned about situa­
tions in which there were programs in 
place for many years, when tho way things 
were done seemed to be the only way that 
one could do them. Wbat Sanson discov­
ered from these exercises oi analysis and 
QUestionine; was th.at the nnnnal mn~-~ of 
behavior were so powerful that people 
often could see no other way of acting. 

We know the phenomenon of regulari­
ties well from Jewish education. For 
example, many aspects of the program at 
Camp Ramah (how Shabbat meals arc 
done; prayer; organizational structure; 
classes, etc.) have often seemed inviolate, 
These are the way things have to be done. 
lf you ask why, you can often get a host of 
interesting answers, but more often than 
not, lurking behind them is the real point 
becautt it's rhe way things have alwa)'s 
bftn done. 

Or consider another example: Some 
years ago the Melton Center tried to 
argue in its curriculum for Holi 

days/Miwot/Prayer that Hebrew schools 
should eliminate the school-wide model 
seder. The curriculum writers made a 
strong, and I believe convincing, case for 
tbe change. The problem was no one 
would accept it. The model seder was 
torah min ha-shamayim-ta change it, to 
eliminate it, was impos6ible, no matter 
how incisive and compelling our argument 
was. 

Sarasoa's book was a powerful report 
on the problems of innovation, but one 
reads it almost with a sense of hopeless­
ness. Can nothing make a difference? 
Perhaps Sarason's psychological orienta­
tion exacerbates the despair by giving his 
presentation an air of inevitability: this is 
bow human being behave; there is little we 
can do about it. More rec.ent writers, how­
ever. have tried to explore the question of 
change from different perspectives to see 
if there may be some way in which change 
can effectively be implemented. 

Probably the most famous of all the 
recent explorations of change in schools 
was the project launched by the Rand 
Corporation in the late 1970s, usually 
called the "change agent" study.• Recently, 
one of the principal re searchers In the 
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change agent study, Milbrcy W. McLaugh­
lin, revisited the Rand stUdy to reflect on 
what the passage of 15 years bad meant to 
her view of the original work.' The article 
provides both a useful summary of the 
earlier findin8$ and thoughls by the author 
on which of those findirtgs have held up 
and which have not. 

One of the important findings of the 
original study had to do witb the relation­
ship between "outside" agents for change 
and the internal staff of a school. The orig­
inal study pointed out the many inadequa­
cies of the typical "top down" approach to 
huylc:,uc:u~lu~ i;lumgc. l\llnd argued ,nae 
projects planned in a collaborative way 
with teachers and staff wor.k better than 
either top-down or bottom-up approaches 
to in.service work. 

Although McLaughlin's new thinking 
does not reject the original finding about 
collaboration as the optimal mode! for 
inservice work, she now amends that posi­
tion and argues that sometimes "belief fol­
lows practice". That is, it is pos.sible for 
the outside agent to come in and "con­
vert" the on•sitc people to the need for 
change, even if the insiders didn't invent 

or call for the new program or change to 
be implemented. 

The "new" Rand, likewise, is much less 
skep tical about the role of "external 
agents and their ability to promote posi­
tive change in local practice."' The real 
key, McLaughlin points out, Is that the 
outside consultants must not impose a 
standardized practice from above, but 
rather must recognize the importance of 
"mutual adapmion." 

The other main emphasis in the new 
Rand echoes o ther recent writing about 
the change process- the need to view 
change as part of a large scale effort rather 
lhan attempting to introduce small bits of 
innovation in a piecemeal way. As 
McLaughlin states toward the end of the 
article, "special projects focused on single 
issues ignore the systemic and intercon• 
nected conditions lhat influence classroom 
practice." And "reform needs to be sys­
temic and on-going.'" 

The issue of systemic change- is also dis· 
cussed perceptively by Larry Cuban in an 
article that explores the reasons for the 
tailure of school reform. Cuban suggests 
that we can define two types of change­
"first-order changes" arc those which 
change particular practices in schools, 
"without djsturbing the basic organiza­
tional features, without substantially alter­
ing the way that children and adulcs 
perform their roles."' Such changes might 
include "raising salaries ... selecting bet­
ter textbooks . . . and introducing new ver­
sions of evaluation and training .... 
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econd-order changes are more radical. 
:y effect tbe deepest structures of 
,ols themselves. They "introduce new 
Is, structures and roles that transform 
1iliar ways o{ doing things into new 
,s of solving persistent p:oblems."10 

~se might include open classrooms, 
1cher programs or teacher-run schools. 
s this type of radical change which 

1001s have resisted most powerfully. 
c problem, Cuban argues, is· that 
onners tend to underestimate the prob­
:is of introducing second-order change, 
d in doing so they make promises that 
:1not be fulfilled. "For those who seek 

Jndamental, second-<>rder changes that 
ti ll sweep away current structures and 
tart ar•w ... basic social and political 
hang. ,t1ould need to occur outside of 
':hools" (emphasis his).11 What Cuban 
alls for is ''clearer and more modest 
orions of what is possible within current 

tures of schooling. ••11 

Nothing more characterizes the recent 
terature on change than the focus. such 
s Cuban's. on the ways to effect the struc­
ues of institutions. One o! the best exam­
les of a "systems" approach to change is 
ne article by Smith and O'Day mentioned 
reviously. These two writers argue that 
urrent research has shown cenain basic 
baracteristics ot good schools-"a school 
tide vision and school climate conducive 
C> learning, enthusiastic and k.nowledge­
ble teachers, a high quality curriculum 
nd instructional strategics, a high level of 
ngagement, shared decision-making, and 
,arental support and involvement."'3 The 
1robl""'l, then is not that we don't know 
vha1 .Jrks; wbat we need to discover is 
why aren't more of our schools like this? 
.. why are these schools so exceptional 
od so vulnerable?"" 

.)r Smitb and O'Day the answer is that 
nost reforms which have been introduced 
1ave oot touched the basic structures of 
chools; they have been scattershot and 
mintegrated. Smith and O'Day want to 
~e approaches that hit the basic organiu­
ional modalities of schools: "If the new 
·eform movement is to bave a luting 
!ffect on what happens in the classroom, it 
viii thus have to overcome the current 
'ragmentation of the system and provide a 
:oherent direction for change and the 
·esources to accomplish those chang~. "1l 

.n their article they try 10 outline what this 
:vould mean. By and large the recommen­
fations of the Smith and O'Day article 
lim at utilizing the power of states (rather 
:han local authorities) to ''design and 
Hchcstrate the implementation of a 
:oher~nt instructional guidance system." 
Here 1s how they sum up their ideas; 

The cornerstone of the system would 
be a set of challenging and progressive 
curriculum frameworks. The frame-

works would be developed through a 
collaborative process involving master 
teachers, subject matter specialists. 
and other key members of the state 
community and would be updated on 
a regular basis .... The state would be 
responsible for establishing a set of 
challenging student achievement 
goals, based on the frameworks. 
Teachers and other local school pro­
fessionals would be responsible for 
designing and implementing the cur­
riculum and pedagogical strategies for 
their schools. .. to best meet the needs 
of their particulaT studenu.tt 
In addition, Smith and O'Day argue. 

these ·•curriculum frameworks" would 
form the basis of both preservice and 
inservice education programs by giving 
the planners of those programs a clear 
sense of the goals that would need to be 
achieved in helping teachers gtow and 
develop. 

Smith and O'Day are not, I believe, 
calling for "second•order" changes in the 
way that Cuban hu described this phe­
nomenon. They are hoping to improve 
what currently exists rather than seeking 
to reconceptualize the whole notion o( 
schools and schooling. ln that sense one 
might believe that what they propose has 
the pouibility for success. As Cuban bas 
suggested, most reforms since the turn of 
the century have suceeeded to the extent 
that they supported and improved "the 
quality of what alttady existed-what had 
come to be called traditional schooling­
and not to alter the existing organizational 
str\lctures. "1' 

But to rny mind Smith and O'Day are 
overly optimistic in believing that the state 
could take such an active and positive role 
in detennining curriculum, learning objec­
tives and teacher education programs . 
They very much want to retain the local 
autonomy of teachers by saying that the 
state should merely set the frameworks. 
and that the local school will plan the cur­
riculum. Yet in real life it is unlikely that 
this subtle distinction will be maintained. 
We are more likely to get, I believe, al 

best 3 rather flat and uninteresting set of 
"objectives" with no bite or content or at 
worst tbe serious meddling into education­
al planning that will completely duenfran• 
chise the teacher. I hope Smith and O'Day 
are right, but I don't hold much hope their 
plan will be implemented with the serious.­
ness that they recommend. Without that, 
it seems unlikely to me that it will work. 

Looking at their article, however, gives 
us a sense of the ways that Jewish educa­
tion both resembles and diffeis Crom edu­
cation in the public sector and suggests 
ways that the issue of change may be 
approached within the field of Jewish 
education. 
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of general education in America, there is a 
good deal of dissatisfaction with contem­
porary Jewish education and the desire to 
implement change is in the afr. American 
education has seen a plethora of reports 
and recommendations during the last 
decade and a half in which a number of 
ideu for change have been articulated.11 

The nearest thing to such a report that we 
have in the Jewish community is the 
recent publication of the Commission on 
Jewish Education in No11h America, a dis­
tinguished panel of community leaders, 
institutional professionals and academi­
cians. The Commission's repon. A Time to 
Act, outlines the crisis in contemporary 
Jewish education and sounds a call for 
change and innovation. Thus like Ameri­
can education, Jewish education has 
entered the first phase of change-<leter­
mining that something is wrong. 

When we turn toward the second phase 
of change-idea.s for innovation and prac­
tice-the situation differs from what we 
have seen in American education. To take 
the Commission on Jewish Educatio"n as 
an example, we note that unlike reports 
such as the Carnegie Commission or A 

Nation at RiJk, .A. Time to Act, does not 
outline a specific agenda for change 
beyond two important recommendations, 
namely the need for "building community 
support" for Jewish education and for 
"building the profession" of educators 
through recruitment, training, and tech­
niques of retention. The Commission 
refused to choose specific "programmatic 
options" for change (e.g. focusing on day 
schools or early childhood education or 
media for Jewish education), although it 
listed twenty-three such options that had 
been raised in its meetings. 

Instead the Commission called for 
establishing a group of model Lead Com­
munities. ''local laboratories for Jewish 
education" in which the best ideas avail­
able about educational practice would be 
tried out. It seems that two factors influ­
enced the decision not to choose specific 
programmatic: approaches. First, the Com­
minion wished to hold on to the unusually 
broad-based co3lition that it had managed 
to assemble. Had it opted for some pro­
grams over others, it might have endan­
gered that delicate balance. But beyond 
that specifically structural agenda, some­
thing more important was at work here. 
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,on ~ver another because it did no, '. 
w which one 10 choose. In other words, · 
stale of Jewish educational research 
the panicular nature of Jewish educa· 
and lts issues (as opposed to general 

c3 tion) is such that we simply do not 
w whether an investment in, say, early 
~hood education is better than invest­
in college age students or curriculum 
rm. We have opinions or hunc~es. but 
·e is no inherent logic by which the 
:acy of one option over another could 
roved. 
century of research in general educa• 
has led to conclusions about wha1 

<s and what doesn't. But the goals of 
sh education are different from gener• 
;jucation. especially when the stakes 
:d by . Commission's repo~t ~re so 
,: nou ... ,g less than the contL~u,ty. of 
Jewish people. In those areas m which 
,sb education closely resembles gener­
d· ·tion (such as day school educa­
), .,e might be able to extrap~late 
l one to the other and say that in so 
15 any school is still a school, we can 
.s what would probably work in a Jew-
lay school. . 
ut nothing in general educa°:on c~n 
rmine what will help children 1den11fy 
Israel or learn to experience prayer 

elebrate the Jewish life cycle. At this 
we do no1 know what aspects of Jew­

:ducation, it any, will really enhance 
,ossibilities for longterm Jewish conti­
y. Thus the call for the establishment 
ving laboratori~s through the Lead 
1munities takes the term quite literal­
crbai» by such experimenr,, by blcnd­
opti in interesting ways, we can 
n to .. ~ure out what really will make 
UCCCS$, 

'here the research in general educa• 
v be helpful is in the issues of the 

.. ,..11ase of change-implementing 
)vations. First, the findings of the 
d studies seems to urge us toward at 
t a certain level of boldness. McLaugh­
>ointS out that "ambitious effortS we.re 
c likely to stimulate teacher change 
involvement than were modest, nar­
projccts. "" At the same time she 

1s that lhe.!e changes need to be intro­
:c.J in a way that they would not over­
Im the implementing system. To me 
suggests that it is important to think 
•ally, 10 plan serious and significant 
,ges for kwish education, but to be 
ful to build support and structure for 
e changes in a meticulous and carefully 
,tructcd fashion. 
lie new Rand findings stating that out­
consultants can be of assistance in 

:ernentlng change is also a hopeful sign 
nnovation work in Jewish education. 

Nonetheless, the warning that these out•• 
side consultants must work in an "adap•· 
tlve" way witb the local constit~ents ~s 
something that we must take quite sen­
ously. In Jewish education, even more 
1han in general education, we tend to ' 
believe (and perhaps accurately) 1hat 
there is a great paucity of expertise at ~e 
local level. Many teachers, for example, in 

the supplementary schools are not pro• 
fessionally trained or see themselves as 
"avocational"; a similar situation obtains 
in much informal Jewish education. 
Nonetheless, tbe need to adapt to the spe• 
cific setting to work collaboratively with 
the local personnel is crucial to success. As 
McLaughlin puts it, "Rand's conclusion 
that local choices about how (or wheth~r) 
to put a policy into practice have more sig­
nificance for policy outcomes than do such 
policy features as technology, program 
design, funding levels or governance 
requirements. Changt continues to be a 
problem of the smaffest unit" (emphasis 
mine):~ 

finally, we must bee~ the ~atlling tbat 
a focus on single issues is unlikely to pro­
duce significant resulu. Oiange needs to 
be broad, systemic and on-going. 

But what are the means of moving the 
system toward change? Jewish education 
exists both on ~ differenc sc:ale from gen­
eral education and within a differen1 orga• 
nizational system. Thus it is uncle~r if the 
suggestions in the article by Smtth ~nd 
O'Day can be of assistance in tbink.mg 
about Jewish education. Smith and O'~ay 
assume an educational framewor\{ which 
is under the supervision of public officials 
and under the control of state authorities. 
Their idea is to use that legal structure as 
a way of goading the system into action. 
Whether such an approach can be success­
ful is irrelevant to our concerns here; what 
matters is that essentially Jewish educa­
tion is a voluntary system that has few of 
the enforcement controls that general 
education docs. By comparison to public 
education with its legal controls, the 
Jewish Federation framework is a weak 
enforcement agency and while certain 
financial power is in the hands of Federa• 
tion, much of Jewish education (for exam­
ple, congregational schools) answ~rs 
primarily to itself and not to any outside 
agency. 

-4-

vt course, tru!'p··677 necessansy baa, 
Unlike the complex' 1egaJ and bureaucratic 
structures of public education, Jewish edu­
cation is (at least in theory) significant!) 
leaner and easier to move. Jewish educa, 
tion may be ready, in other words, for th1 
second-order changes that Larry Cubar 
has discussed. 

It seems to me that the panicular natun 
of the concerns of Jewish eduC3tion Jl'HI) 
help lead toward reform. I see this in twc 
almost contradictory ways: Fi~t. becaus1 
of the sense of crisis engendered by th1 
recent CJF National Jewish Popult:zcio1 
Survey,1• particularly a~ound the_ Issue c 
intermarriage, there 1s a cons1derab! 
interest in viewing Jewish education as 
means of ensuring Jewish continuity Co 
the next generation. An impetus towar 
change may emanate out of both the ami:­
cty created by the CJF studr and the ~el 

ception that until now Jewish educati~ 
has failed. In other words, the leadersht 
of the community may feel that if 1h 
future of the Jewish people is to be pr< 
served, we must now introduce serio~ 
change into Jewish education. · .. 

Ironically, change may also be posstb 
because of another tendency as w~ I 
Namely, the very marginality of Jewu 
education in the lives of most Jews. Th 
factor might work in the following way: l 
public education every proposed chan_f 
calls fonh an enormous hue and cry. MaJ1 
political battles are fought; special_ inte_r~ 
protect their tutf; Wlions and minonue 
parents and teachers view a!1y possib 
change with a great deal of se~ousness ai 

often suspicion. More~ver, m a. certa 
sense the entire system m set up m a w. 
that will not allow change to happen.:: 

But perhaps in Jewish education chan 
can happen more easily because the stak 
are perceived as being so low! That 
except !or the leaders of the communi 
who are disturbed by tbe CJF study at 
who hope that education may be able 
s tem the tide of intermarriage, mo 
American Jews find Jewish education 
be rather low on their list of priorities, 
~rtainly not as high as the public or p1 
vate education that their children arc &< 
ting. It is this latter form of educatio 
after all, that will get their kids into cc 
leges and careers. Jewish education, f, 
most of American Jewry, may be a kind 
barely tolerated frill. 

Because of tha1 very fact, boweve 
because the concern- is low, changes in ti 
S)'$tem of Jewish education, even maj1 

second-order changes, have the kind 
chance to be introduced in a way th 
would never be able to happen in publ 
educaiion.11 No matter what the motiv 
lion much will depend on whether we, tl 
Jewish educational community, have ti 
will, the imagination and the boldness 
aim for serious change. ~ 
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Seymour Fox and ~nnette Hochstein 
Mandel Institute 

Dear Seymour and Annette, 
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May 12, 1992 

I've been giving some thought to my conversation with Annette 
last week, following upon my memo about the Lead Community Pro­
ject and where it is going. Par t of this is trying to figure out 
the way that the Best Practices Project fits in to all this and 
where it might go. 

At my meeting with you, Annette, you said "make us a proposal" 
about future directions for Best Practices. This memo is a first 
stab at that. But before I get into that matter, I want to react 
to your questions about other possible connections for me ·vis a 
vis the Lead Community enterprise. My current inclination is to 
continue along the lines that I have been working with the CIJE 
up to now- - that is, as an outside consultant, working with 
Shulamith on the Best Practices Project. I will see if there are 
ways that I can give the CIJE a little more time . But, given my 
necessary obligations to Melton and JTS, r don't see how it can 
be too much more than what I'm currently offering. How all this 
will fi t with the needs of the Lead Community Project is some­
thing we can determine as that moves forward. 

There are, however, other possibilities and they may be tied to 
a serious expansion of the Best Practices Project. That's what 
I meant by a "proposal . 11 Here' s what I am thinking: 

The Best Practices Project is one that has enormous potential. I 
am finding it to be extremely interesting and, I believe, it is a 
project whose underlying purpose is quite intelligible to the lay 
community as well. Where could the Best Practices Project go? 
It seems to me that we should think about creating an institution 
that might be called the Center for the Study of Jewish Educa­
tion. There are two main focus points that such a Center could 
explore: 

l) Research 

This component would be the main business of the Center. It 
would include: 

a) Best Practices of today: The documentat ion, study and analysis 
of current best practices in Jewish education . Essentially, this 
means moving forward with the wor k of the Best Practices Project 
as we've done it so far . However, it means e xpanding that work 
as well by seeing the project as an ongoing research project in 
which the success stories of J ewish education are studied in 
depth and successive "iterations" of research are performed on 
each setting . 

The Jewish Theological Seminary of America 

3080 Broadway • New York, Ne•N York 10027 • Telephone (212) 678-8031 • Fax (212) 749-9085 
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It may also mean convening conferences and consultations with 
those doing this research to try to discern patterns and implica­
tions of the analysis. 

b) The Department of Dreams: This is the area that we've often 
talked about-- all the ideas in Jewish education that people have 
written about and never had the means to try. In addition this 
"department" would commission "dreams"-- encourage people to in­
vent solutions to problems and imagine new directions for Jewish 
education. 

c) Best Practices of the past : Looking at those success stories 
of the past (e.g . Shragge Arian's famous school) to see if we can 
reconstruct what was done and why it was important . 

2) Practical Implications 

The second thrust of the Center would be to test out the practi­
cal implications of its work. In particular this would mean 
working closely with the Lead Communities as they try out the 
ideas discovered by the analysis of best practices, past and 
present and of dreams for t he future . 

How would such a Center for the Study of Jewish Education be 
organized? There are many possible routes. It seems to be that 
one could view such a Center as a joint project of the Mandel In­
stitute (for the research side ) and the CIJE ( for the Lead Com­
munity side). Perhaps t he Center would be physically located at 
an institution currently in place-- JTS or Brandeis. Perhaps at 
JESNA, though I would p refer not to see it there. Perhaps the 
Mandel Institute 1 s connection with Harvard could be formalized 
via the Center for the Study of Jewish Education. All this would 
need to be explored. 

My questions to you two are: is this something that is worth ex­
ploring further? If so, how? Is there a possibility for fund­
ing? Or is this an idea which is premature at this point? 

I am interested in being involved with such an enterprise. If 
you think it's worth pursuing, I think we ought to talk about 
ways that it can be fleshed out . 

Best wishes, 

lW 
Barry w. aoltz 
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To the CIJE Team: Shulamith, Jack & Jim, Seymour & Annette, Steve 
From : Barry Holtz 

Dear Friends, 

I am writing to you with a great sense of urgency and I hope you 
will view my comments in that light. As a friend and partner and 
team member, I want to share my concern about our current situa­
tion vis a vis the Lead Communities Project and the work of the 
CIJE. 

At yesterday's meeting Mort asked me if I was l osing any sleep 
over the Best Practices Project. I told him that I wasn't. I 
was being quite truthful. Aside from the almost predictable 
deadline problems one encounters working with academics (and 
after editing two books of essays by scholars, I don't know why I 
keep forgetting this!), so far things are going quite well in the 
first phase-- the supplementary schools exploration. We have a 
team of 7 very good people out there looking and writing and I 
think by the early summer we should have some good results. Yes, 
there are successful supplementary schools and we are finding 
representative places that are worth hearing about and seeing •. 

In addition, next week Shulamith and Iara meeting with 9 early 
childhood Jewish education people to map out our approach to that 
area and this week Shu l amith and I will speak to people at t he 
JCCA to see how we should launch that project. Our sense is that 
Steve Cohen and Susan Wall's paper on the Israel Experience 
certainly gives a seri ous running start in that area. The only 
really crucial area that needs immediate attention is the Day 
School. My own sense is that this is probably the touchiest area 
of all and needs careful consideration, but we should be able to 
work on that this summer . Next year, we need to turn to adult 
education, camps, and college programs. We should also revisit 
some of our earl ier areas for new examples and for documentation 
and verification. So all in all, we look to have had a very rea­
sonable success in our first year of the Best Practices Project. 

But when I tol d Mort that I wasn't los ing any sleep over this, I 
was only telling half of the story: Although Best Practices is 
not keeping me up at nights, in fact, I have some grave concerns 
about where we are at and that's why I am writing to you all, 

In a nutshell my worry is this: To me the crucial questions of 
the whole Lead Communities Project have not been addressed at 
all! We have spent an enormous amount of time developing an ad-

Toe Jewish Theofog1cal Seminary ol America 
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mirable and extremely careful approach to choosing the Lead Com­
munities. What we haven't done at all is deal with what I have 
been calling (to myself) THE DAY A}:TER. What happens, that is, 
the day after the Lead Communities are chosen? How does the edu­
cational work get done? Who does it? Who supervises it? What 
is its content? 

Friends, I don't see it. And if we can't answer these questions, 
I think we are in big trouble. 

ll The Educational Plan 

Yes, the individual Lead communities will have chosen supervisers 
to head up their projects, but how exactly does the real planning 
take place? How does the educational plan get formulated? Who 
are the players? 

To me the nwnber one problem is staffing and supervision. Right 
now the CIJE is operating with a staff of one-- plus some consul­
tants . My own experience in the past few years working on 
projects is that one of the greatest ills of educational work is 
under-staffing and under-supervision . At Melton we have seen 
this happen over and over again: our in-the-field projects :r:u.n 
into problems when we don't give enough staff time to supervi­
sion, when we don't have-- for example-- one of our people ac­
tually in a school when we are working with a school, meeting 
weekly with the personnel, on top of the situation. 

After yesterday's meeting Chuck Ratner and I were talking about 
this . He sai d to me that he assumed t hat once the Lead Com­
munities were chosen that the CIJE would, as he put it "staff 
up", that there would be one CIJE staff person assigned to each 
Lead Community. Well, quite honestly, I ha ve never seen this in 
any of our written documents . So how will it be done? 

And who is going to supervise the financial picture of making 
shidduchirn with founda tions, local philanthropists, etc? This 
has always been part of the promise of the CIJE, but do we really 
have any sense of how this might take place? 

2) The ongoing Work 

Developing the educational plan, however, is only part of the as­
signment. How is the actual ongoing work going to happen? Who 
exactly is going to do the work-- the i nservice sessions, the 
teacher supervision, the curriculum work, whatever-- that each 
community is going to want? 

I was not comforted in this anxiety when I saw Annette's chart at 
yesterday's meeting that showed the Best Practices Project on the 
right and "purveyers of services" on the left. How do these two 

.-
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things hook up? Let me give a tachlis example: let's say I dis­
cover 10 good supplementary schools. Seymour had always talked 
about the findings of the Best Practices Project as being a kind 
of "curriculum" for the Lead Communities. Well, who implements 
that curriculum? Is it me? Alil I supposed to develop a plan to 
teach the Lead Communities about supplementary schools? And if 
so, that means that the CIJE is in t he business of providing 
direct educational services, something we never planned to do. 
And if I don't get into that, in what way will the Best Practices 
Project have any relationship to the purveyers of services? Why, 
to continue with the example, would Bob Abramson and the United 
Synagogue want to deal with Holtz's Best Practices Project 
results in the supplementary school area? He has his own thing 
already-- I am only a (possibly annoying) distraction from his 
regular training program. so none of this has been worked out. 

3) What should we do? 

Perhaps I am wrong here. Perhaps all this is much more planned 
out than I r ealize. If so, I would like to hear about it. If 
not, I would propose that we need some very serious work on this 
and we need it soon. We need to be able to have something to say 
to the Lead communities on the "day after" they are chosen. We 
also need to know right now what the whole staff situation is, 
what the tasks will be and who will do them. Otherwise I think 
the whole Lead communities project could bomb and that would be a 
disaster. 

Perhaps we should put together two days of discussion on this-- I 
don't know who should be involved, but I do believe we ought to 
think about this soon. Any responses would be welcomed here. 

Thanks. 

.. ~ . . . 
. .. ·--· 
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GOALS 

BEST PRACTICE IN THE SUPPLEMENTARY SCHOOL 
Carol K. lngall 

Temple Emanu-EI, Providence, Rhode Island 

The Temple -El Religious School articulates its goals as follows: 
"We want our children to: 
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--demonstrate a knowledge of Hebrew language, synagogue skills, 
rituals and ceremonies; 

--observe mitzvot and demonstrate a commitment to ethical 
behavior and social justice; 

- understand that personal Jewish growth and learning begins, not ends, 
with Bar/Bat Mltzvah; 

--develop a sense of K'f al Yisraef ( a sense of commitment with and 
responsibility for all Jewish people); 

--develop a sense of dor /e'dor (continuity and history of the Jewish 
people); 

--develop a lifelong identification with and commitment to Judaism, the 
Jewish people, and the land of Israel." 

These goals are communicated through a parent handbook, the 
synagogue bulletin, Kol Emanu-E/1 weekly newsletters to families, reports to the 
synagogue Board and other constituent groups which support school programs 
(e.g., the Men1s Club which supports a school-wide Jewish Book Month program) 
and through regular programs which implement these goals. · 

The goals were developed first by the faculty, then brought to the school 
committee which consists largely of parents , and then shared with the parent 
body through their inclusion in the parents' handbook. 

The goals drive the day-to-day life of the school. There is a core of 
Hebrew-speaking teachers on the faculty who address each other and the 
students in Hebrew. Hebrew is promoted as a vehicle for prayer. The school 
stresses tefillah , including a weekly Minhah service, Havdallah on Sunday 
mornings, and a mandatory Shabbat experience for students and their parents 
once a month. The Shabbat experience consists of the school meeting once a 
month on Shabbat, instead of Sunday. Students attend one of their classes, 
adapted to meet the needs of halakhio Shabbat observance. While the 
youngsters study, their parents do so as well. Parents attend a learners' minyan. 
Both groups join for a service and family lunch which bring the experience to a 
close. 

Mitzvot play an important role In the curriculum of the school. Student~ 
routinely visit the Jewish Home for the Aged; they are currently selling snacks to 
each other to save up for a gift of a wheelchair for the Home. 

The school has a good record of sending its graduates on to the 
community Midrasha of Jewish Studies, which meets In the school building. 
Generally 60% go on to Midrasha; this year1s class is likely to send 80% to 
Midrasha In the fall. Students continue their informal Jewish studies as well. Ten 
or twelve attend Camp Ramah; many Emanu-El alumni supplement their 
Midrasha educations with summer trips to Israel. 

1 
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Israel features prominently in the school. Students perlorm in a Shiriyah, 
a song festival to which the synagogue community is invited. They perform 
Israeli songs, led by their Hebrew-speaking music teacher. The sixth and 
seventh graders discuss current events in Israel, using nationally published news 
magazines for children. 

Students and parents seem happy. There are few if any discipline 
problems. Students are attending junior congregation, reading Torah, and 
leading services. There are twelve or so regulars who are coming weekly and 
beginning to bring their parents and friends. Parents seem to be pleased with 
their children's accomplishments. This is particularly significant in a community 
which includes a thriving day school. Until recently, parents assumed that only 
day school children could be comfortable in a synagogue service. The success 
of the Shabbat morning monthly experience seems to be paying off. 

CURRICULUM AND INSTRUCTION 

The local Bureau of Jewish Education accredits each of the state1s 
religious schools. As part of the accreditation process, the school must produce 
a curriculum. Emanu-EI, having recently completed its accreditation review, has 
produced a curriculum including behavioral objectives, learning activities, 
textbooks and materials and methods of evaluation. The school uses some 
commercially available curricula, such as the Melton Bible, Holidays and Ras hi 
material and the Behrman House Hebrew and Heritage Siddur track. Most of 
the curriculum offerings are teacher-designed. The teachers and school 
committee were involved in the curricular process. 

The school presents itself as a serious institution. Report cards are issued 
twice yearly. There is an Open House for parents in which teachers discuss 
student progress. Interim progress reports are available for students whose work 
is flagging. Students seem to be learning real content, from real Jewish texts like 
the Humash and Siddur. 

The staff is a strong one. They are veterans with a range of five to fifty 
years of teaching experience. They are knowledgeable, including In their ranks 
two rabbis, a cantor, three European-trained, nationally licensed Hebrew 
teachers, two Israelis who are professional educators, seven secular educators, 
a professionally trained music teacher and a professionally trained librarian, and 
the youngest member of the staff, an enthusiastic, 11artsyit college student (the 
daughter of a rabbi.) There is no one 11Emanu-EI style;" the approach toward 
instruction Is an eclectic one. 

The staff is a very stable one. In a faculty of seventeen, two are new to 
the school this year. The principal meets with new teachers Individually to orient 
them to the life of the school. Only the college student was truly new to the 
school. The other new faculty member was in fact a parent. Relationships 
between faculty and students are cemented through long-standing family 
connections. Many of the children1s parents were taught by the "old-timers" on 
the faculty. Most of the faculty belongs to the synagogue. Approximately half of 
them attend synagogue services regularly, where they may run into their 
students. 

I have discussed affective experiences earlier in this paper. I want to note 
that the Shabbat and prayer experiences were first suggested by the parents. 

2 
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The principal reflects that she is in the fortunate situation of keeping up with the 
parents. She notes that there is a core of activists who wanted more for their 

~ children. "They drive me, 11 she said. They wanted her to send information home 
on Thursdays for Shabbat evening table talk. They are a committed group who, 
although not opting to send their children to day school, want a program with 
integrity. They are searching for spirituality for themselves and their children. 
They seem to have made this year an exciting one for the principal and f acuity. 

In addition to the programs mentioned earlier, the school is planning a 
family retreat for November , 992. The goal ls to capitalize on the parents' 
interest and train them as enablers in a "see one, do one, teach one" mode. 
Before they attend the Shabbat retreat, they will participate in a series of 
preparatory workshops. Upon their return, they must commit to inviting other 
families to a Shabbat experience. Other family programs include the 
consecration service in which parents participate as Torah readers and prepare 
family heirlooms like wimpels and scrapbooks, and a "Roll Out the Torah" 
program which features the making of flags for family parshiyot. 

SUPERVISION 
• The principal supervises the faculty formally twice yearly. The process 

Includes a preobservation and postobservation conference. The school has 
been involved In the United Synagogue's U-STEP program as a part of its regular 
commitment to professional development. Faculty members are regulars at 
conferences sponsored by the Bureau of Jewish Education. The school's 
proximity to the Bureau's Resource Center means that Emanu-EI faculty are 
"regular customers." 

The principal also avails herself of the Bureau's new teacher induction 
programs. Her new faculty members are also members of the Bureau1s Morim 
program, a teacher-training course for secular teachers new to Jewish education. 

The principal herself is a certified teacher who received a master's degree 
in Jewish education from the Jewish Theological Seminary. She is seen in the 
synagogue community as a strong advocate for her school. The involvement of 
both rabbis and the hazzan in the life of the school has made them much more 
sensitive to the role of the school in the synagogue and much more likely to shep 
nahas from it. 

The parent-involvement programs in the school are worthy of including in 

our Best Practices rolodex. The consecration service, the family Shabbat 

morning experience, and the Shabbaton (after It takes place) are well worth 

sharing with other communities. 

3 
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Best Practice in the Supplementary School 

(For Individual Schools) 

REPORT BY: ===C=a=r =o=l = K===--. =I=n_.g=a=l=l= === === 

Date ==M~a===r=c::::!:b~2:.:3~,,==!1~9;',,,!9.,,;2;,,,,,,= 

Name of the School :w,,..n, t:' J ki o Mi ara sl: a 
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of the Bureau of Jewish Education of Rhode I sland 

Address 130 sessions Street 

-oravidep"'e RI Q29Jl6 (401) 331-0956 

Contact Person at School: · Eve 1 yn Br ier 

and his or her 

Position: ====E=d=u==ca:a.a:;a;;;t.;..i=o::;a;n=a=l==D=i =r=e""'c,,;,t~o=r==== 

Approximate Number of Students ===1=0=3== 

From ages 1 3 to 1 B 

Number of Teachers: ~2,!,,!Q=.,,,. 

Approximate budget (if available) ==::::e::S!,,!7,,,,,9""',~a!:!:!a!:!::a==== 

What particular emphases of this school are worth noting 

(e.g. Hebrew focus; teacher education emphasis; rabbi-school relationship, 

etc.): i · · t· Affect ive education through nforma l act1v1 1es 
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BEST PRACTICES 
Harry Elkin Midrasha 

Bureau of Jewish Education of Rhode Island 

Providence, Rhode Island 

I. Svstemic Issues 

A. Background 
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The Harry Elkin Midrasha is a community supplementary school for 
post b'nai mitzvah-age students. It draws from both afternoon schools and 
day schools, its students representing all positions on the denominational 

spectrum, although the large majority come from Conservative 
congregations. All matriculated students must sign up for five hours a 

week. Certain courses, two of which are offered for college credit ( an 

arrangement made with.Rhode Island College) and one which trains students 

to become teacher aides, are open to the community. Of the 103 students 

enrolled, only four are non-matriculated. When the school was first 
constituted, there were those who proposed a two-hour a week school and 

those who advocated a five-hour a week school. The maximalist faction 
won . The issue of hours resurfaces periodically, but by and large, the battle 

has been won. 

The Harry Elkin Midrasha is nine years old. The result of a merger 

between the high school of Temple Emanu-El on the East Side of 
Providence and the High School of Jewish Studies of the Bureau of Jewish 

Education of Rhode Island, the Harry Elkin Midrasha was born amidst 

compromises. The issue of hours was non-negotiable; the issue of location 

was not. To satisfy the East Side parents and those of the Bureau students in 
the southern suburbs of Cranston and Warwick, the board which created the 

school effected a compromise. The school meets for three hours on Sunday 

at Temple Emanu-El in Providence and two hours on Wednesday at Temple 

Torat Yisrael in Cranston. There is busing for southern area students on 

Sunday mornings and for Providence students Wednesday nights. 
The school is responsible to a governing body, a standing committee 

of the Bureau. The Harry Elkin Midrasha committee consists of 

representatives of the Bureau, the three large Conservative congregations 

whose graduates attend the school, community respresentatives and a student 

representative. This group raises funds, supervises curriculum, develops and 
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monitors the budget of ~he school, suggests informal activities and sets 

.. tuition and fees. A unique feature of the school is that the three cooperating 

synagogues pay a sum determined by the committee to help defray the costs 
of the school. This year the sum is $75.00 per student for each of their 

congregation's children enrolled in the Midrasha. Each congregation also 
donates an hour of rabbinical teaching time or its financial equivalent. 

Tuition is $375.00 per annum, including busing. Scholarships are available 
to those who show financial need. The Bureau, through its Federation 

allocation, makes up the rest of the school's deficit. 

B. Goals 
The goals of the school are as follows: 
1. To raise the level of Jewish knowledge of students and their 

parents 

2. To create informal settings for community youth to socialize 

3. To foster commitment to Judaism and the state of Israel 

4. To promote spiritual sensitivity, love of family and the synagogue 

5. To instill Jewish values and ideals, turning them into life-long 

habits 
6. To encourage a Jove of k 'lal Yisrael 

C. Articulation and Communication of the Goals 
The goals are disseminated through a Student/Parent Handbook, in 

the course catalog, and through weekly articles in the local Anglo-Jewish 

press and monthly articles in the Federation newspaper. The principal pays 

visits to the feeder schools where she speaks to parents and students about 

the goals of the school. Because these congregational schools have a part in 
the governance of the school, because their rabbis teach in it and they pay a 

capitation fee for their graduates who go on to Midrasha, the rabbis include 

articles about the Midrasha in their bulletins, and push Midrasha to their 
b'nai mitzvah when they address them from the pulpit. The school has 
created a brochure for potential students and their families, as well as an 
effective slide-tape presentation. There is an annual Open House to entice 

new students and parents. Each of these occasions is an opportunity to 
promulgate the vision of the school as it is articulated in the goals delineated 
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above. Probably the most effective method for the dissemination of the 
goals is through students and parents discussing them with their peers. 

D. Stakeholders 

P.8/ 14 

The Harry Elkin Midrasha committee worked on the goals together 
with the faculty of the school. The goals were also reviewed by the board of 

the Bureau of Jewish Education of Rhode Island. Because the committe is 
so broad-based, it represents the input of the principal stakeholders. 

E. Implementation of the Goals 
1. The cognitive goals are implemented in the course offerings of the 

school. The curriculum is driven by its goals. There are course 
requirements for graduation, including courses in Israel, Bible, Jewish values 
and Jewish history. 

2. Parent education is addressed in two parent-child courses, one open 

to ninth and tenth grade students and their parents, and parent participation 
in many of the informal programs of the school. The jury is still out on 
whether this produces love of family, one of the stated school goals. 

3. Informal activities are wide-ranging, including participation in 

Panim el Panim , a carnival for residents of a home for the retarded, and 
informal hugim based on social action themes. For examples, students 
studied rabbinic texts on the saving of human life and then learned how to 

administer CPR. 
4. Israel is an important component in the life of the school. Eighth 

graders study a mandatory course in Israel, and there are numerous 
opportunities to expand on that foundation. Midrasha promotes summer 
study programs in Israel as well as routinely sending its students to the 
Alexander Muss High School in Israel. Since the Bureau staffs an Israel 

Desk, and Midrasha students receive substantial stipends from a Bureau­
administered Federation Endowment Fund, Midrasha students are often the 

staffer's best customers. This summer sixteen Midrasha students will be 
studying in Israel. 

5. The school tries to address the spiritual needs of the students. 
Sunday mornings begin within a voluntary prayer and breakfast session. 

Nearly all school-wide meetings include a tefillah component. Students 
receive modest course credit for leading seivices in their respective 
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synagogues. Whether this achieves the goal of loving one's synagogue is 
questionable. Like the goal of promoting love for family, it is not as easily 

quantified as connectedness to the state of Israel or provision of 
opportunities for Jewish kids to socialize. 

6. The school promotes Jewish values through its informal program. 
Students demonstrated their solidarity with the newly arrived Russian 

teenagers by making them welcome bags, including in them Midrasha 
calendars and coupons redeemable at teen hangouts. Every Hanukkah they 

stage a Midrasha talent show at the Jewish Home for the Aged. Selling 

candy before and after school gives the students a tsedakah kitty which they 

divide among local, national and international agencies. They worked at 

Amos House, a Providence shelter, and Trevor's Place in Philadelphia. 

7. The school promotes its goal of awareness of k'lal Yisrael by 
involving the students iµ Federation's Super Sunday and other community 

events. Students travelled to Washington for the big Soviet Jewry rally in 

1987. The school practices a commitment to k 1lal Yisrael in its day-to-day 

activities. There are several students with moderate to severe learning 

disabilities enrolled in the school. This is done without fanfare, creating 
modified programs or selecting courses that the student can master. 

8. The school does well in keeping attrition to a modest percentage. 
These students are in school voluntarily. Their parents want them to meet . 

other Jewish teenagers, something that doesn't come easily in a state with 
17,000 Jews in a population of 1,000,000. Perhaps ten to fifteen percent of 

the eighth graders drop out by tenth grade. (The percentage used to be 

higher before the principal introduced a series of social events especially for 

this group, as well as a Big Brother, Big Sister sponsorship.) If a student 

completes the ninth grade, it is rare for him or her not to graduate. 

The principal is just beginning to collect data on what Midrasha 
students do in college. The vast majority continue to take Judaic studies 
courses as undergraduates, perhaps 60-70%. Several Midrasha graduates 

have gone on to major in Judaic studies. The analysis of the principal's data 

should be most informative. 
The social aspects of the school cannot be minimized as a factor in its 

success in keeping its students. The busing, first considered only as a 

political quid pro quo , has become a potent force in creating friendships. 

The Wednesday bus leaves the Providence Jewish Community Center at 
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... 

6:00 P.M. Students start congregating at 5:30, knowing this is an 

~ opportunity to meet and socialize. Even when students receive their driver's 
licenses, they still take the bus. Only in their senior year, when their lives 

seem so pressured and saving fifteen minutes by driving seems a major 

savings, do some students then take the family car to Midrasha. 

II. Curriculum and Instruction Issues 

A. Formal curriculum 
The school has a lengthy curriculum framed in terms of behavioral 

objectives, learning activities, texts, and means of evaluation. The 
curriculum was mandated by the accreditation process of the Bureau of 

Jewish Education of Rhode Island. Most of the curriculum is teacher­

created, although commercially available material for adults and young 

adults are used in the scpool. Because the school claims to be a community, 

not a denominational school (although most of the students come from 

Conservative congregations), the principal is careful to include materials 

which come from the UAHC or in the case of the few Orthodox faculty 

members1 material with which they are comfortable. 

B. Content 

Students are learning from texts and are learning serious subject 

matter. The course catalog is included in this report. The school monitors 
progress by calling up students who are absent several days in succession, by 
graduating no one who does not meet the school's minimum standards for 

graduation, and by issuing report cards twice yearly. Interim progress 

reports are sent to parents whose children are not performing satisfactorily. 

In the eighth grade, students may grumble about attending, but by their 

senior year, particularly after a trip to Israel, students know why they are 
there. The principal reports that older Midrasha students and graduates 

repeatedly tell her, "Now my Midrasha education makes sense." 

C. Instruction 

If there is any one Midrasha style of instruction it is discussion. 

Several classes are limited in numbers to promote a seminar-like 

atmosphere. There is a healthy respect between students and teachers. 

Students know their teachers from other arenas. Six are rabbis; five have 

5 



.APR 13 '92 11: 51AM MELTON JTS P . 11/14 

congregations of which the students are members. Fourteen are Jewish 
professionals, educators in communal institutions which may have once 

trained these students. Three are secular educators with strong teaching 
skills. Four are knowledgeable Jewish lay persons, involved in the lives of 

their congregations. 

A number of teachers are devotes of cooperative learning and 

incorporate it into their teaching. No one relies on lecturing as his or her 
primary method of instruction. The flavor of Midrasha is child-centered and 

problem-oriented, in the best of the Progressive education tradition. 

The staff is quite stable. This year fewer than 15% had to be 
replaced, The principal reports that this is about average. The school has a 
reputation for paying its faculty well. Since the Bureau promulgates a 

teacher code, with a salary component, it behooves the Bureau's high school 

to be in compliance. ne principal meets with new staff members to orient 

them individually, in addition to requiring them to attend the annual opening 

faculty meeting. 

D. Affective Experiences 
The "practice" in Jewish living as exemplified by the informal 

tsedalah programs of the school are noteworthy. The carnival for residents 

of the Ladd School, the overnight programs at Camp Ramah in Nyack or in 

Vermont to work on ecological concerns are outstanding. Prayer, as I have 

indicated earlier, is a regular part of the life of the school. Although the 

principal rues the fact that tallitot and tefillin are not second nature to the 
all the students and the large majority of parents, graduation ceremonies 

begin with communal prayer. Arts programs may not be represented as well 
as they should be. There are occasional classes in Jewish art and several 

times students worked on art projects in the course of hugim . This year a 

course is being offered in the image of the Jew in American film. 

E. Parent or Family Education 
In 1991-2 Midrasha offers two opportunities for parents to study with 

their children: a semester course for parents of juniors and seniors to study 

American Jewish literature with their children, and an eight-week course for 

the parents of ninth and tenth graders to study Jewish heroes with their 

children. Here I am noga'at ba'davar : I am teaching the latter course. I am 
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amazed at how seriously the families have been taking their commitment. 
~ Today two parents attended without their children who are on private school 

break, visiting grandparents in Florida. (Two students who attended without 
their parents noted that it is they who should be commended. Their parents 
would never have known if they hadn't come.) 

III. Supervision Issues 

A. Regular Supervision 
The principal formally supervises her teachers twice yearly. Each 

observation is preceded by a review of a preobservation form and followed 
by a review of a postobservation form. The principal also visits classes 
informally on a regular basis. 

Consultants are regularly used. The special education coordinator of 
the Bureau helps with placement of special needs students. The principal 
has brought in faculty from the Hebrew College of Boston as well as local 
Jewish educators for her faculty meetings. Teachers are told that they must 
attend three to four in-service programs annually. Midrasha has a modest 
professional development line in its budget for this purpose. Faculty 
members are also encouraged to apply for teacher training stipends from the 

Bureau. These stipends help offset the cost of CAJE conferences and other 
workshops. 

B. Perceptions of the principal 
The principal is considered a serious Jewish professional. She is one 

of the most well-trained principals in the community, having received a 
Master's degree from the Jewish Theological Seminary and receiving Bureau 
certification as a principal. 
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earlier memo should be taken seriously: best practice may be a 
misnomer; we are really talking about good practice or even ,,good 
enough" practice.

One of the important issues that emerged out of the meeting was 
the discussion of whether one could find best practice in a 
school that was not a ״good" school. Are we looking for examples 
of good programs or examples of structures or systems in sup- 
plementary schools/synagogues. By and large the group strongly 
took the view that best practice is a term that should refer to 
examples of successful supplementary school and that therefore 
the whole system of the school—  its personnel, its leadership, 
its commitments to inservice education, its working relations, 
and its connection to the synagogue in which it is housed—  is a 
major, if not the major factor in identifying an example for our 
inventory.

Some of this follows in the line of Joe Reimer's Commission 
paper. For our meeting, joe ׳wrote 5־memo (appended here) which 
spells these ideas out in some detail and which I think will be 
very useful in helping to identify our sites. He provides almost 
a check list of what we might want to keep our eyes on.

However, our group also wanted to recognize the fact that exam- 
pies of good programming—  some of which might be very "trans- 
lateable" to a Lead Community—  existed schools that we might not 
deem "good״. (For example, the supplementary school that runs a 
wonderful tzedakah program, but has lots of other problems in 
dealing with Jewish knowledge or content.) We would like such 
examples to appear in our inventory. Thus our "location finders" 
would be asked to locate examples of best practice in the school- 
wide sense and good programs in the localized sense we're using 
it here.

The four relationships described in Joe Reimer's 12/22/91 memo to 
me (Barry) can help serve as an overall picture to help guide our 
work. Here are some specifics that came out of our meeting that 
can help pinpoint things even more:

A "best practice" supplementary school should be a place:
[Systemic I3sues]

— with well articulated educational and "Jewish" goals 
— where stakeholders (such as parents, teachers,

laypeople) are involved in the articulation or at 
least .the validation, of these goals in an ongoing way 

— with shared communication and an ongoing vision 
— where one feels good to be there and kids enjoy learn- 

ing
— where kids continue their Jewish education after 

Bar/Bat Mitzvah
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[Curriculum and instruction]
— which takes curriculum seriously and has a serious, 

well-defined curriculum 
— and in which, therefore, kids are learning real "con- 

tent"
— in which one sees interesting and "strong" teaching

[Supervision]
— which engages in regular serious inservice education 

and/or supervision of teachers 
— with an effective principal who serves as a true educa- 

tional leader 
— with family or parent education programs

The group recognized that not every one of these items would be 
in place in every school. In that case we would have an "ideal" 
school and that, of course, is not our agenda here. But some 
significant constellation of the above should be in place for a 
school to make it on to the inventory.

Finally, it was our sense that we do not need to find hundreds of 
examples of good supplementary schools. Even a dozen would help 
advance the cause of the Lead Community Project immensely.

In addition our group defined certain specific Program areas that 
are worthy of particular attention. These may be part of a ״good 
school" or they may be "stand-alone" examples that could also be 
of use to the Best Practices Project in the manner discussed 
above.

— Teaching Hebrew 
— Teaching Israel 
— Bar and Bat Mitzvah programs
— Successful post-Bar and Bat mitzvah programs 
— Family education Programs 
— Junior congregation programs

III. On aoiner questions

I consider this part of this report to be particularly important 
because these are the questions that have been raised about the 
Best Practices Project which I believe need to be addressed.
Some are my own; others were raised in various discussions.

1) At the Senior Policy Advisers the question was raised! was the 
group of advisers that I assembled in December, admirable though 
it might be, too "academic" and did I need to run a similar meet- 
ing for a group of practitioners in the field (i.e. principals or 
teachers) about the question of what is success or What is good 
practice?
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2) What do we do about the fact that some examples of best prac- 
tice have to do with the talents, charisma or whatever of partic- 
ular teachers or principals and may not be transferable?

3) What do we do about the fact that there is an amazing amount
of flux in Jewish education and that a place that today we might 
consider an example of best practice, next year or at the time 
that the Lead Communities gear up, may not?

4) What level of documentation do we need in order to make this
whole project actually useful for the Lead Communities? This 
question has come up over and over again and I am still quite 
concerned about it. When we designate a place as an example of 
best practice, how much will that help the Lead Community, if it 
doesn't somehow get the story of that place told to it and in 
some detail? This is particularly true because we seem to be 
moving more and more toward a sense that best practice equals a 
system, not a particular program or ',trick״ that one can copy 
with ease.

5) And, of course, this question raises again the issue of
replicability or ״translating" from best practice to the Lead 
Community. What ultimately is the purpose of this project: to 
prove that somewhere,■ at least, good practice exists or to ac- 
tually get communities to be able to adopt these examples of best 
practice? If it's the latter, how is this to happen?

6) And if the examples of best practice are those which really
represent either synagogue's or community's high level 
policy/ies, how is that translated, explained or implemented in 
the Lead Community.

7) Isn't what we are looking for a large-scale integrated example 
of policies, not little bits and pieces? And how will the pro- 
ject really pick that up?

8) Finally, every time I speak about this the question of "Best 
Practices Is not Enough" continues to come up. I raised this in 
my original memos when I talked about the Department of Dreams, 
but it's not just me. Shulman discussed it at the GA, the Senior 
Policy Advisers people raised it too. We really need New Prac- 
tices, because people believe that the situation of Jewish educa- 
tion is such that introducing Best Practices is really not 
enough. So—  whose area is this? Mine? Someone else's? How is 
this handled?

IV. Next Steos

I will now draft a letter to the original group based on the sum- 
mary of the meeting above and follow-up conversations with the 
CIJE staff. A second letter will go to the Senior Policy Ad- 
visers.
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They will be asked to come up with examples of best practice and 
good programs, and depending on what we decide, to document this 
in the appropriate fashion.
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Dr. Barry Holtz 
Melton Research Center 
3 08 0 Broadway 
New York, N.Y. 10027

Dear Barry:

Following our recent phone conversation I want to use this 

letter for two purposes: to review the criteria for describing 

the good synagogue school that appeared in my Commission paper 

and to reflect from my current perspective on those criteria.On 

the basis of my further research and presentation of these ideas 

in several forum of educators and rabbis, I have a better sense 

of the complexity of "best practice״ within the "good synagogue

I find it useful to think of four relationships as being key 

to describing the good synagogue school:
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1. The Relationship Between the Svnacroue and School

My continued research and especially my presentation of 

these ideas to educators and rabbis has strengthened the original 

hypothesis that to understand how the supplementary school 

operates, look first to its location within the host 

congregation. What my first informants told me has been repeated 

many times: education in the synagogue always goes on within the 

context of the congregational politic; the rabbi is one party 

with political influence; the synagogue lay leaders are more 

likely to place the educational agenda at the top of their 

priority list if the rabbi strongly and effectively pushes that 

agenda. The rabbi alone cannot make the support happen, but when 

the support is potentially there in the lay body, the rabbi can 

make the difference as to how high a priority it consistently 

remains on the congregational agenda.

This early formulation of mine has undergone two basic 

revisions in more recent thinking. First I underestimated how 

volatile support for the school's agenda can be within the 

congregation. Second, I underestimated how active a role the 

school principal may play within the congregational politic.

There are so many factors that play in a given congregation 

as to how the school's agenda or budget will fare. It is 

simplistic to think of a congregation as being 11 supportive״ or 

"non-supportive״ of the educational agenda. One has to look at 

the demographic and the economic pictures, the committee system
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within the congregation, the role of parents and the relative 

influence of day schools within the area. There can be a 

economically-strong congregation in which parents of school age 

children are powerful players in the leadership, but where there 

is a split between day and supplementary school parents. There 

can be a congregation to which day school education is 

irrelevant, but where influential parents simply do not 

understand why their children need 3 days a week of Jewish 

education. In each of these cases there needs to be an articulate 

and politically-active voice that can effectively make the case 

for the supplementary school.

I assumed that voice had to be the rabbi's. While I still 

believe his voice is crucial - with more to add below - I now see 

the principal can also be a significant player. The principal may 

choose to work through the rabbi and the school committee, but 

she has to know the ropes if the support is to materialize. I 

have learned that the new or politically inexperienced principal 

is at a major disadvantage if she cannot call upon established 

relationships with key leaders in the congregation at times when 

the school needs friendly advice and support.

But this current formulation errs too much on the side of 

practicality. If synagogues are eternally rife with politics, 

they remain symbolically sensitive institutions. I have seen one 

principal who worked very closely with an impressive school 

committee to teach the members - who were mostly parents - the 

symbolic value of Hebrew to both the school curriculum and the
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synagogue service. Sure he did it to gain their political 

support, but the relationship between educator and parents had a 

highly spiritual side to it. He was their teacher as well as 

their comrade-in-arms.

Sara Lee put this very beautifully in a conversation. ״ You 

need a cultural leadership [in the synagogue] that rehearses the 

central values through myth and ritual.1• Here the clergy re-enter 

the picture. They need do more than offer their political support 

to the school. They need to find ways to make Jewish learning 

central to the mission of the synagogue. That involves adult and 

family education, the use of services far educational purpose, 

the symbolic and actual invovlement of the clergy in the 

children's education, and the creation of rituals for honoring 

both the teachers and students of Torah. I could write a whole 

meaillah on this topic alone, but will end by saying that the 

location of the school in the synagogue has much to do with the 

place of Jewish study in the congregational value system. It is 

much harder to sell the value of quality Jewish education to an 

adult congregation that has not itself had the experience of 

learning Torah from a devoted and valued teacher.

The Relationship between the Principal and Teachers

 No matter how supportive the rabbi is, without a principal ״

to make it happen, the school will fall flat," Joy Wasserman told 

me at the CAJE consultation in Cleveland. I've come to see that 

she is right.
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As the only full-time educator on the synagogue staff, the 

school principal plays a host of crucial roles that I cannot here 

enumerate. Rather, I wish to focus on one role - articulator of 

the school's mission - that Sara Lightfoot writes about and Gail 

Dorph emphasized at that same CAJE consultation.

Lightfoot made me aware that in some schools the leadership 

is rather continually articulating the mission of the school in 

ways that provide direction to all involved. I had never fully 

realized how helpful that can be and how disorienting it can be 

when no one is really quite sure what the mission of the 

school(or synagogue) is about and hence what the staff and 

students are supposed to be accomplishing.

Schoem's study is a very painful case of where the 

articulated mission bears little relation to the reality of the 

school. ’,The Jewish way of life״ functioned at that school as an 

empty slogan reminiscient of the domino theory during the war in 

Vietnam. No wonder both staff and students in the school wandered 

about in a half-dazed state. They literally did not know why they 

were there and what they were meant to accomplish while there.

Early on I realized that the synagogue schools I was

studying stood in stark contrast to Schoem's case. In
1 ■{*

interviewing the two respective principals, dF was clear each had 

a vision of what Jewish education meant in that synagogue and 

school. It was a vision deeply shared with the senior rabbi. As I 

began observing I could tell the vision informed daily practice. 

Teachers would come to the principal with a problem and receive
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answers that felt coherent. "Oh, yea, now I remember how we 

handle this here and why we do it this way.״ Students and 

parents would receive simlarly coherent messages and, quite 

crucially, so would the board and school committee so they too 

could remind themselves "why we do it this way," (That comes in 

very handy at budget hearings when there is a proposal to make 

cuts and everyone needs to be reminded of basic directions and 

rationale.)

Teachers in these schools are almost all part-timers who are 

not insiders to the congregation. They come from a myriad of 

backgrounds and with quite diverse ideas as to what Judaism and 

Jewish education are about. Whatever their pedagogic skill level, 

they need to look to one central address for direction, for 

answers to the basic questions, ״ how do we do things here" and 
"why." The principal has to answer the first; the clergy can 

help with the second.

The principal's answer is never purely theoretical or 

ideological. Sure, it is very helpful in Rosenak's terms for 

there to be an articulated theology of religious education. But 

as Gail Dorph painted out, the answer is most helpfully put in 

curricular and pedagogical terms. "This is how we teach humash or 

pesach. ״ ״ This is how we respond to this parental request or that 

student behavior." And the optimal learning time for teachers is 

not at the initial orientation meeting, but after the rough class 

or difficult conversation when the teacher feels bewildered and 

in need of immediate direction. The calm voice of experience and
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direction is then truly valued.

But what struck me in the two schools is how often the basic 

mission was reiterated in different public forms. A few concrete 

examples will illustrate the point. At the temple where mastery 

of synagogue or siddur Hebrew was stressed, a group of parents 

studied on Sunday mornings how to read tefillot in Hebrew. When 

they achieved enough proficiency to read aloud in public, the 

principal organized a short service for that grade of children in 

which the several parents led the service in Hebrew. When the 

service was complete, the principle gave each parent a 

certificate and called up the parent's child to thank him or her 

for having helped the parent to reach this milestone achievement

At the temple where Melton Hebrew was taught, the 7th 

graders put on a short play in Hebrew for all lower grades on the 

last day of school. The play wasn't of high quality, but the kids 

loved it and all the clergy came to view it. The principal stood 

up after to tell the younger children that they too would reach 

the point of Hebrew proficiency where they could put on a play. 

Then he asked them to all thank the teachers who had worked so 

hard to offer them this gift of Hebrew.

If these celebratory moments stood in isolation they could 

be viewed as empty gestures. But I experienced them along with 

the members of the schools as epiphanal moments when what 

everyone understood to be the central values were being enacted. 

They were also communal moments when students, teachers, parents, 

principal and clergy were drawn into closer embrace around the
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articulated mission of the school-

The ,Relationship of the Teachers to the students

Lightfoot, in her descriptions of the good high schools, is 

very helpful in pointing out what psychologists call the 

parallelism in relationships. I have adapted^insight^hat)for 

this context. How the rabbi and lay leadership treat the 

principal has its parallel in how the principal treats the 

teachers, and how the principal treats the teachers has its 

parallel in how the teachers treat the students.

While there are always exceptions to be noted, I was struck 

ever and again in the schools I studied -in stark contrast to 

what Schoem reports - that the principals' feeling well supported 

and respected by the rabbi paralleled how they treated their 

teachers. In turn that style of relating tended to carry over 

into the classroom where the children were treated with alot of 

respect. I rarely witnessed either the shouting at or browbeating 

of students that in the past I so often witnessed in Hebrew 

schools. That was not tolerated as acceptible behavior. Sure, 

there were behavioral problems and teachers got angry and raised 

their voices. But that was not the norm, and the norm creates a 

very different atmosphere for learning. I never left these 

schools with a headache or that sinking feeling that I had just 

witnessed a child being humiliated by an adult or a teacher 

overwhelmed by a barnyard of out-of-control children.

I did see classes that did not work, teachers who lost
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pedagogic control and students who misbehaved. But here is the 

crucial difference: in these schools the principal or lead 

teachers were on top of the situation and were almost immediately 

available to help out the weaker teacher whose class was 

faltering. Teachers were not abandoned to the terrors of an out- 

of control class and students were not left to act out their 

boredom. Help was only minutes away. It might mean the principal 

walked into the class to settle everyone down to be followed with 

sessions with the teacher on how to deal with the problems that 

had arisen. The working assumption was clear: we are in this 

together and the more effectively we can structure the children's 

learning experience, the more focused their behavior will became.

I also witnessed many more classes where the teacher was in 

pedagogical control, the students were involved in their learning 

and the principal or lead teacher entered to observe and comment, 

but not discipline. There were vast differences in how 

experienced and skillful different teachers were, but in speaking 

to the teachers, they often cited the factors of support, 

supervision and curriculum in explaining their own effectiveness.

1. Support - The teachers knew -because they were told in

many different ways- that what they were doing was valued by the

congregation. They felt appreciated, but also supported by

parents who cared, the principal who helped out in many ways and

fellow-teachers who shared advice and resources. Ceremonies 

honoring teachers were an extra- nice form of support and 

appreciation.
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2. supervision - No teacher went unsupervised. In both 

schools the principal or lead teachers would move from class to 

class observing and then commenting. In addition, both schools 

offered after-school group and individual supervision sessions in 

which much training and resource-development occured. There were 

also teacher meetings devoted to reviewing curricular and 

behavioral issues.

3. Curriculum - Teachers appreciated help in making 

curricular decisions and implementing them. In the case of a 

well-organized curriculum, like Melton Hebrew, the teachers spoke 

favorably of the training they received and the organization that 

the curriculum offered. Yet they often innovated within that 

structure. In cases where they were teaching subjects that were 

not so curricularized, they appreciated the principal's offering 

of a good textbook or other teaching devices. They also looked to 

one another to help with the devising of lesson plans and more 

creative teaching methods. In one school a fair amount of team - 

teaching developed among teachers within the same grade level.

The results for student learning were fairly predictable. 

The best learning I saw took place in those classes where there 

were experienced and well-trained teachers working in innovative 

ways with a structured curriculum. One rabbi captured the 

children's attitude best when he said in their names: ״ I don't 

mind coming to Hebrew school; what I can't stand is when you 

waste my time." Some parents reported to me that their children 

were happiest when they felt they were really learning something

10
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concrete in school. Hence they liked Hebrew best because they 

could see tangible progress in their own learning.

But those observations miss one a crucial point that I 

picked up in my study. The children cannot sustain on either 

Sunday mornings or weekday afternoons whole periods of time in 

which they singularly focus on Hebrew or Bible. What the more 

successful teachers do is quite predictably alternate the more 

cognitively-demanding time with lighter, more experiential 

exercises. The teachers come armed with learning games that they 

pull out when they feel the students attention has wandered. Or 

they devise skits or story-telling opportunities. Both schools 

used music and art very successfully as down-times between more 

pressured times. What the alteration allowed is for the learning 

to continue in more fun ways so that the children did not 

experience much of the twin evils - boredom or wasted time.

The Relationship between the School and the Parents

So much has already been written about the alienation of the 

home from the school and the need for programs to draw parents 

into the school's orbit that I will repeat none of it here. My 

research confirmed my initial belief that while family education 

programs will not turn assimilated parents into baale teshuva , 

they will, when successfully run, attract a fair percentage of 

the parents to come on a regular basis - perhaps every two or 

four weeks - to learn more about themselves as Jews and what 

their children are learning in school.
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cognitively-demanding time ~ith lighter, more experiential 

exercises. The teachers come armed with learning games that they 

pull out when they feel the students attention has wandered. Or 

they devise skits or story-telling opportunities. Both schools 

used music and art very successfully as down-times between more 

pressured times. What the alteration allowed is for the learning 

to continue in more fun ways so that the children did not 

experience much of the twin evils - boredom or wasted time. 

The Relationshin between the School and the Parents 

So much has already been written about the alienation of the 

home from the school and the need for programs to draw parents 

into the school's orbit that I will repeat none of it here. My 

research confirmed my initial belief that while family education 

programs will not turn assimilated parents into baale teshuva, 

they will, when successfully run, attract a fair percentage of 

the parents to come on a regular basis - perhaps every two or 

four weeks - to learn more about themselves as Jews and what 

their children are learning in school. 



What I had not before realized is the potential feedback 

loop between family education and congregational support for the 

school. Many parents join the synagogue when they enroll their 

child in the school. Their main contact with the synagogue is 

through the school. They may come for High holidays, but 

otherwise are non-participating members.

When the school attracts the parents into the building for 

family education, there is a real potential to develop 

relationships with the synagogue. If the rabbis are involved, 

they meet and get to know one another. If the synagogue sponsors 

havurot, the parents are candidates to join. Some become 

interested in involvement with the school commitee or PTA. If the 

synagogue has Shabbat services for families, they tend to come.

In short their involvement in the synagogue begins to grow. 

As more active members, they begin to have more say in the 

congregational politic and give voice to parental perspectives. 

The synagogue leadership may be grateful to the school for this 

increased participation of these members. But perhaps even more 

important, the adult study of Torah grows appreciably within the 

congregation. Perhaps the greatest contribution of family 

education, when done seriously, is that it may mark a change in 

the congregational culture in which people come to realize that 

one powerful way to draw people into the synagogue is to offer 

them educational programs that speak directly to their current 

needs as parents. Who knows - they may even start to study one of 

Barry Holtz׳ recent volumes?
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In summary I am suggesting that these four ',relationships״ 

when taken together offer us a potential guide to assessing the 

goodness of a synagogue school. I think the good school may have 

to have all four in place to be deserving of that designation.

I hope these reflections prove helpful.

With best wishes.

Joe Reimer
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MELTON 
RESEARCH 
CENTER

for Jewish Education

Seymour Fox 
Annette Hochstein 
Mandel Institute

Dear Seymour and Annette,

Shulamith suggested that I let you know some times for a telecon 
next week. I am available at around noon (NY time) on Monday Da.- 
cember 2; and any time until 12:30 on Tuesday-momina. I know^J 
that~SKulamith has a telecon scheduled with you for Tuesday inorn־^  
ing already; perhaps I should be added to the end of that, 
me know. --

Let

Here is what is happening with the Best Practices Project. I 
discussed some of this briefly -in my conversation with Seymour
before the GA. I aar'excerpting from an update I sent—to—Steve---
Hoffman yesterday: _________ ^ -- ----------

1) For our first best practice analysis, we have decided to 
focus on the supplementary school. The reasons are probably 
obvious and I won't rehearse them here. Most of the people 
(e.g. Sara Lee, Jon Woocher, etc.) I spoke with about this 
matter also felt that it was the right place to start.

2) In that regard: On December 10th and 11th, I will be host- 
ing a meeting at JTS with a small group who will join with 
Shulamith and me to discuss the issue of best practice in the 
supplementary school area. Our first task will be to decide 
what are the areas of specific best practice related to the 
supplementary school which will need to be considered when we 
choose exempla for our inventory. The second order of busi- 
ness will be actually getting some real suggestions of places 
for inclusion in the inventory.

So far the following people have agreed to attend: Carol In- 
gall and Joe Reimer (both of whom you know), Vicky Kelman 
(from Berkeley, a long-time Melton staff person), Sherry 
Blumberg (Assistant Professor of Jewish education, HUC-New 
York). Three others have been invited (Gail Dorph, Sam Heil- 
man, Isa Aron).

3) After the meeting I will draft a memo that delineates what 
areas of best practice we want to look at for the area of the 
supplementary school. Using the memo, the group above will 
suggest candidates for inclusion in the inventory. That memo 
will also be sent to the senior policy advisers plus other 
helpful, "well-connected" Jewish education people.

Tha Jewish Theological Sem inary of America * 3030 Broadway * New York, New York 10027 • Telephone (212) 678-8031
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4) Following upon the memo, Shulamith and I will call certain 
key players from that list for a more direct personal con- 
tact.

5) I will also engage two graduate students of mine, as per 
Jon Woocher's suggestion, to examine past issue of JESNA's 
"roundup" issues of the Pedagogic Reporter for examples of 
best practice in the supplementary school that fit our 
criteria.

6) I will meet with Judith Ginzberg of the Covenant Founda- 
tion to see if they have examples from their applicants that 
would fit our criteria.

7) Meanwhile I (with some graduate students here) have alsoV 
! been trying to research (for later reference in our work with! n t

the Lead Communities) the literature on introducing change/ ^ J  
into educational s e t t i n g s . ^     —    0 a־־4 .y.o'V /

I W  11
Seymour and Annette, as to the the last point, I wonder if this 
issue can go onto the agenda for the meetings in January in Bos- 
ton.

In the pages that follow. I am enclosing a copy of the letter I 
sent to the participants in the December 11th meeting.

Best wishes,

a
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LETTER OF INVITATION FOR DECEMBER MEETING

November 13, 1991

Dr.

Dear

I want to confirm our phone conversation inviting you to a meet- 
ing about the Best Practices Project of the Council for Initia- 
tives in Jewish Education (CIJE). The meeting will take place on 
the evening of Tuesday, December 10th here at the Melton office 
beginning with dinner at 6 PM, running until around 9:30 or 10:00 
and reconvening the next morning until midday. We'd like you for 
as much of that time as you can give us.

The purpose of the meeting is to solicit your advice and counsel 
concerning the Best Practices Project which I have been asked to 
organize. Let me give you some background on the project and 
then describe what our agenda will be. Here is an excerpt from a 
document that I was asked to write for the CIJE. You may find it 
of assistance in understanding what we are up to here.

The Best practices Project

1. introduction

In describing its "blueprint for the future," A Time to Act, the 
report of the Commission on Jewish Education in North America, 
called for the creation of "an inventory of best educational 
practices in North America" (p. 69). The primary purpose of this 
inventory would be to aid the future work of the Council, partic- 
ularly as it helps to develop a group of model Lead Communities, 
"local laboratories for Jewish education." As the Lead Com- 
munities begin to devise their plans of action, the Best Prac- 
tices inventory would offer a guide to successful pro- 
grams/sites/curricula which could be adopted for use in particu- 
lar Communities. The Best Practices inventory would become a 
data base of Jewish educational excellence to which the Council 
staff could refer as it worked with the various Lead Communities.

Thus the planners from a Lead Community could ask the Council 
"where in North America is the in-service education of teachers 
done well?" and the Council staff would be able to find such a 
program or school or site some place in the country through con- 
suiting the Best Practice inventory.
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November 18, 1991 

Dr. 

Dear 
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What do we mean by ״best practice"? The contemporary literature 
in general education points out that seeking perfection when we 
examine educational endeavors will offer us little assistance as 
we try to improve educational practice. In an enterprise as com- 
plex and multifaceted as education, these writers argue, we 
should be looking to discover ״good" not ideal practice. As 
Joseph Reimer describes this in his paper for Commission, these 
are educational projects which have weaknesses and do not succeed 
in all their goals, but which have the strength to recogni2e the 
weaknesses and the will to keep working at getting better.
 educational practice, then, is what we seek to identify ״Good״
for Jewish education.

A project to create such an inventory begins with the assumption 
that we know how to locate such Best Practice. The "we" here is 
the network of people we know, trust or know about in the field 
of Jewish education around the country. Through using that 
network, as described below, we can begin to create the Best 
Practice inventory.

Theoretically, in having such an index the Council would be able 
to offer both encouragement and programmatic assistance to the 
particular Lead Community asking for advice. The encouragement 
would come through the knowledge that good practice does exist 
out in the field in many aspects of Jewish education. By viewing 
the Best Practice of "X'1 in one location, the Lead Community 
could receive actual programmatic assistance by seeing a living 
example of the way that ״X" might be implemented in its local 
setting,

I say "theoretically" in the paragraph above because we will have
to carefully examine the way that the inventory of good educa-
tional practice can best be used in living educational situa- 
tions. certainly significant stumbling blocks will have to be 
overcome. In what way, for example, will viewing the Best Prac- 
tice of "X" in Boston, Atlanta or Montreal offer confidence 
building and programmatic assistance to the person sitting in the 
Lead Community? Perhaps he or she will say: "That may be fine 
for Boston or Atlanta or Montreal, but in our community we don't 
have 'A' and therefore can't do 'B'."

Knowing that a best practice exists in one place and even seeing
that program in action does not guarantee that the Lead Com- 
munities will be able to succeed in implementing it in their 
localities, no matter how good their intentions. The issue of 
translation from the Best Practice site to the Lead Community 
site is one which will require considerable thought down the road 
as this project develops.

The Best Practices initiative for Jewish education is a project 
with at least three interrelated dimensions. First, we will need
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to create a list of experts in various aspects of Jewish educa- 
tional practice to whom the CIJE could turn as it worked with 
Lead Communities. These are the consultants that could be 
brought into a Lead Community to offer guidance about specific
new ideas and programs. For shorthand purposes we can call this
"the Rolodex." The Rolodex also includes experts in general and 
Jewish education who could address questions of a broader or more 
theoretical sort for the benefit of the CIJE staff and fellows—  
people who would not necessarily be brought into the Lead Com- 
munity itself, but would help the CIJE think about the work that
it is doing in the communities.

The first phase of the Best Practices project—  stocking the 
Rolodex—  has already begun as the CIJE staff has begun working.
It will continue throughout the project as new people become 
known during the process.

Second, the project will have as its primary mission the use of 
Best Practices for assisting the Lead Communities. For shorthand 
purposes we can call this "the data base.״ This will be de- 
scribed in detail in the next section of this memo below. Third, 
the project has implications for a much larger ongoing research 
project. For shorthand purposes we can call this ״the long-range 
plan." The long-range plan is a major study of Best Practices 
in Jewish education—  locating, studying and documenting in 
detail the best work, the "success stories," of contemporary 
Jewish education. (I say "contemporary" here, but a research 
project of this sort might well include a historical dimension 
too. What can we learn about the almost legendary supplementary 
school run by Shrage Arian in Albany in the 1960s should have im- 
portant implications for educational practice today.) This work 
might be done, for example through a Center for the Study of Ex- 
cellence in Jewish Education established at a institution of 
higher learning with a strong interest in Jewish education, in a 
School of Education at a university or created as a "free- 
standing" research center. Obviously, this project intersects 
with the research plan that the CIJE is also developing.

For the time being, however, our concern will be with ,,Best Prac- 
tices for assisting the Lead Communities.״ Of course this focus 
and "the long-range plan" are not mutually exclusive. The latter 
flows from the former. As we begin to develop a data base for 
the Lead Communities, we will also begin to study Best Practices 
in detail. The difference between the two projects is that the 
Lead Communities will need immediate assistance. They cannot 
wait for the results of long-term research before acting. But 
what we learn from the actual experience of the Lead Communities 
(such as through the assessment project which will be implemented 
for the Lead Communities) will then become part of the rich docu- 
mentation central to the long-range plan.
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II. Beat Practice and the Lead Communities

Of course there is no such thing as ״Best Practice״ in the ab- 
stract, there is only Best Practice of "X״ particularity: the 
(good enough) Hebrew School, JCC, curriculum for teaching Israel, 
etc. The first problem we have to face is defining the areas 
which the inventory would want to have as its particular categor- 
ies. Thus we could cut into the problem in a number of different 
ways. We could, for example, look at some of the "sites" in 
which Jewish education takes place such as:
— Hebrew schools 
— Day Schools 
— Trips to Israel 
— Early childhood programs 
— JCCs
— Adult Education programs

Or we could look at some of the subject areas which are taught in 
such sights:
—  Bible
—  Hebrew
—  Israel
Other inodes are also possible. Hence the following question 
needs to be decided: What are the appropriate categories for the 
inventory?

We propose to choose the categories based on a combination of the 
following criteria:
a) what we predict the Lead Communities will want and need, based 
on a survey of knowledgeable people (see step 1 below) and b) 
what we can get up and running quickly because we know the people 
and perhaps even some actual sites or programs already, or can 
get that information quickly.

III. suggestions for a process

What has to be done to launch and implement the Best Practice 
project for Lead Communities? I would suggest the following 
steps:

1. Define the categories
To do this we should quickly poll a select number of advisers who 
have been involved in thinking about the work of the CIJE or the 
Commission to see what categories we can agree would be most use- 
ful for the Lead Communities. In addition we have looked at the 
local Commission reports to see what those communities suggested 
were their needs—  on the assumption that the Lead Communities 
would in all likelihood resemble the local communities who have 
had commissions on Jewish education.
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After some investigation and a number of conversations, it has 
become clear that one of the key categories—  and the one that we 
will begin with—  is the supplementary school. We have chosen to 
start with this area for two reasons: first, there is no doubt 
that Lead Communities will want to work to improve their sup- 
plementary schools. Simply too many students are serviced by 
these institutions to ignore them. Second, my own expertise and 
contacts are in this area and to get the project up and running 
here would be easier for me than to begin with, say, the JCC pre- 
school area.

2. Gather a group of experts.
Here is where you, ???, come in. We are going to gather a group 
of five people who will look at our category and ask the question 
what do we mean by Best Practice in the realm of X (e.g. sup- 
plementary school)? In answering this question matters—  to use 
the language of A Time to Act and the Commission—  of both a pro- 
grammatic and enabling type would surely emerge. In other words, 
we would hear about good programs (e.g. "how to teach Hebrew in 
the supplementary school") and we would hear about successful at- 
tempts at "building the profession" (e.g. "how one school imple- 
ments a good staff training program").

O n c c  v c  c f c . n e .3 r a t 4 td  ■ b H ia ה>  £  i d e a s  c ׳1 r  c o m p o n e n t s ,  w e  w o u l d  t l i e n

ask: 1) What examples in real life do we know of the Best Prac-
tice of these components? 2) And knowing these examples, now
what would all this mean for the Lead Communities? How useful is 
it? After that discussion, the group of five would go home and 
do some "scouting". They would look into programs that they per- 
sonally know about; they would call people they know for some ad- 
vice and suggestions. Let's assume that this would take two days 
of work. After scouting around, they would be in touch with us 
(Shulamith and Barry) with their report.

3. Widen the net of contacts

At the same time we would use the list of ideas developed by the
group of five to try to cast a wider net for specific examples of 
Best Practice. The CIJE would make direct contact through letter 
and phone to a group of 30-40 well-connected, well-traveled 
people in the field and solicit their advice for "candidates" of 
Best Practice, based on the topics that the group of five has 
suggested. In addition, a few graduate students could be engaged 
to look at back issues of Pedagogic Reporter and other published 
sources for possible candidates. I would talk with the Convenant 
Foundation people for their suggestions based on their work, etc.

4. Next Steps
When all this is completed, we may want to have another meeting 
of the group of five or we may find it necessary to initiate a
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certain number of "site visits" to look at some of the examples 
of Best Practice that have been suggested. In most cases such 
visits will probably not be needed since the group of five will 
have recent and direct contact with the Best Practice sites that 
they are recommending. However, it is also likely that in re- 
searching for other examples, individuals will hear of sites that 
ought to be looked at. We anticipate up to five such site 
visits.

5. Evaluating what we have done

Once the sites visits are completed, we would then be in the 
position to "give ourselves a grade." We would ask: "Do we need 
more in order to help a Lead Community?״ We would also ask a few 
outside critics for their grade. It's possible at this point 
that we would say that this process is a "good enough" cut at 
dealing with our issue. If so, we've learned a lot about how to 
get into this quickly and usefully. A more refined version could 
then be invented for later iterations. If we have serious ques- 
tions about what we've done, we should then be able to rethink 
the process to figure out how to fix it. Most importantly it 
would give us a model for determining Best Practice in areas that 
we have less knowledge of familiarity with—  the other categories 
of #1 above.

If this method is good enough to be of use to the Lead Com- 
munities, it might mean that we could go immediately into the re- 
search component. Here we would be doing serious examination of 
the Best Practices that we've listed, trying to analyze and de- 
scribe in a reflective way the nature of the work going on in 
these places. It may be, in other words, that for immediate aid 
to the Lead Communities, the serious research is not necessary-- 
it can kick in later down the road, as we move the work into a 
higher stage of analysis. What we do have to think about is how 
much do we need to know in order to be able to help a Lead Com- 
munity.

6. The Next Phase
Here there are three options depending on how we answer the ques- 
tion immediately above. To help the Lead Communities: A) We have 
enough just simply by having a Rolodex card with the name of the 
site and relevant on-site people, the nature of the work done 
there and the seal of approval from our group of 5. B) We would 
need 1 to 3 page write-ups of the programs we've seen. C) We 
would need serious portraits/profiles of the schools in the man- 
ner of Sara Lawrence Lightfoot's The Good High School.

As you can see, I would like you to be one of our ״group of five״ 
described above and the purpose of our meeting in December is to 
deal with Step #2 above and aim toward future work. I think that 
this is an exciting project which has important implications for
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Jewish education. I'm hoping that with your help we may be able 
to bring some real changes into the field. Please join with me 
in this work.

The CIJE is able to offer you $400 (plus expenses) for your time. 
Please keep all your travel receipts so that you can be reim- 
bursed. Thanks so much for your help. I'll see you soon.

Best wishes,

Barry Holtz
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To: Steve, Shulamith, Seymour, Annette:
From: 3arry Holtz
Re: The Best Practices Plan (Revised)

Dear Friends, ^

This memo will propose the ״final" plan for the Best Practices Pro-
ject, based on my meeting an September 5, 1991 with Seymour and 
Shulamith and on subsequent discussions with both of them.

The plan as it currently stands is an attempt to find an efficient 
and realistic way to implement the Bes־ Practices Project. It tries 
to work, "quick and dirty," evaluating itself as it goes along and 
using what is well-known to us as a way to learn about how to under- 
stand the unknown. We would work like this:

i YEAR ONE
«■ f  t  i

; �- \

vj'̂  / A. We would decide on the four main areas or categories (such as 
v / '1the supplementary school" or "early childhood programs") that the 
should focus on. The suggestions would come ־Best Practices Projec . ,׳

slV",*'/ from polling senior policy advisers and other "friends" of the C U E
v. ‘ and they would come by looking at the local Commission reports to

—see what those communities suggested were their needs ץ ,  on the as-
sumption that the Lead Communities would in all likelihood resemble 
the local communities who have had commissions on Jewish education.

B. We would then work in the following manner

Round One

We would try out the following exercise: Assume that we had cnly one 
month to help a Lead Community. We would rake one of the four cats- 
gories of "A" above and play it out. We would take the category 
that we felt that we already had some good contacts and ideas about. 
Most likely candidate: the supplementary school. We would gather 
(ideally far 2 days) five good people with knowledge of that area. 
These five are people we know or know of through our current con- 
tacts and we wouldn't worry at this point about all the good people 
whom we haven't included. Eventually we will gather others.

Phase One

The group of five would look at our category and ask the question 
what do we mean by Best Practice in the realm of X (e.g. sup-
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elementary school)? In answering this question matters—  to use the 
language of A Time to Act and the Commission—  of both a program- 
matic and enabling type would surely emerge. In other words, we 
would hear about good programs (e.g. "how to teach Hebrew in the 
supplementary school") and we would hear about successful attempts 
at "building the profession" (e.g. "how one school implements a good 
staff training program").

Once we generated this list of ideas or components, we would then 
ask: 1) What examples in real life do we know of the.Best ?rac־ice
of these components? 2) And knowing these examples, now what would 
all this mean far the Lead Communities? Kow useful, is it? After 
that discussion, the group of five would go home and־'do some "scout- 
ing". They would look into programs that they personally know 
abou־ ; they would call people they know for some advice and sugges- 
tions. Let's assume that this would take two days of work. After 
scouting around, they would be in touch with us (Shulamith and 
Barry) with their report.

Phase Two: Site visits

At this point it may be necessary to initiate a certain number of 
"site visits" to look at same of the examples of Best Practice that 
have been suggested. In most cases such visits will probably not be 
needed since the group of five will have recent and direct contact 
with the Best Practice sites that they are recommending. However, 
it is also likely that in researching for other examples, individu- 

.1 als will hear of sites that ought to be looked at. We anticipate up 
z o five such site visits.

Next Steps: Evaluating what we have done

C. Once the sites visits are completed, we would then be in the 
position to "give ourselves a grade." We would ask: "Da we need
more in order to help a Lead Community?" We would also ask a few 
outside critics for their grade. It's possible at this point that 
we would say that this process is a "good enough" cut a־ dealing 
with our issue. If so, we've learned a lot about how to get into 
this quickly and usefully. A more refined version could then be in- 
vented for later iterations. If we have serious questions about 
what we've done, we should then be able to rethink the process to 
figure cut how to fix it. Mast importantly it would give us a model 
for determining Best Practice in areas that we have less knowledge 
of familiarity with—  the other categories from "A" above.

If this method is good enough to be of use to the Lead Communities, 
it might mean that we could go immediately into the research com- 
ponent. Here we would be doing serious examination of the Best 
Practices that we've listed, trying to analyze and describe in a 
reflective way the nature of the work going on in these places. It 
may be, in other words, that for immediate aid to the Lead Com- 
munities, the serious research is not necessary—  it can kick in 
later down the road, as we move the work into a higher stage of
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analysis. What we do have to think about is how much do we need to 
know in order to be able to help a Lead Community.

This would lead us to
Phase Three

Here there are three options depending on how we answer the question 
immediately above. To help the Lead Communities: A) We have enough 
just simply by having a Rolodex card with the name of the site and 
relevant on-site people, the nature of the work done there and the 
seal of approval from our group of 5. B) We would need .1 to 3 page 
write-ups of the programs we've seen. C) We would need serious 
portraits/profiles of the schools in the manner of Sara Lawrence 
Lightfoot's The Good High School.

3

Round Two

Round Two, also to be done in the first year, would deal with a sec- 
and area/category from the A. list above. We would take the knowl- 
edge we had gained from Round One, adapt and change the method based 
on that experience, and deal with our new category. We should note, 
however, that it is likely that each subsequent "round" will take 
more time to implement, even though we will be refining the process 
as we go along. Why? Because we are going to begin with the 
area/categorv we know best, where we have good and reliable experts 
and contacts (e.g. to make up our group of 5). 3ut in the later 
rounds we will be moving into areas that are less familiar to us and 
we will need more time to figure out who the right experts are and 
to gather the information.

YZAR TWO

Year Two would consist of developing additional "rounds" (to deal 
with other areas/categories— see A. above) and implementing what we 
have learned from Best Practices into the Lead Communities them- 
selves.

This latter process-- what we have called "the issue of translation" 
in other memos—  should involve a serious discussion and exploration 
by the staff of the CUE before we undertake the work. It would be 
important to try to determine among other things: a) the particular 
nature of 3est Practices that we have seen and the potential dif- 
ficulties in moving any individual best practice from its "home" to 
the Lead Community; b) an evaluation of the economic implications of 
Best Practices—  what does it cost to implement and run the programs 
we have seen and what might it cost to take a program from one place 
and introduce it into a Lead Community. Startup costs may have to 
be taken into consideration, for example, or hidden costs that may 
not be apparent until we try to move a practice into a Lead Com- 
munity; c) Seymour has pointed out that we will need to invent a 
"curriculum" for translating any particular Best Practice into a 
Lead Community. In other words, one issue that we will have to deal
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an2.lvsis. ¼"'hat we do have to think about is how much do we need. to 
know-in order to be able to help a Lead Community. 

This would lead us to 
Phase Three 

Here there are three options depending on how we answer the ques~ion 
irn~ediately above. To help the Lead Communities: A) We have enough 
just si~ply by having a Rolodex card wi~h the name of the site and 
relevant on-site people, the natur e of the work done there and ~he 
seal of approval f=om our group of 5. B) We would need .1 t o 3 page 
write-ups of the programs we've seen. C) We would need serious 
pcr~raits/profiles of the schcols in the manner of Sara Lawrence 
Lightfoot's The Good Eiah School. 

Round Two 

Round Two, also to be done in the first year, would deal with a sec­
ond area/category from the A, list above. We would take the knowl­
edge we had gained f=ora Rou~d One, adapt and change the ~ethod based 
on that experience, and deal with our new category. We should no~e, 
however, that it is likel y that each subsequent 11 round 11 will take 
more ti~e to implement, even though we will be refining the process 
as we go along. Why? Because we are going to begin with the 
area/category we know best, where we have good and reliable experts 
and contacts (e.g. to make up our group of. 5). But in the late~ 
rounds we will be moving into areas that are less familiar t o us and 
we will need more time to figure out who the right experts are and 
to gather the information . 

YEAR TWO 

Year Two would consist of developing additional "rounds" (to deal 
with other areas/categories--see A. above) and implementing what we 
have learned :~era 3es~ ?:::-actices ~ntc the Lead Ccn~uniti2s the~­
selves. 

This la-=te=- nrocess- - what we have called "the issue of t:::-ansla::.ion 11 

i~ other rnem~s-- should involve a serious discussion and explora~ion 
by the staf= of t~e CIJ2 before we undertake the work. It would be 
important to try to determine among other ~hi ngs: a) the par~icular 
nature of Best Practices tha~ we have seen and the Potential dif­
ficulties in moving any individual bes-t practice fr~m it.s 11 home 11 to 
t~e Lead Com.r:1unity; b) an evalua~ion of the economic inplications of 
Best Practices-- what does it cos~ to inplement and run ~he progra~s 
we have seen a~d ~hat ~ight it cost to take a program f::::-om one place 
anc introduce it into a Lead Community. Start~p costs may have to 
be taken into cor.sidet-ation, for example, or hidden costs that r.:ay 
not be apparent until we t~y to move a practice i~to a Lead Com­
munity; c) Se:-.nour has pointed out ~hat we will need to invent a 
"c~::::-ric~lum11 ::o:::- translating any particular Best Practice into a 
Lead Co~munity. I~ other words, one issue t~at we will have t o deal 
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with is finding a way for the educators and involved lavpeople in 
our Lead Community simply to understand the Best Practice we want 
introduce. Then we must figure out the steps that can move the 
practice into the Community. In that regard we ought to look at: 
the literature from general education about the introduction cf 
change into educational settings and particularly the question of 
what happens when change is mandated "from above." This might be 
very useful in our thinking about the Lead Communities.

Barry

cc. Isa Aron

, ., 
wit~ is finding a way for the educators and involved laypeople in 
our Lead Community sinply to understand the Best P=actice we want ~o 
introduce. Then we must figure out the steps that can nove the 
practice into the Community. In that regard we ought to look at: d ) 
the literatu~e fron general education about the introduction of 
change into educational settings and particularly the ques~ion of 
what happens when change is mandated "from above." This might be 
ve=y useful in our thinking about the Lead Ccr:ununities . 

Bar'!:'y 

oc. Isa Aron 



LEAD COMMUNITIES PROJECT: TASKS AND TIME (DAYS) 
RELATED TO REASSESSMENT OF LC REVIEW 

TIME 

MONTH 

APRIL 

MAY 

TOTAL 

TASKS 

TOTAL 

9 

14 

23 

JM 

RE-ASSESSMENT 

6 

6 

12 

4/2 Memo to AH oo revised timetable 

4/6 Meeting with SE 

TOTAL 

1 

3 

4 

JBU 

RB-ASSESSMENT 

1 

1 

2 

4/7 Memo to OJE steering group on alternatives and next steps 

4/7 Memo to review panelists to halt process 

4/8 Meeting with SE 

ff Calls from ± half of panelists 

4/13 Telecon with Israel on options/next steps 

4/21 Meeting with SE re process revisions 

4/24 Memo to AH/SE on alternatives: timetable and process 

► UKELCS ASSOCIATES INC. 



TASKS 

5/1-2 Preparations for 5/3 meeting: 

5/3 

5/4f 

. Revisions of timetable 

. Review of process 

Ruder/Finn meeting 

Notifying panelists to continue (calls to explain - mostly by SE, follow-ups, JM) 

Rescheduling panel teleconferences (management) 

5/6 Meeting w. AH (in NYC) on future steps 

5/7f Revising timetable/options for recasting finalist process 

5/11 Revision of above 

5/12 Meeting w. Rotman (per AH) re alternatives for finalist review 

ff Reconsidering and recasting fina list process in view of Rotman meeting 

5/18 Revised timetable; faxed to Israel 

5/20 Israel telecon: one item is revised process 

5/20 Meeting with SE and Rotman re next steps 

► UKELES ASSOCIATES INC 
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MEMO liA NDUM 

'J'o: Arlhur Rotman 

From: 
! • • • 

Jack Ukclc.<: ··.) 1 , ./, / •• I ( 

Jim Meier r 

Dute: M;1y 21. 1992 

S11hj1~c·.t: A1111chcd urnft Lend Cornmt111itlc:.i material for Mort M11m.lcl 

· ·-·-.. ····-·.. ···-··· ___ ,..,_ .. . ·-·-·--- -· . . •-·--·-- -
Tl1t~n~ nn~ two p:ll'kets of m:iturial for you ! (1 tnkc witl_1 you In fame): 

• /\ drnft of thC! mnlct'ials to be scnl In )..A.~ud .Com1n1111ilies Commlltce n1e111bcrs 

.Issues: 

O Cover letter 

0 exhibit A: l.ead Comnrnnitiufi J>rogrnm Guidclinc~ (.l1mllnry I 992) 
0 Exhibit 1.3: Summuric~ c>f (he Proposal:; 
o Exhlbil C: The Review Pu11c.•ls 
0 

0 

0 

Exhibit D: S\llnm:,ry of Pumilist R11ting!l1 by Region 
Exhibit E: Summury of P1lllclil<L Rating.s by City Sizc 
Exhihil F: n ccommcudntions for Lend Couuuunity Fiuallsls 

Should we indudc the n:1nrns of lhc review pnncl members (P.xbibit C)'! 

Shn11ld Wl' in<:h,de n:commcndntloni; llr !cl it omcrg<: l'mm till: diNcll:'l!lion (Exhibll 
F). G ivcn tlrn t~lct:onfcrcncc environment nm.I thcll' li mitc<.I buckgro\lnd in Lead 
Communities,- I .:uggcst lhal the rccomnH~ndntionii bc included. 

■ Atl<li!lonal background matcriul for Mort nnd Chuck 

):;sues: 

o Community Sco1t:s by imlividunl pRncls 

o Summnry uf p11m:lis1 ct>mmcnts on the Lend u1111111u11itics preliminary 
pH>poi;nli; 

When ,ind how will Chui;k sec: this 111atcrial (or the! next version)'! 

When 11ml lww will th1.: Lca<l Cnm111u1111ic~ lc:lc:c.;u11krcm:u bl! .sc.;hctlule<.1'! 

► UKELES'J\8SOCIA'l'ES INC. 



Mr/Mrs. X 
Business 
Address 

--:i Address 

Dear Mr./Ms. X: 

May 21, 1992 

I am pleased that you have accepted Morton Mandel's invitation to serve as a 
member of the Lead Communities Committee of the Board of the Council for Initiatives 
in Jewish Education (CIJE). 

Twenty-three out of 57 eligible communities with Jewish population of between 
15,000 - 300,000 from all parts of the North American continent responded to the request 
for preliminary proposals that CIJE issued on January 30, 1991. (A copy of the 
"guidelines" sent to eligible applicant is attached [Exhibit A].) The proposals, both in 
quality and quantity, are impressive and suggest that North American Jewish communities 
have appreciably advanced their attention to Jewish education in just the past few years. 

'=) Applicants included cities of various sizes, in both the United States and Canada, 
representing both well-established as well as growth communities. Summaries of the 23 
preliminary proposals are in Exhibit B.1 

Our committee is charged with the responsibility of recommending 3 of these 
communities to the full CIJE Board at the August 25, 1992 meeting. 

Our first task is to narrow the preliminary proposals to 8 - 10 finalists. I have 
scheduled a teleconference for June (3/4 at _J for this purpose. 

1We would be pleased to provide committee members with copies of the full preliminary 
proposals from any or all of the communities. 
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An advisory group consisting of twelve experienced and distinguished educators 
and community professionals was organized to assist us in the process of identifying the 
finalists (see Exhibit C). Grouped in 3 panels of 4 members each, they read and evaluated 
each proposal, and then discussed their assessments of each community's merits to be a 
Lead Community. 

The review panelists were asked to focus on two criteria: 

■ ls the community prepared to become a Lead Community? 
■ Is the community committed to the importance of Jewish education? 

The primary evidence upon which they based their judgements included: 

C Leadership: 
o Multi-agency involvement and prior collaborations 
o Qualifications of prospective chair 
o Qualifications of professional director 

c Program: 
o Participation rates 
o Past record of innovation 
o Record on building a profession of Jewish educator 
o Israel experience 

c Financial Resources: 
o Per capita expenditures on Jewish education 
o Percentage allocation to Jewish education 

c Planning: 
o Clarity on needs and priorities 
o Past commissions on Jewish education or continuity and identity 
o Proposed goals as lead community 

The CIJE staff and consultants reviewed the results and sorted the communities into 
three groups: "Probable Yes"; "Probable No"; and "Maybe." 

Exhibits D and E, show the results of the panels, sorted by region and city size, 
respectively. 

The staff recommendations (Exhibit F) will be the departure point for our 
discussion on June 

2 
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Next Steps 

Once our committee has made its choices, the final selection process begins, 
culminating at the August 25th CIJE Board meeting. The final selection process consists 
of a site visit and a proposal. 

Each finalist community will be visited by a team of outside professionals (some 
of whom served on the preliminary review panels), CIJE staff, and CIJE Board members. 
For the final proposal, each community will be asked to prepare written material that 
addresses specific questions raised during the review of its preliminary proposal, and 
during the site visit. 

It is my hope that each committee member will be available to participate with a 
member of the CIJE staff in at least one site visit during the month of July. You will be 
contacted by staff to determine your availability. 

I propose that we meet on August 24th, the day before the meeting of the full CIJE 
Board, to formulate final recommendations. I will seek your views about the feasibility 
of such a meeting during our teleconference. 

I appreciate your willingness to join with me in this historic venture. 

Sincerely yours, 

Charles Ratner, Chair 
Lead Communities Committee, 
Council for Initiatives in Jewish Education 

3 
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M E M O R A N D U M

May 19, 1992

To: Shulamith Elster
Annette Hochstein 
Art Rotman 
Ginny Levy

From: Jim Meier 

Re: Teleconference on May 20th

I suggest the following agenda for our teleconfercncc on May 20th, 10:30 (EST):

1. Package to go to Lead Communities Committee for sclcction of finalists. Related 
materials, attached, include:

• [ A l%  M emo to Mandel/Ratner/Rotman with summaries of panelist 
ratings and rankings.
• [B] Detailed listing of panelist scores (back-up to summary sheets). 

Sample pages, in rough draft form of:
♦ [C l-2] Panelist comments on each proposal, grouped as pros Qnd cons.
* [D] One page synopsis of each proposal

2. Involvement of lay leaders

3. Process and timeline for remainder of selection proccss (i.e. June 5 ־ A ugust 25).
• [ El A [־6  revised proposed workplan/timeline.

4. Preliminary list of site visit teams.

* [F] Proposals from Shulamith on lay and professional team members.

5. Issues: e.g. setting a limit on number of finalists.

~~om Ukeles Associates Inc. PHONE No. 12122608760 Ma~.19 1992 5:57PM P02 
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May 19, 1992 

To: Shulamith Elster 
Annette Hochstein 
Art Rotman 
Ginny Levy 

MEMORANDU M 

From: Jim Meier~ 

Re: Teleconference on May 20th 

J suggest the following ogendo for our t,eleconfcrcncc on May 20th, 10:30 (EST): 

1. Package to go to Lead Communities Committee for selection of finalists. Related 
mM.eriais, 3U~chl".d, include: 

• [Al~ Memo to Mandel/Ratner/Rotman with summaries of pnnclisl 
rntings and rankings. 
• [B] Detailed listing of panelist scores (back-up to summary sheets). 

Sample pages, in rough drafl form of: 
• (C1-2) Panelist comments on e8ch proposal, grouped as pros and cons. 
• (D] One page synopsis of each proposal 

2. Involvement of lay leaders 

3. Process ond timeline for remninder of selection process (i.e. June 5 - August 25). 
• [El-6] A revised proposed workplan/limeline. 

4. Preliminary list of sile v isil Leams. 

• [F] Proposals :from Shulamith on lay and professional team members. 

5. Issues: e.g. setling a limiL on number oi finalists. 
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M E M O R A N D U M

I'o: M׳ orion M andel
Charles Rainer

From : Jack Ukeies
Jim  M eier J}^  "

Dale: M ay 19, 1992

Rc; U pdate on P relim inary Selection o f Lead C om m unities

cc: A rthur R otm an
Shulam ith Hlster 
A nnette H ochstein 
Seym our Fox 
V irginia Levi

On F riday, M ay 15, w c com pleted the third arid last review  panel teleconference.
The consensus is that the process w ent very w ell. T he panelists did their 
hom ew ork; the discussions w ere thoughtful and substantive. In m any instances, 
clear agreem ent em erged about w hich com m unities and proposals w ere the. 
si longest, and w hich appeared to be the least well prepared to undertake the 
challenge at this tim e.

T om orrow , W ednesday, M ay 20th, w c will review  the results o f the review  panels 
with the core professional group on Lead C om m unities. T he prim ary purpose of 
the teleconference is to prepare for the Lead C om m unities C om m ittee m eeting  to 
select finalists.

T he purpose of this m em o is to share the initial results to date; w hile these are 
changing daily w ith new inform ation and new analyses, wc need to be sure  that 
you are com fortable w ith the content and process o f the effort at every stage.

► UKliJ.US ASSOCIATES INC.
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MEMORANDUM 

To: Morton Mandel 

Charles Ratner 

Frnm: Jack Ukck.s /_:f¥l,{ 
Jim Meier r-

D<11c: May 19, 1992 

Re: Update on Preliminary Selection of !Aad Communities 

cc: Arthur Rotman 
Shulamith Eistcr 
Annette Hochstein 
Seymour Fox 
Yirgini::i Levi 

A 

011 Friday, May 15, we completed the third and last review pnncl tclcconfcrcncc. 
The consensus is that the process went very well. The pnnelists did their 
l1umcwurk; the discussions were thoughtful and substantive. In mnny inst:rnccs, 

clear ngrccmcnt emerged nbout which communities and proposals were the 
!)lwngcst, and which appeared to be the least well prcpnrcd to undortai<c the 

) clrnllcnge .at this ti me. 

Tomorrow, Wednesday, Mc1y 20th, we will review the results of the review panels 

willl lhc core professional group on Lead Communities. The primary purpose of 
the teleconference is to prepnrc for the Leacl Comrnunilic:,; Committee meeting to 
sclc<:.t finalists. 

The purpose of this memo is to share the initial results to <.fate; while these are 
changing daily with new information am.I new analyses, we need to be suru thnt 

you are comfonab-lc with the content am.I process of the effort :\l cvcl'y stnge. 

► UKELES ASSOCIATES INC. 
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To rccap: cacli panelist gave each proposal n score (from  0 10 100); the scores 
w ere averaged and a range com puted (from the highest to the low est score); each 
c o m m u n ity ’s proposal w as d iscussed by panelists and staff/consu ltan ts on a 
te leconference; individual scores w ere adjusted based on the d iscussion and a new  
average com puted for each com m unity by each panel. A chart was p repared  
ind icating  the score o f each panel for each com m unity  (E xhibit A, attached).

Panel 1 gave consistently low er scores (an average of 20%  losvcr) than Panels 2 
and 3. T heir scores w ere increased  20% to bring  them into line w ith the o ther tw o 
(like grading on a curve). T he adjusted scores arc show n on Exhibit B.

UAI review ed the results and sorted the com m unities into three groups: "P robable 
Y es"; "Probably No"; and "M aybe", using the follow ing m ethod and criteria*.

o  Every proposal w hich both panels scored BO and over w as classified  a 
PR O B A B L E Y ES

o  Every proposal w hich  both panels scored 65 and under w h s  classified  a 
PR O B A B L E  NO

o  Every other community w as classified a M A Y BE

Exhibit C  sum m arizes the results of this analysis (w ith the average score in 
parentheses).

As a last step, wc sorted the results by region (Exhibit D) and city size (Exhibit E).

► IJKliLliS ׳ASSOCIATES INC,
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To recap: each panelist gnvc cuch proposnl n score (from O to l 00); the scores 
were averngc<l and n rnngc computed (from the highest to the lowest score); each 
c.ommt111ity's proposnl wns discussed by pnnclists nn<l stnff/consultnnts on 3 
teleconference; indivi<lua1 scorns were ndjusted bnscd on the discussion and ~ new 
nvcragc computed for cnch community by cnch panel. A ch:lrt was prepared 
indicating the score of each pnncl for each community (Exhibit A, attached). 

Panel 1 gave consistently lower r.cmcr. (an average of 20% lower) than P~nels 2 
and J. Their scores were incrc~scd 20% to bring them into line with the other two 
(like grading on ci curve). The adjusted scores rue shown on Exhibit 13. 

UAI reviewed the results and sorted the communities into three groups: "Probable 
Ycs"; "Probably No"; am.l 11 Maybc11

, using the following method nnd critcri:l: 

o Every proposal which both panel::; si;urct.l 80 and over was classified n 
PROBAI3LE YES 

o Every pruposal which both panels scored 65 nnd under ww; clossifiecl o 
PROBi\13LD NO 

o Every other community was classified a MAYBE 

Exhibit C summanzes tbc results of this analysis (wilh the average score in 

pnrcnthcscs). 

;\s n last step, we sorted the results by region (Exhibit D) and city size (Exhibit E). 

,.. UKl!L!!S ASSOCl/\'l'ES INC. 
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EXHIBIT A
19-May-92

FINAL SCORE - PANEL AVERAGES
Panel 1 \ Panel 2 Panel 3

ATLANTA 80 85 0
BALTIMORE 0 92 90
BOSTON 96 0 94
COLUMBUS 65 82 0
DALLAS 0 50 70
DENVER 0 55 63
HARTFORD 45 64 0
KANSAS CITY 44 84 0
METRO WEST 85 0 75
MILWAUKEE 0 82 68
MONTREAL 62 68 0
NEW YORK/SUFF. 0 59 57
OAKLAND 0 73 63
OTTAWA 68 0 69
PALM BEACH 78 0 83
RHODE ISLAND 38 0 68
ROCHESTER 0 83 75
SAN DIEGO 28 76 0
SOUTH PALM BEACH 0 56 76
TORONTO 50 0 71
VANCOUVER 44 0 62
WASHINGTON 69 93 0
WINNIPEG 42 0 58

Average 60 73 71
Note: “0" indicates proposal not renewed by panel.
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EXHIBIT B 19-May-92

ADJUSTED PANEL AVERAGES
Panel 1 Panel 2 Panel 3 Combined Rani

BOSTON 116 0 94 105 1
Ba l t i m o r e 0 92 90 91 2
ATLANTA 97 85 0 91 2
PALM BEACH 95 0 83 89 4
METRO WEST 103 0 75 89 4
WASHINGTON 83 93 0 88 6
COLUMBUS 79 82 0 80 7
ROCHESTER 0 83 75 79 8
OTTAWA 83 0 69 76 9
MILWAUKEE 0 82 68 75 10
MONTREAL 74 68 0 71 11
KANSAS CTTY 53 84 0 68 12
OAKLAND 0 73 63 68 12
SOUTH PALM BEACH 0 56 76 66 14
TORONTO 61 0 71 66 14
DALLAS 0 50 70 60 14
DENVER 0 55 63 59 17
HARTFORD 54 64 0 59 17
NEWYORK/SUFF. 0 59 57 58 19'
VANCOUVER 53 0 62 57 20
RHODE ISLAND 46 0 68 57 20
SAN DIEGO 34 76 0 55 22
WINNIPEG 51 0 58 54 23;

Average 72 73 71 72

Note: “0״ means proposal was not reviewed by that panel
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BOSTON 
BALTIMORE 
ATLANTA 
PALM BEACH 
METRO WEST 
WASHINGTON 
COLUMBUS 
ROCHESTER 
OTTAWA 
MILWAUKEE 
MONTREAL 
KANSASCnY 
OAKl.AND 
sourn p ALM BEACH 
TORONTO 
DALLAS 
DENVER 
HARTFORD 
NEW YORK I SUFF. 
VANCOUVER 
RHODE ISLAND 
SAN DIEGO 
WINNIPEG 

Average 

EXHIBIT B 

ADJUSTED PANEL AVERAGES 
Panel 1 Panel2 Panel 3 

116 0 94 
0 92 90 

97 85 0 
95 0 83 

103 0 75 
83 93 0 
79 82 0 

0 83 75 
83 0 69 
0 82 68 

74 68 0 
53 84 0 
0 73 63 
0 56 76 

61 0 71 
0 50 70 
0 55 63 

54 64 0 
0 59 57 

53 0 62 
46 0 68 
34 76 0 
51 0 58 

72 73 71 

19-May-92 

1Combined 

105 
91 
91 
89 
89 
88 
30 
79 
76 
75 
71 
68 
68 
66 
66 
60 
59 
59 
58 
57 
57 
55 
54 

Note: •o· means proposal was not reviewed by that panel. 
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12 
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14 
14 
17 
17 
19' 
20 
20 
22 
23 



May.19 1992 6:02PM P05PHDNE No. : 12122608760From : Ukeies Associates Inc.

/ / r

EXHIBIT C 

Preliiriinary Selection Grounirms

Probable. YES MAYBE Probable NO

Atlanta (91) Columbus (80) Denver (59)

Baltimore (91) Dallas (60) Hartford (59)

Boston (105) Kansas City (68) New York (58)

Palm Beach (89) MetroWest (89) Winnipeg (54)

Washington (88) Milwaukee (75) Vancouver (57)

Montreal (71) ״' י.

Oakland (68)

Ottawa (76)

Rhode Island (57)

Rochester (79)

San Diego (55)

South Palm Bo.ach (66)

Toronto (66)

Criteria

Probable YES Both panels ■adjusted scores were BO or over
Probable NO Both panels adjusted scores were 65 or lower
MAYBE AH other communities

NOTE: Combined score in ptuuiilhcsis

► UKl'U-S'ASSOCIATliS INC.

:C-rom Ukeles Associates Inc. PHONE No. 12122608760 Ma~. 19 1992 6:02PM P05 

Prnlmlill~ YES 

Atlanta (91) 

Uullimorc (91) -
Bost<m ( 105) --
Palm Beach {89) 

-· 
Washi11gh111 (88) 

... _ ........ 

---
Critcrin 

J>rohnblc YES 
Prnlrnblc NO 
MAYBE 

. 

EXHIBIT C 

Prnliminnrv Selection GrouDinu<: 

I MAYBE Probnblc NO 
-

Columbus (80) Denver (59) 

Dallas (60) Hnrtfmd (59) 

Kllll!,;11!,; City (68) New York (58) 

MctroWcst (89) Winnipeg (5'1) 

Milwnuke.e (75) . V 11nco\1ver (5 7) 
--

Monlrcnl (71) ... . 
Onkl:ind (68) . 

Ollnwn (76) 

Rhoe.Jc li;Jnnd (57) 

Rocht~s,~r (79) 

Snn Diego (55) 
-

South Pidm Bench ((i(i) 

Toronto (66) 
.. 

13o{h panols adjusted scon:i; wer~ 80 or over 
Both panel~ adjusted scores were 65 or lowf!r 
All nlhm communities 

NOTe: Combim:d :scon: i11 p1111.:11lhc&is 

// i; 

. 

- ·-·-
. ·--



May.19 1992 6:02PM P06PHONE No. : 1212260B760From : UkeleS Associates Inc.

H

EXHIBIT D

Summary of Panelist Ratings, by Region 
(Adjusted Average Stinro.s) 

Arranged from Highest to Lowest

liAST SOUTH MIDWEST WEST CANADA

Boston (105) Atlanta (91) Columbus (80) Oakland (68) Ottawa (76)

Baltimore (9J) Palm Beach 
(89)

Milwaukee (75) Dallas (60) Montreal (71)

MetroWest (89) S. Palm Bcach 
(66)

Kansas City'
(68) ׳

Denver (59) Toronto (66)

Washington
(88)

San Diego (55) Vancouver (57)

Rochester (79) Winnipeg (54)

Hartford (59)

New Ynrk (58)

Rhode Island 
(57)

8 3 3 4 5

► UKI;L!'S׳ASS0C!AT1׳S INC

r rom Uke les Associates Inc. PHONE No. 12122608760 

EAST 
·-
Bos toll ( 105) 

-

EXHILHT D 

Summnry <if Pnnclist Rnlings, by Region 

(Atljust!:d Av~rnge. Sc:or~s) 
Arru11gc<.I from HiBhest to Lowtist 

SOUTH MIDWEST WEST 
·-- -·.----,::-

Atlanta (91) Columbu$ (80) Oilkland (68) 

Ma~. 19 1992 6:02PM P06 

!1 C 

CANADA 
-~ ·-

Otlnwu (76) 
... -·-

Bultimon; (Y J) Pnlm lkach Milwttuk.1.:i.: (7.5) Dnllus (60) Montreal (71) 
(89) 

- · 
lvfotroWt.isl (89) S. Palm Bench Kansas City' .. Denver (Y)) 'l'<,runto (66) 

(66) (68) 

W:1shington San Dicg<) (55) Vm1<.:ouvcr (57) 
(88) --
llm:.hc:;lcr (7';;) Winnipt~g (5d) .. ·-·-
llurtford (-"'') 

--
Nciw York (~H) 

Rhodt.'. J~lnnd 
(57) 

· •· -

I I 8 ~ '.' 4 . 5 
- .. --

► IJKELl~S 
0

/\SSOCII\Tl.!.S lNC. 
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EXHIBIT E

From : Ukeies Associates Inc. PHONE No. : 12122608760 May.19 1992 6:02PM P07

Summary of Panelist Ratings by City Size 
(Adjusted Average Snores) 

Arranged from Highest to Lowest

LARGE (91,000 •1) MEDIUM (25,000 - 80,000) SMALL (45,000 • 24,000)

Boston (105) Atlanta (91) Columbus (80)

Baltimore (91) Palm bcach (89) Ottawa (76)

MetroWest (89) Rochester (79) Kansas City (68)

Washington (88) Milwaukee (75) Vancouver (57)

Montreal (71) Oakland (68) Rhode Inland (57)

Toronto (66) South Palm Beach (66) Winnipeg (54)

N<*.w York (58) Dallas (60)

Denver (59)

Hartford (59)

San Diego (55)

7 10 6

► I IKK! .US ASSOC ,.I ATI iS INC.

~ram Ukeles Associates Inc. 

LA l{GE (91,000 ·t) 

Boslon (105) . 
Bn)( i more (91) 

--

MetroWest (89) 

W11shin13lon (8H) . . 
Montreal (71) 

Tonmt\1 (66) 
- ·-

Nc~w York (58) 

--· -

-
7 

-

PHIONE No. 12122608760 Ma~.19 1992 6:02PM P07 

EXH1131T E 

Summary of Panelist Rulings by City Sl7.e 
(Adjusted AverAg~ Sr.nr~~) 

Ammgcd from Highest lo Lowest 

MEDIUM (25,000 - 80,000) SM/\1..I.. (45,000 - 24,000) 
- - -

Atlnnta (91) C<.ih1mliu~ (80) 

Palm beach (89) OH11w11 (76) . 
Rllchcslcr (79) K:iwmi. City (68) 

Milwnukce (75) Vnncnuvcr (57) 

O11kland (G8) Rlwdr.". hlnncl (57) 

South J>11lm I3cnch (66) Winniptig (54) 
-.. 

Dall:is (60) .. -
Dt~llVN (:'i9) .. 
Hartford (59) 

Sun Diego (55) 

I 
--

I 
-

10 6 

► lJKlil.l:S i\SSOC'.IATES INC. 



AVERAGE SCORES

£ Q |I
Panel 1 Panel 2 '־ Panel 3

Abramson Berger Geffen Spack Du bin Ettenberg Gurvis Schiff Joel Lee Rubin Woocher

ATLANTA 90 85 €5 85 S4 86 75
BALTIMORE 96 SO 90 92 90 91 91 88
BOSTON 100 9C as 101 95 100 80
COLU MB LIS 56 70 70 85 €5 90 87
DALLAS 6a 40 50 50 76 55 77 72

DENVER 51 55 55 60 69 61 65 58

HARTFORD 44 45 45 90 57 50 58
KANSAS C.TY 36 45 50 85 80 85 85
METRO WEST 80 85 9C i 60 77 85 76
MILWAUKEE 85 82 87 75 61 66 82 63
MONTREAL 60 60 65 55 75 75 65
NEW YORK /  SUFF. 65 55 65 50 5a 43 70 61
OAKLAND 75 97 62 60 53 75 70 55
OTTAWA 44 75 86 75 50 70 79
PAL U  BEACH 75 75 85 84 91 80 77
RHCCE ISLAND 45 40 30

/ 63 65 75 66
ROCHESTER 90 80 77 85 84 77 75 62
SAN DIEGO 30 SO 25 75 70 8a 80 80 80
SCUTH PALM BEACH 65 67 45 47 95 52 87 6e
TORONTO 5= 45 51 75 57 80 7C•
VANCOUVER 45 45 41 75 42 70 62
WASHINGTON 85 60 61 95 95 90 90
WINNIPEG 37 45 45 64 47 55 64
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A 1l..J.. f,ffJ. 
BALTMORE 
BOSTON 
COLUMB:JS 
DALL.AS 
'OEN'✓ER 

HAiHFOAD 
KANSAS C.TY 
~ETROWEST 
MILWA:;KEE 
MOHTREAL 
NEW '(ORJ<,' SUFF. 
OAKL\ND 
OTTAWA 
PAl..l.1 BEACH 
AHCCE ISLAND 
ROCHESTER 
SAN DIEGO 
SOOTH ?AlM BEACH 
TOFONTO 
VANCOUVE.~ 
WASHINGTON 
WINNIPEG 

Panel 

Abramson Berger Geffen 

90 65 

100 9C 
56 70 

44 45 
S6 45 
80 85 

60 60 

44 75 
75 75 
45 40 

30 S,J 

5;; 45 
45 45 
85 61) 

37 45 

AVERAGE SCORES 

Panel2 Panel 3 

Spack Dubin 8:tenberg Gurvis Schff Joel Lee Rubin Woocher 

€5 85 54- 86 75 
95 so 90 92 90 91 91 88 

93 101 95 10) 80 
7,j 85 €5 90 87 

60 40 50 50 76 55 n 72 
51 55 55 60 69 61 65 58 

45 90 57 50 58 
5C· 8.5 00 85 85 
gci 6C· n 85 76 

8.5 82 87 75 61 66 62 63 
65 55 75 75 65 

65 55 65 so ~ 43 70 61 

75 97 6[, 60 5~ 75 70 55 

86 75 50 70 79 
85 84 91 80 77 
30 6S 65 75 66 

90 80 77 65 84 77 75 ~ 

25 75 70 00 BO 80 80 
65 o7 45 47 95 52 87 6e 

51 75 57 80 7G 
41 75 42 7Q 62 
61 9..5 95 9.J 90 
45 64 47 55 64 
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C O M M U N IT Y : A T L A N T A  
JE W IS H  P O P U L A T IO N :

S U M M A R Y  ST A T E M E N T : A tlan ta ’s proposal h ighlights the dram atic grow th  
undergone by the c ity ’s Jew ish com m unity over the last few  dccadcs. It po in ts  out 
that the funds available to the Federation have also increased  sign ifican tly . 
W hereas o ther large cities com m unity  cam paigns had an average grow th rate  o f 
2.9%  betw een  1988 and 1990, A tlan ta ’s rate w as 13.7% . Federation  E n dow m en t 
Funds grew  by 78.1%  during that sam e period. T he city  aspires to be a reg ional 
center for Jew ish activities.

C urrent S tatus o f E ducation  Program s: A tlanta currently  supports a full roster 
of form al and inform al activ ities, including  day schools, supplem entary  schoo ls and 
high schools and a range o f form al and inform al activ ities for youth and adults.

L eadersh ip  and Planning: T he C ouncil for Jew ish C ontinuity  (estab lished  1992) 
follow s up on the w ork o f the Y ear 2000 C om m unity Serv ices Task F orce w hich  
com m issioned  a form al study o f Jew ish  education in 1990. In addition, A tlan ta  has 
m ore recently  em ployed Jew ish education experts D r. C haim  Peri and Dr. A d rien n e  
Bank as consultants in its p lanning  process. A tlan ta has form ally articu la ted  
several goals, including estab lish ing  a new agency ded icated lo the tra in ing  and 
support o f  educators and educational institu tions, a new endow m ent fund 
specifically  for new education  program s, and the creation  of a Jew ish H eritag e  
C enter housing  a H olocaust C enter, library, archives, and teacher resource center.

C hair: W illiam  Schatten , M .D . past President o f A tlan ta Jew ish F ederation

Professional s ta ff 10 be hiredStaff:

~rom Ukeles Associa~es Inc. 

COMMUNITY: ATLANTA 
JEWISH POPULATION: 

PHONE No. 12122608760 Ma~.19 1992 6: 05PM P03 

SUMMARY STATEMENT: Atlanta's proposal highlights the drnnrntic growth 
undergone by the city's Jewjsb community over the last few decades. lt points out 
that the funds available to the Federntion hnve nlso increased significantly. 
Whcreos other lorge cities community cnmpoigns hnd an average growth rate of 
2.9% between 1988 and 1990, Atlanta's rate was 13.7%. Federation Endowrmml 
Funds grew by 78.1 % during thnt same period. The city aspires to be a regional 
center for Jewish activities. 

-) Current Status of Education Programs: /\tlnntn currently supports a full roster 
of formal and informal activitie5, including doy schools, supplementary schools nnd 
high schools nnd n range of formol and informal nctivitics for youth and adults. 

Leadership uncl Phmning: Tht:: Council for Jewish Continuity (established 1992) 
follows up on the work of the Year 2000 Community Services Task Force which 
commissioned a formal study of Jewish education in 1990. In addition, Atlanta has 
more recently employed Jewish education experts Dr. Clrnim Peri and Dr. Adrienne 
Dank as consultc'lnts in its planning process. Atlanta has formally articulateu 
several goals, including es tablishing a new agency dedicaled lo the training an<.l 
support of educators and educational institutions, a new endowment fund 
specifically fur n1,;w ~uu1,;alion programs, and th~ creation of a Jewish Heritage 
Center housing a Holocaust Center, library, archives , and teacher resource center. 

Chair: 

Staff: 

Wi1liam Schatten, M.D. past President of Atlanta Jewish Feu~rntiun 

Professional staff to be hireu 
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DRAFT
MAY 18, 1992

PROPOSED TIMETABLE

TASK Lay Inv END DATE PRELIMINARY PROPOSALS

P May 18/Mon COB First draft of materials for Lead Community Committee are compiled (including 
results of panels) and faxed to Core Group.

F/S May 18/Mon 1st draft of proposed site team members.

F May 19/Tue 1st draft of finalist review process and site visit protocol to Core Group.

P/FS L May 20/Wed Teleconference of Core Group on finalist recommendations, and planned agenda 
for forthcoming LC Committee meeting.

P C May 21/Thu Proposed draft of package forwarded to CIJE Chair and LC Committee Chair 
for review.

L TBD Staff meetings by phone with individual LC Committee Members.

[May 25 Memorial Day]

F/S May 26/Tue Phone invitations/line up site visit teams.

F/S May 26/Tue 2nd draft of finalist review process and site visit protocol to Core Group.

P L May 26-28/Tue־Thu Input on package for LC Committee from CUE Chair and LC Chair. Package 
forwarded to LC members.

F/S May 28/Thu Core Group teleconference to finalize site visit protocol.

P L Jun Conference: LC Committee Chairman, Core Group regarding LC committee 
meeting.
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TASK Lay Inv 

p 

FIS 

F 

P/FS L 

p C 

L 

FIS 

FIS 
p L 

F/S 

p L 

DRAYf 
MAY 18, 1992 

PROPOSED TIMJITABLE 

END DATE PRELIMINARY PROPOSALS 

May 18/Mon COB First draft of materials for Lead Community Committee arc compiled (includiog 
results of panels) and faxed to Core Group. 

May 18/Mon 1st draft of proposed site team members. 

May 19/fue 1st draft of fina list review process an<l site visit protocol to Core Group. 

May 20/Wed Teleconference of Core Group on finalist recommendations, and planned agenda 
for forthcoming LC Committee meeting. 

May 21/Thu Proposed draft of package forwarded to CUE Chair and LC Committee Chair 
for review. 

IBD Staff meetings by phone with individual LC Committee Members. 

[May 25 Memorial Day] 

May 26/fue Phone invitations/line up site visit teams. 

May 26/fue 2nd draft of finalist review process and site visit protocol to Core Group. 

May 26-28/fue-Thu Input on package for LC Committee from CIJE Chair and LC Cbair. Package 
forwarded to LC members . 

May 28/Thu Core Group teleconference to finalize site visit protocol. 

Jun Conference: LC Committee Oiairmao, Core Group regarding LC committee 
meeting. 



p L Jun 1,2,3,4/
Mon,Tu,Wed or Thu

LC Committee meets to decide on finalists.

P/F Jun 5/Fri Finalists announced. ,

[June 7-8 Shavout]

FINAL SELECTION

F/S Jun 9/Tue Finalists receive instructions on final selection
- due dates
- proposed general agenda for visit
- statistical profile, per our format

First submission (3 weeks)

Second submission (6 weeks)

F/S Jun 11/Thu Community specific questions to finalists, with site visit schedule

F/S Jun 25/Thu Telecon of first site visit team visitors, prior to visit. (Phased in thereafter.)

F/S Jun 29/Mon Site visits begin.

F/S Jun 29/Mon Preliminary materials due. [3 weeks] Includes:
 summary of community needs analyses, prior studies ־
* key personnel (lay & professional)
- listing of key resources (e.g. personnel, dollars, universities)
- detailed agenda for site visit
- statistical summary, per our format

F/S Jun 30/Tue Materials sent to Site Team (if time; otherwise reviewed upon arrival at site).

CUE Proposed Timetable
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p L Jun 1,2,3,4/ 
Mon,Tu,Wed or Tiiu 

P/F Jun 5/Pri 

FIS Jun 9/fue 

FIS Jun 11/Tbu 

F/S Jun 25/Ibu 

F/S Jun 29/Moo 

F/S Jun 29/Mon 

FIS Jun 30/fue 

CIJE Proposed Timetable 

-, 
' 

LC Committee meets to decide on finalists. 

Finalists announced. I 

[June 7-8 Shavout] 

FINAL SELECrION 

Finalists receive instructions on final selection 
- due dates 
- proposed general agenda for visit 
- statistical profile, per our format 

First submission (3 weeks) 

Second submission (6 weeks) 

Community specific questions to finalists, witb site visit schedule 

Telecon of first site visit team visitors, prior to visit. (Phased in thereafter.) 

Site visits begin. 

Preliminary materials due. (3 weeks] Includes: 
- summary of community needs analyses, prior studies 
• key personnel (lay & professional) 
- listing of key resources ( e.g. personnel, dollars, universities) 
- detailed agenda for site visit 
- statistical summary, per our fonnat 

Materials sent to Site Team (if time; otherwise reviewed upon arrival at site). 

2 



Jul 17/Fri Site visits completed. (3 weeks)

L Late June/July Planning meeting of LC Committee (e.g. site visits).

[July 4 USA Independence Day]

L June - July Staff visits with individual LC Committee Members.

F/S Following site visit, team compiles list of follow up requests of community and 
preliminary summary report.

F Jul 20/Mon Finalist proposals due. [6 weeks] Includes:
- improvement vision
- plans for planning (1st year)
- resources expected from community
- resources required from CUE

F/S Jul 20/Mon ALL materials received, including:
team site visit reports ־
- final proposal materials
- follow-up materials requested of communities by site visitors

F Jul 22/Wed Materials sent by overnight mail to Core Group.

F Jul 27/Mon Summary materials forwarded to Core Group.

F Jul 28/Tue Telecon of Core Group.

F Jul 31/Fri Staff review; ranking of recommendations; 1st draft of package materials to Core 
Group.

Aug 7/Mon Materials forwarded to CUE and LC Committee Chairmen.

Aug 10/Wed Input of Chairmen received.

3CUE Proposed Timetable
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Jul 17/Fri 

L Late June/July 

L June - July 

FIS 

F Jul 20/Mon 

FIS Jul 20/Mon 

F Jul 22/Wed 

F Jul 27/Mon 

F Jul 28/fue 

F Jul 31/Fri 

Aug 7/Mon 

Aug 10/Wed 

CUE Proposed Timetable 

Site visits completed. (3 weeks) 

Planning meeting of LC Committee ( e.g. site visits). 

[July 4 USA Independence Day] 

Staff visits with individual LC Committee Members. 

Following site visit, team compiles list of follow up requests of community and 
preliminary summary report. 

Finalist proposals due. [6 weeks) Includes: 
- improvement vision 
- plans for planning (1st year) 
- resources expected from community 
- resources required from CUE 

ALL materials received, including: 
- team site visit reports 
- .final proposal materials 
- follow-up materials requested of communities by site visitors 

Materials sent by overnight mail to Core Group. 

Summary materials forwarded to Core Group. 

Telecon of Core Group. 

Staff review; ranking of recommendations; 1st draft of pack.age materials to Core 
Group. 

Materials forwarded to CUE and LC Committee Chairmen . 

Input of Chairmen received. 
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[Aug 9 Tisha B’av]

F L Aug 13/Thu Materials revised based on input; forwarded to LC Committee.

F L Aug 17 or 19/ 
Mon or Wed

LC Committee meets.

F B Aug 19/Wed Materials forwarded to CIJE Board.

C Aug 24/Mon Dress rehearsal.

B Aug 25/Tue CUE Board meets to make final decisions.

Aug 27/Fri Announcement of LC selection.

[Sep 7 Labor Day]

[Sep 28*29 Rosli Hashanah]

Task Code: Lay Involve:

P Preliminary Selection Process B Board of Directors

FS Final Selection Process/Site Visit C CIJE and/or LC Committee Chair

L Lead Community Committee Staffing/Decision making

Core Group = Shulamith, Annette, Seymour, Art, UAI

4CUE Proposed Timetable
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[Aug 9 Tisha B'av] 

F L Aug 13/Thu Materials revised based on input; forwarded to LC Committee. 

F L Aug 17 or 19/ LC CommiUee meets. 
Mon or Wed 

F B Aug 19/Wed Materials forwarded to CIJE Board. 

C Aug 24/Mon Dress rehearsal. 

B Aug 25/fue CUE Board mcds to make final decisions. 

Aug 27/Fri Announcement of LC selection. 

[Sep 7 Labor Day] 

[Sep 28-29 Rosh Hashanah] 

Task Code: Lay Involve: 

p Preliminary Selection Process B Board of Directors 

FS Final Selection Process/Site Visit C CIJE and/or LC Committee Chair 

L Lead Community Committee Staffing/Decision making 

Core Group = Shularnith, Annette, Seymour, Art, UAI 

CUE Proposed Timetable 4 
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ASSUMPTIONS RECOMMENDATIONS

■ Proposed site visits to 1 or 1 1/2 days/each (i.e. evening or day).

■ Site teams of 3-4 people, including:

o 1 CUE staff/consultant
O 1 professional (educator/planner)
o 1 lay leader or 2nd professional

Logistics and timing require a limit of finalist communities, preferably 8.

o Assumes CIJE staff/consultants to include:
• Shulamith
• Art
• Jack
• Jim

o Assumes over 3 week period that Shulamith and Jim can spend 1 1/2 week on
road (3 visits); Jack 1 week (2-3 visits); Art less than 1 week (1-2 visits).

Those communities visited earlier in schedule will have less time to prepare pre-visit 
submission, but more time to respond to inquiries of committee following the visit & vice 
versa.

5CIJE Proposed Timetable

ASSUMPTIONS RECOMMENDATIONS 

■ Proposed sile visits to 1 or 1 1/2 days/each (i.e. evening or day). 

■ Site teams of 3-4 people, including: 

o 1 CUE staff/consultant 
o 1 professional (educator/planner) 
o 1 lay leader or 2nd professional 

■ Logistics and timing require a limit of finalist communities, preferably 8. 

o Assumes CIJE staff/consultants to include: 
· Shulamith 
. Art 
· Jack 
· Jim 

o Assumes over 3 week period that Shulamith and Jim can spend 1 1/2 week on 
road (3 visits); Jack 1 week (2-3 visits); Art less than 1 week (1-2 visits). 

■ Those communities visited earlier in schedule will have Jess time to prepare pre-visit 
submission, but more time to respond to inquiries of committee following the visit & vice 
versa. 

CIJE Proposed Timetable 5 



2 hours

2 hours 
(lunch)

late afternoon

DRAFT
MAY 11, 1992

SCENARIO FOR SITE VISIT

Preliminary Agenda:

I. Intro & Orientation
Presentation to Site Team by LC Leadership (Pro & Lay)

o Past accomplishments
o  Present capacity (programs & planning)
o Vision & Plans 
o Needs & Concerns 
O Cast of Characters (leadership/personnel)

II. Meeting with Local Educators (at a site)
Show & Tell -> Questions by Team

III. Driving Tour

IV. Meeting with Professional Leadership
(JCC, Ed, Planners, Synagogue consortia, etc.)

o Past involvement/qualifications
o Constraints needs
o Priorities for CIJE (what community needs from CIJE to succeed)

V. Dinner Meeting with Lay Leadership

6CIJE Proposed Timetable

DRAFI' 
MAY 11, 1992 

SCENARIO FOR SITE VISIT 

Preliminarv Agenda: 

I. 

II. 

Intro & Orientation 
Presentation to Site Team by LC Leadership (Pro & Lay) 

o Past accomplishments 
o Present capacity (programs & planning) 
o Vision & Plans 
o Needs & Concerns 
o Cast of Characters (leadership/personnel) 

Meeting with Local Educators (at a site) 
Show & Tell -> Questions by Team 

III. Driving Tour 

IV. Meeting with Professional Leadership 
(JCC, Ed, Planners, Synagogue consortia, etc.) 

o Past involvement/qualifications 
o Constraints needs 
o Priorities for CIJE (what community needs from CIJE to succeed) 

V. Dinner Meeting with Lay Leadership 

OJE Proposed Timetable 

2 hours 

2 hours 
(lunch) 

late afternoon 
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PROPOSED SITE VISIT TEAMS

Lay: Urge to make one or more site visits:

Mandel
Ratner
Bronfman
Hausdorff
Hirschhorn
Merians
Lainer
Pollack

Each Lead Community Committee member to be urged to attend one site visit ־ not 
where they reside.

Question: whether to invite selected other CIJE board members.

Professionals

Abramson
Berger
Dubin
Ettenberg
Lee
Rubin
Woocher

Staff/consultants

Elster
Meier
Rotman
Ukeies

~-~ .... _ 
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PROPOSED SITE VISIT TEAMS 

Lay: Urge to make one or more site visits: 

Mandel 
Ratner 
Bronfman 
Hausdorff 
Hirschhorn 
Merians 
Lainer 
Pollack 

F 

Each Lead Community Committee member to be urged to attend one site visit - not 
where they reside. 

Question: whether to invite sdected other CIJE board members. 

Professionals 

Abramson 
Berger 
Dubin 
Ettenberg 
Lee 
Rubin 
Woocher 

Staff/consultants 

Elster 
Meier 
Rotman 
Ukeles 
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PANEL 3 SUMMARY. OF .PRELIMINARY RATINGS 

SORTED BY VARIANCE IN RATINGS (greatest variance in score to least variance) 

·--· 

JOEL LEE RUBIN WOOCHER 

NEW YORK/ SUFFOLK 53 43 90 61 
DALLAS 94 48 77 72 
SOUTH PALM BEACH 95 52 87 68 
VANCOUVER 84 42 70 62 
METRO WEST 55 77 95 76 
OTTAWA 75 45 65 79 
OAKLAND 53 75 70 55 
ROCHESTER 84 77 75 62 
MILWAUKEE 61 66 82 63 
BOSTON 101 95 100 80 
TORONTO 78 67 86 70 
WINNIPEG 64 47 55 64 
PALM BEACH COUNTY 84 91 80 77 
RHODE ISLAND 63 65 75 68 
DENVER 61 65 58 
BALTIMORE 90 91 91 88 

·-··- ------- ---·- · . 

SORTED BY AVERAGE SCORE (highest lo lowest) 

JOEL LEE RUBIN WOOCHER - ·--------------- - --- --·- -. -·· - --

BOSTON 101 95 100 80 
BALTIMORE 90 91 91 88 
PALM BEACH COUNTY 84 91 80 77 
SOUTH PALM BEACH 95 52 87 68 
METRO WEST 55 77 95 76 
ROCHESTER 84 77 75 62 
TORONTO 70 67 86 70 
DALLAS 94 48 77 72 
MILWAUKEE 61 66 82 63 
RHODE ISLAND 63 65 75 68 
OTTAWA 75 45 65 79 
VANCOUVER 84 42 70 62 
OAKLAND 53 75 70 55 
NEW YORK/ SUFFOLK 53 43 90 61 
DENVER 61 65 58 
WINNIPEG 64 47 55 64 

---
Panelist Average 69 59 73 64 

VARIANCE 
btwn High 

& Low Score 
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PANEL 1 SUMMARY OF PRELIMINARY RATINGS 

SORTED BY VARIANCE IN RATINGS (greatest variance in score to least variance) 

VARIANCE 
btwn High 

ABRAMSON BERGER GEFFEN $PACK & Low Score 

OTTAWA 44 75 86 42 
SAN DIEGO 63 30 25 38 
ATLANTA 90 85 55 35 
COLUMBUS 56 90 65 34 
RHODE ISLAND 63 40 30 33 
WASHINGTON 92 60 61 32 
PALM BEACH COUNTY 65 85 95 30 
METRO WEST 63 85 90 27 
KANSAS CITY 36 45 60 24 
VANCOUVER 45 60 41 19 
WINNIPEG 37 45 56 19 
HARTFORD 44 45 60 16 
MONTREAL 67 65 76 11 
BOSTON 100 90 98 10 
TORONTO 55 45 51 10 

SORTED BY AVERAGE SCORE (highest to lowest) 

PANEL 
ABRAMSON BERGER GEFFEN SPACK AVERAGE 

BOSTON 100 90 98 96 
PALM BEACH COUNTY 65 85 95 82 
METRO WEST 63 85 90 79 
ATLANTA 90 85 55 77 
WASHINGTON 92 60 61 71 
COLUMBUS 56 90 65 70 
MONTREAL 67 65 76 69 
OTTAWA 44 75 86 68 
HARTFORD 44 45 60 50 
TORONTO 55 45 51 50 
VANCOUVER 45 60 41 49 
KANSAS CITY 36 45 60 47 
WINNIPEG 37 45 56 46 
RHODE ISLAND 63 40 30 44 
SAN DIEGO 63 30 25 39 

·---· 
Panelist Average 61 63 0 63 63 
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PANEL 2 SUMMARY OF PRELIMINARY RATINGS 

SORTED BY VARIANCE IN RATINGS (greatest variance in score to least variance) 

VARIANCE 
btwn High 

DUBIN ETTENBERG GURVIS SCHIFF & Low Score 

DALLAS 90 40 50 50 
HARTFORD 90 57 50 40 
KANSAS CITY 85 46 85 39 
MONTREAL 55 92 75 37 
OAKLAND 75 97 60 37 
SAN DIEGO 75 50 80 30 
COLUMBUS 85 65 90 25 
WASHINGTON a-_,o 115 90 25 
BALTIMORE 95 71 90 24 
NEW YORK/ SUFFOLK 75 55 79 ' 24 
SOUTH PALM BEACH 65 67 45 22 
ROCHESTER 90 80 77 13 
MILWAUKEE 90 82 92 10 
ATLANTA 85 94 86 9 
DENVER 51 55 55 4 

SORTED BY AVERAGE SCORE (highest lo lowest) 

PANEL 
DUBIN ETTENBERG GURVIS SCHIFF AVERAGE 

WASHINGTON 95 115 90 100 

Is ATLANTA 85 94 86 88 

l MILWAUKEE 90 82 92 88 
BALTIMORE 95 71 90 85 

C ROCHESTER 90 80 77 82 

{, COLUMBUS 85 65 90 80 
OAKLAND 75 97 60 77 

0 MONTREAL ,:;r ~o 92 75 74 
KANSAS CITY 85 46 85 72 
NEW YORK/ SUFFOLK 75 55 79 70 
SAN DIEGO 75 50 80 68 
HARTFORD 90 57 50 66 
DALLAS 90 40 50 60 
SOUTH PALM BEACH 65 67 45 59 
DENVER 51 55 55 54 

Panelist Average 74 63 68 0 68 
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AGENDA FOR ACTION 

GUIDELINE FOR COMMUNITY VISITS 

To Be Used in Coniunction with "AGENDA FOR ACTION" 

INTRODUCTION 

Over the past several years, a momentum has developed in the JCC field ... It 

has been: 

·A Momentum or Direction ... 

. .. with the implementation of Jewish programming in JCCs, a 

direct result of the JWB Commission to Maximize the Jewish Educational 

Effectiveness of JCCs ... 

. . . with the definition of and strengthened focus on the Jewish mission of 

the JCC; and .. . 

•A Momentum of Leadership ... 

. . . with individual local Centers developing a feeling of "one-ness" 

- with Centers in other communities ... and with the movement. 

Much of this momentum has has come about through the community 

consultation visits between leaders of the JCC Association [formerly JWB] 

and local community leadership, especially during the Maximizing process 

... during the work of the Task Force on Governance and Funding ... and as 

part of the Century 2 process. 

These visits are planned to build on our success and momentum, and to move 

Centers and the movement into the future. 



Goals of the Meetinas 

The JCC Association has discovered that visits by Association lay 

leaders and professionals into local communities have been mutually 

beneficia l , providing visibility and enhanced communication between 

local and continental leaders, in addition to accomplishing the specific purpose 
of the visit. 

This specific series of visits is designed: 

- to help local Centers and communities plan for the future ... to 

provide appropriate planning tools - specifically, the "Agenda 

for Action" ... to help interpret the JCC movement to local 

leadership. 

-to familiarize JCC Association leadership with local concerns 

that will help to shape the priorities for the Center movement, 

and to interpret to local leadership current priorities of the JCC 
Assoc iation. 

Objectives of the Meetings 

To convene a series of meetings with target leadership groups 

To utilize "Agenda f~r Action" as a trigger:. for engagement, 

discussions, deliberations re: planning priorities, including 

implications for local Centers, for JCC Association. 

: ~--·- ··· - - ···· .. ----- - ----- ,.-- · 
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Goals of the Meetings 

The JCC Association has discovered that visits by Association lay 

leaders and professionals into local communities have been mutually 

beneficial, providing visibility and enhanced communication between 

local and continental leaders, in addition to accomplishing the specific purpose 
of the visit. 

• This specific series of visits is designed: 

- to help local Centers and communities plan for the future ... to 

provide appropriate planning tools - specifically, the "Agenda 

for Action" ... to help interpret the JCC movement to local 
leadership. 

-to familiarize JGC Association leadership with local concerns 

that will help to shape the priorities for the Center movement, 

and to interpret to local leadership current priorities of the JGC 
Association. 

Objectives of the Meetings 

To convene a series of meetings with target leadership groups 

To utilize "Agenda f~r Action" as a trigger for engagement, 

discussions, deliberations re: planning priorities, including 

implications for local Centers, for JCC Association. 
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Elements of the Plan 

There will be fou r meetings in the community visit: 

4:00 PM 

5:00 PM 

6:00 PM 

8:00 PM 

With JCC President, Executive and JCC Association Board 

members 

With Federation President, Executive 

With JCC leadership - specifically, the executive committee 

[OPTIONAL] Additional target groups, for example: New 

Leadership, Advanced Leadership, Teens who participated in recent Youth 

Conference, Biennial participants, full Board. 

NOTE: In these Guidelines, the JGC Association Lay Leader, who is chairing 

each segment of the visits, is referred to as "Visitor " or ''The Visitor." 

[Each separate visit begins on a new page; material is repeated when 

appropriate to more than one meeting group] 

- • "r 

... '•J ... ~ 
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JCC President, Executive Meeting 

The probability is that the local president has changed since former visits, and 

that you weren't the JGC Association leader present in this community. 

Therefore, your goal for this meeting -, to gain a perspective on the local 

community: 

Briefly discuss local/continental planning process ... 

.. . coordinated, purposeful planni"ng for Centers, fo r movement, a result 

of forward-looking Century 2 activities. 

Goals of the Meetings 

• The JGC Association has discovered that visits by Association lay 

leaders and professionals into local communities have been mutually 

beneficial , providing visibility and enhanced communication between 

local and continental leaders, in addition to accomplishing the specific purpose 

of the visit. 

The ongoing relationship between the continental organization and the local 

communities has been enhanced through effective community visits by the 

COMJEE initiative, by the work of the Governance and Funding Task Force, and 

through Century 2. 

Explain goals and objectives of meeting series, as repeated below. 

• This specific series of yisits is designed: 

- to help local Centers and communities plan for the future .. . to 

provide appropriate planning tools - specifically, the "Agenda 

for Action" ... to help interpret the JCC movement to local 

leadership. 



.... ,,,/ 

-to familiarize JCC Association leadership with local concerns 

that will help to shape the priorities for the Center movement, 

and to interpret to local leadership current priorities of the JCC 

Association. 

Obiectives of the Meetings 

• To convene a series of meetings with target leadership groups 

To utilize "Agenda for Action" as a trigger for engagement, 

discussions, deliberations re: planning priorities, including 

implications for local Centers, for JCC Association. 

Important for visitor and other movement leaders to be fully aware of local 

needs, priorities, problems, successes. 

Questions for visitor to ask: 

How is the Center doing generally ... are there community issues to 

which you should be sensitive as you proceed with your meetings ... who are 

the special personalities . .. the opinion-molders ... the people who will 

require special attention ... ? 

Are there special issues you should be aware of as you interpret your goals 

and mission to Federation, Center, other community leadership, and as you 

work within the community structure in the planning process? 

Investigate local planning process. Are there substantive and concrete 

planning activities currently being implemented or considered by the JCC or 

by the Federation? Some examples of these activities are population studies, 

needs assessment studies, studies re: serving special populations, such as 

handicapped, aged, Russians, users of day care. 

5 
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Briefly refer to "Agenda for Action." Review major categories . .. Program and . 

Service . .. Leadership Development ... Professional Personnel .. . 

Funding. Explain that these priority areas were determined through extensive 

leadership consultation. 

"Agenda" will be used in more detail at later meetings. 

Explain that in next meeting with Federation President and Executive, 

you will introduce "Agenda for Action" to them ... ask for their 

perspective re: priorities that will impact on the community in the next five 

years. 

Conclusion 

Emphasize to president and exec, as visitor prepares to close, the great 

importance, in plan·ning for leadership development, of attracting 

people of influence, people in the community with demonstrated 

leadership ability, onto the JCC Board . This is vital fo r future vitality of local 

Center and full movement, and is critical for local community growth . 

.. . .. 
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Discuss Associates. JCC Asso~iation staff member will let you know whether 

president and exec are Associates members. Urge them to take leadership in 

asking fill their Board to become members. Emphasize that Associates funds are 

credited to t he Center's dues obligation, taking pressure off Center and 

Federation budgets. Every Center Board member should enroll as an Associate, 

to express, as a Center leader, identification with the continental movement. 

Remind president to plan to attend JCC Association Board meetings in 

New York on September 20-22, 1991 , and January 10-12, 1992 ... to 

include formal meetings of presidents' groups, and other special 

programming for JCC presidents. Their opportunity for direct input into 

governance of Center movement. 

Encourage president to register early-and to recruit other JCC leaders-for the 

JCC Association Biennial, to be held April 29 to May 3, 1992, in San 

Francisco. 

--: 
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Federation President, Execut ive Meeting 

Visitor is meeting with these Federation leaders because it is important, 

when JCC Association goes into a community, to touch base with 

Federation leaders, to gain their perspectives on the issues. 

Explain goals and object ives of meeting series, as repeated below. 

• This specific series of visits is designed: 

- to help local Centers and communities plan for the future ... to 

provide appropriate planning tools - specifically, the " Agenda 

for Action" ... to help interpret the JCC movement to local 

leadership, through use of the movement v ideo. 

-to familiarize JCC Association leadership with local concerns 

that will help to shape the priorities for the Center movement , 

and to interpret to local leadership current priorities of the JCC 

Association. 

Objectives of the Meetings 

To convene a series of meetings with target leaders hip groups 

• To utilize "Agenda for Action" as a trigger for engagement, 

d iscussions, del iberations re: p lanning priorities, including 

implications for local Centers, for JCC Association. 

Important for visitor and other movement leaders to be fully aware of local 

needs, priorities, problems, successes. 

Explain that visitor is in community to follow up planning process that was 

initiated by Century 2 activities, and to introduce " Agenda for Action." 

C 



"Agenda" is result of continuing process of dialogue between local 

community leadership and leadership of JCC Association [formerly JWB]. 

Priorities were developed in consultat ion with leaders of JCCs and · 

federations. 

Visitor will review "Agenda" priorities briefly now, in discussion of what was 

discovered throughout the continent. 

Purpose of this meeting: to seek federation leadership reaction ... to 

fami liarize federation leadership with findings ... to gain loca l perspective 

for future continent-wide planning . 

Give quick overview of "Agenda" headings ... priorities ... implications, as 

follows. 

Program and Service 

Visitor to skim down through main headings, allowing time for quick self-reading 

of priorities. 

Headings: 

Services That Strengthen The Jewish Family ... Outreach Services and 

Programs ... Jewish Education .. . Adults .. . Teens . .. Life Fitness. 

Leadership Development 

Visitor to point out to those assembled the realization of the critical need for 

JCCs to attract people of influence, people in the community with 

demonstrated leadership ability, onto the JCC Board. This is vital for future 

vi tality of local Center and full movement, and is critical to local 

community growth. 

9 



Professional Personnel 

Visitor to point out to those assembled the critical need for strong and effective 

recruitment efforts, in order to attract the "best and the brightest" to JCC 

field, in all staff capacities. 

Point out mandated real involvement of lay people in this process. Has 

become a lay priority. 

Funding 

Visitor to stress to those present the first heading: support for the annual 

campaign . 

This accepted priority, calling for "increased efforts ... to support and actively 

work to enhance the annual campaign." is a Center leader responsibility as 

partner in community with federation. 

Discuss other funding headings: 

Self-Generated Income ... Planned Giving Ini tiatives ... Establishment of 

program "chairs" ... New sources of revenue. 

Invite Federation leadership response to all above issues and priorities ... elicit 

their perception of their own community priorities. 

Again investigate local planning process. Are there substantive and 

concrete planning activities currently being Implemented or considered 

by the JCC or by the Federation? Some examples of these activities are 

populations studies, needs assessment studies, studies re: serving special 

populations, such as handicapped, aged, Russians, users of day care. 

10 
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Stimulate discussion of role of JCC in planning process - what is role of JCC 

not only in planning for itself, but in the broader process of community 

planning? 

Discuss. 

Explain that visitor will be discussing these issues with Center leadership as 

you work to plan for future, and it will be helpful in planning for the movement to 

incorporate local Federation perception of priorities as well. 

Thank Federation leaders for their input, and for taking the time to meet with 

you. JCC Association will provide continuing updates re: planning progress . 

11 



Executive Committee Meeting 

This will be a dinner meeting. 

Goals of the Meetings 

• The JCC Association has discovered that visits by Association lay 

leaders and professionals into local communities have been mutually 

beneficial , providing visibility and enhanced communication between 

local and continental leaders, in addition to accomplishing the specific purpose 

of the visit. 

The ongoing relationship between the continenta. organization and the local 

communities has been enhanced through effective community visits by the 

COMJEE initiative, by the work of the Governance and Funding Task Force, and 

through Century 2. 

This specific series of visits is designed: 

- to help local Centers and communities plan for the future ... to 

provide appropriate planning tools - specifically, the "Agenda 

for Action" ... to help interpret the JCC movement to local 

leadership, through use of the movement video. 

-to familiarize JCC Association leadership with local concerns 

that will help to shape the priorities for the Center movement, 

and to interpret to local leadership current priorities of the JCC 
Association. 

--... ------
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Obiectives of the Meetings 

• To convene a series of meetings with target leadership groups 

• To utilize "Agenda for Action" as a trigger for engagement, 

discussions, deliberations re: planning priorities, including 

implications for local Centers, for JCC Association. 

Preliminaries: 

Thank participants for coming to meeting. 

[A copy of "Agenda for Action" has been mailed to each participant in 

advance of this meeting] 

Elements of the Meeting 

1. Show video, if it has not already been shown in the community. This is 

to introduce Center movement, illustrate range and scope of movement 

miss ion, goals and activities. 

Discuss possible use of video for JGC . 

. .. as a JCC leadership education tool ... fund raising [for 

federation allocations meetings; for individual solicitation] ... membership 

recruitment, at parlor meetings ... in lobby of Center ... to other Jewish and 

general communal groups ... for recruitment of new lay and professional 

leaders ... by JCC leadership on local TV talk shows, etc .. 

2. Walk through each section of "Agenda for Action ," reviewing, within 

the major areas, the priorities and implications. Ask participants to follow along. 

13 
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Proaram and Service 

Visitor to skim down through main headings, allowing time for quick self-reading 

of priorities. 

Headings: 

•Services That Strengthen The Jewish Family 

•Outreach Services and Programs 

•Jewish Education 

•Adults 

•Teens 

· Life Fitness 

Discussion. These are the priorities as determined throughout the continent. 

Elicit JCC leadership reaction to them ... encourage reflection re: their local 

priorities. 

Leadership Development 

Visitor to point out to those assembled the realization of the critical need for 

JCCs to attract people of influence, people in the community with 

, demonstrated leadership ability, onto the JCC Board. This is vital for 

future vitality of local Center and full movement, and is critical to local 

, _.-1 community growth. . 

Review of Leadership Development priorities and implications: 

•Recruiting Lay Leaders 

•Training Professionals To Worl< Effectively With Lay Leaders 

•Developing Board Measurement Indicators 

•Expanding Role of Advanced Leaders 

· Enhancing Lay Leader Effectiveness 

•Strengthening JCC/F~deration Leaders Partnership 

. .. . .. . . ... .. .,_ 
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Discussion. These are the priorities as determined throughout the continent. 

Elicit JCC leadership reaction to them ... encourage reflection re: their local 

priorities. 

Professiona l Personnel 

Visitor to point out to those assembled the critical need for strong and effective 

recruitment efforts, in order to attract the "best and the brightest" to JCC 

field, in all staff capacities. 

Allow time for those present to quickly read priorities in this heading: 

·Creating Integrated Local/Continental Recruitment Effort 

•Enhancing Professional Effectiveness · 

·Retaining Qualified Professionals 

•Involving Senior Lay Leaders in Recruitment, Retention Efforts 

Discussion. These are the priorities as determined throughout the continent. 

Elicit JCC leadership reaction to them ... encourage reflection re: their local 

priorities. 

Funding 

. , Visitor to stress that successful funding initiatives are imperative if we are to 

continue to serve the Jewish community effectively. 

Discuss funding headings: 

·Support For The Annual Campaign 

•Self-Generated Income 

•Planned Giving Initiatives 

·Establishment of program "chairs" 

•New sources of revenue. 

- __ .. _. - - · ··- ··-····· ··-·-------·-- -· ... 
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Allow time for those present to quickly read priorities in these headings. 

Discussion. These are the priorities as determined throughout the continent. 

Elicit JCC leadership reaction to them ... encourage reflection re: their local 

priorities. 

Discuss relevancy of each section to local community. 

Discuss each priority and its implications, and how it relates to 

the I ocal experience. 

Discuss other priorities and implications that are unique to the 

local experience for which JCC Association can offer help or 

become involved. 

Elicit from assembled leaders ways in which JCC Association can 

help community to accomplish its planning goals within each area. Encourage 

open discussion of each issue. 

IU 



Conclusion: Next Steps 

Locally and across continent JCC Association will work with JCC leadership to 

identify the needs and solidify plans, using "Agenda for Action" as a working 

tool ... using the video to help interpret our mission and goals to our various 

publics. 

I 

Refer to new strength and vitality of movement .. . how movement has 

become more than an idea, and has become a strong and living Jewish 

reality. 
' 

JCC Association Board and committees working in consultation with 

community leaders .. . presidents are participating in meetings ... more and 

more leaders are attending Biennial and other important leadership 

functions ... strong suggestion that meeting participants intensi fy involvement 

in movement activities, in order to help local community and full movement. 

Express hope that all assembled will want to show their support for the JCC 

Association and express their sense of leadership of and identification 

with a continental J CC movement by joining the Associates program. 

In doing so, they benefit both their own Center-because Associates funds are 

credited to the Center's dues obligation-and the JCC Association and 

., Center movement. Urge goal to have evervone on the Board sign up--100 

;.._,.,/ percent! 

Visitor hopes that this discussion will stimulate local planning initiatives. JCC 

Association wants to hear about these initic1tives as they develop and progress. 

Information that visitor has gained from assembled leaders will be helpful in 

Association planning for the movement. 

I / 



JCC Association will share that information with other communities . .. 

.. . and will keep this community informed re: developments in other 

communities and throughout movement. 

Thank all for active, stimulating participation. Suggest that dialogue be 

continued locally, with comments and questions directed to JCC 

Association on an ongoing basis. 

Remain available for any questions and comments group may have after 

session. 

-···· ·---- ··- ····- --···-----~··---"' . -
... · ... , ... -. 
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Additiona l Target Grouo Meeting 

[This meeting is optional. The character of the meeting will depend on the 

nature of the assembled group. Following, some suggested areas for 

consideration J 

Biennial Participants 

Focus on this gr-oup's reaction to the 1990 Biennial ... elicit thoughts re: their 

input into planning for upcoming Biennial ... explain that this is their 

opportunity to improve the Biennial experience ... ask for their views re: 

enhancing networking opportunities between Biennials ... if appropriate, raise 

any subjects that were discussed at the Executive Committee meeting, although 

many executive committee people may be present in this group. 

Youth Conference Participants 

Similar to above. Seek additional opportunities to networl<:. Ask what this 

group has done since the conference, what kind of follow-up there has been 

... what can be done to enhance their activities and participation in the 

community ... how can they work to get other people involved ... what are their 

.suggestions for JCC Association? 

Full Board of Directors 

If there is a meeting of the full Board, we will want '.o request a half hour of 

agenda time. You might consider omitting the video from earlier meetings and 

deferring the showing until this meeting. If you show the video, engage the 

Board in a discussion of the sweep and range of the movement, and how the 

video might be used in the community. 

19 
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If the video has already been used, center the discussion on "Agenda ·for 

Action." A possibility: divide participants into four groups, in discussions of each 

of the four priority areas [Program and Service ... Leadership Development ... 

Professional Personnel ... Funding]. Members of the Executive Committee 

will be asked to serve as group leaders. JCC Association lay and professional 

representatives will listen to feedbacl<, make appropriate concluding remarks 

re: the movement's "future. 

New Leaders 

The agenda for this group will be similar to that for the full Board, above. 

7/91 
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MEMORANDUM 

To: Annette Hochstein [by fax] 
cc, Shulamith Elster 

From: _Jim Meier c:r: ,~ 
Date: April 221 1992 

Shulamlth briefed me on your conversation this morning about the review process. The 
attached memo illustrates another scenario for maintaining the August 25 deadline. As you 
will see, there are significant questions about 1) whether we gain more than we lose by 
compressing the process, 2) whether it is doable as conceived, especially if there are 10 
finalist communities (not to mention 12 or 15) to visit, and 3) whether we will be able to 
resolve impasses or work out good solutions to unanticipated issues tt1at are bound to arise 
in an as yot untested process. 

Regarding the analysis of the preliminary appllcants1 we will now resume our work. The next 
step is to rank,lsort the communities by 1he various statistical dimensions. Shularnith Indicated 
you were interested in participation rates as a percentage of the age cohort, as opposed to 
total Jewish populatlon. So are we. Clearly there will be distortions in the apparent 
implications of the data. While the information ln the preliminary proposals and otherwise 
available to us Is not sufficient for the more sophisticated analysls, we plan to do that kind of 
analysis for the finalis1s. I have begun requesting population and other studies performed by 
the communities. 

Finally, as indicated on the tlmeline, I am meeting privately with JESNA, JCCA, CLAL and 
CJF. I plan to prepare a summary of those meetings for use by the panelists. 

Don't hesitate to call If you have any further questions, In the meantime, Chag $ameach. 
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To: Shulamith Eisler 

From: Jim Meier 
~. ,J, (N\ 

Date: April 21, 1992 

MEMORANDUM 

RR: Prellmlmuy Review Process 

Here are two scenarios for carrying out the Lead Communities selection process, ooch 
assuming two different dates for contacting panelists. 

Tho "fast trncl<11 schedule ossurncs tho process Is resumed lmrnediotcly and leads to a CIJE 
Boord meeting and onnounccmcnts of selections prior to the High Holy Doys. The allcrnato process, 
which delays resumption of the process until after the MEly 3 meeting in New York City, would most 
likely lead to announcements in mid-October, with the CIJE Board meeting scheduled during the 
week after the Columbus Day weekend. 

Fast Track Alternat9 

Apr 23{rhur May 4/Mon 

Apr 27/Mun Mc1y 5/Tu(j::; 

Apr27 

Notify panelists to resume reading proposals. 

P<:!rn::li:sl 1esu1ne reauing; reschedule teleconference meetings. 

Resume calllng applicant communities "as needed11 for 
additional information; continue background briefings on 

applicant communities. 

Comparative analysis of proposals, primarily based on 

available slalislical information. 



[Preliminary Review Process] 

May 1/Fri May 8/Fri 

May 3/Mon 

May 3-4/Su-M May 3-4/Su-M 

May 4/Mon May 13NVod 

May 5/Tue May 15/Fri 

May 5 8/Tu-F Moy 18-22/M-F 

May 11/Mon May 27Nl/ed 

May 13/Wed May 28/Thu 

May 14/Thu May 29/Fri 

May 18/Mon June 1/Mon 

[June 7 -8 

May 21 or 26 June 9 or 10 
Th/Tue ThM'cd 

May 28/Th June 12/Fri 

page 2 

Othar information and evidence about comrnunilies compiled 
for input into panol toleconference meetings. Fax to Core 
Group and panallGts. 

NYC mooting of CIJE advisory group to review Lead 
Comml1nltles. 

Chairman's review of process and guidelines for panel's 
phone meetings. 

Panelist return 1 page rating sheets on communities to UAI 
office. (Attachment 1 le inolruclions to panelists for rating 
proposals.) 

Rilling sheets compiled by UAI office. Fax to Core Group. 

Panels hold teleconference meetings. (Attachment 2 describes 
recommended process for tclcconforonco meeting.) 

nesults of panel deliberations are compiled, together with first 
draft of materials for Lead Community corrnnillee, and faxed 
to Core Group. 

Teleconference of Core Group on recommendations, and 
planned agenda for forthcoming LC Committee meeting. 

Proposed draft of package forwarded to CIJE Chair and LC 
Committee Chair for review. 

Package forwarded lo LC members. 

Shavuot] 

LC Committee meets to make decisions. 

Finalists announced. 



[Prellmlnary Review Process] 

Jul 27/Mon 

Aug 10-21/ 
Mon-Fri 

Sep 2/3 
Wed/Thu 

Sop 15-17/ 
Tu-Th 

[Aug 9 

Aug 12{\Ncd 

Aug 24-Sep 11 / 
Mon-Fri 

(Sep 7 

Sep 23/24 
WAd/ThtJ 

[Sep 28-29 

[Oct 7 

Oct 7 or 14/ 
Th or Wed 

[Oct 12 

Sep 21/Mon Oct 16/Fri 

Tish B'vo] 

Final proposals due. [8 weeks] 

Site visits. 

Labor Day] 

LC Committee moats. 

Rosh Hoshonoh) 

Yorn Klppur] 

CIJE Board meets to make final decisions. 

Columbus Doy] 

Announcement of LC selection. 
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[L~®1 HARVARD UNIVERSI~ 
f@~ Graduate School of Education 

.Roy E. L.u:se:n Hall, Api,i.:m Wa.y 
Czm.b::idge, Massachusetts 0213S 

April 22> 1992 

Professor Seymour Fo~ 
Mande1 Institute 
22A B.atzfira Street 
Jerusalem, Isn=.el 93102 

Fax#: 9-011- 972- 2- 619- 951 or 9-0ll- 972-2- 610-647 

Dear Seymour: 

I met: with the. t ~o candidates for the School o= Educational Leadership , 
namely Jonat:han..Mizrac.b.i alld Eliraz Kraus, in my office on April 20, 1992. 

_M.r . Mizrachi is a Harvard graduate student i.t anthropology, with a 
concc~trat:iou on archaeplogy. We discussed his vi.e~s on archaeology. He 
cakes 2n anthropolog~cal approach, i.e. to focus on the social dyn~cs 
of people and to provide a framework of space and time. w-i.thi.n which to 
understand their cultural life and history. Re is mainly, as I see it) 
at pr esent heavily concerned with university and research issues , and 
much less involved rith ed.ucati on. But he is aw2re of the challenges 
of the new immigration and of c:u.lcural diversity and seems willing and 
able to plunge in.to the study of educatioutl problems. He emphasizes 

~ the imporcance of teaciri.ng tolerance t o students . I pressed him about 
ocher app r oaches than the anthropological> ~. e. historical cWtl lit erary, 
and he answered well-chat ultimately an integration is required and chat 
no one school of thougnt has all the ans~ers. My general impression is 
chat he is an ext~emely_bright and able man, advanced i.n. hi s specialized 
g-raduate studies, clear and forceful ill presentation of his views> and 
open to learning about education and its main current chtllenges, but 
rit:h a defiuite cotmni.t:ment: to a research career in anthropology. l would 
guess he would bring energy and initiacive t o his work, if accepted. 

Mrs . Kraus has 2.n :ilnp_ressive education.al bac.k.ground, having direct ed the 
educaciot12.l bureau at Efrat , among ocher things . She also worked for 
D-r . Burg a t the Foreign Affairs m..ini.st:ry, d.rafting as well as edi-cing 
position papers : She is sofc-:-spoken and deliberate.. I ..as :impressed. by 
the ;;ray she occasional ly would stop to think before replying to my ~uestions . 
Re .discussed various educational issues . Rer approach seemed to me a 
relatively traditional one, wi.th f~ rprises . B~t her answers, concerning 
early education, and concerning the.t\immigrat ion, s eemed t:o me iutelligent 
and sound . She sugg~sted, for e......ample, sma1.1 group appr oac:b.es co teaching 
the new Russian student ol im., and pairi ng each rit h au older student by 
..-ay of guida~ce and orientation. I n general discussion, she seemed very · 
a~are of practical aspects of education, for ei.-ample, s t affing issues, 
commnnicy relat ions , logistics , etc . As to content, she emphasi.zed 
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April 22, 1992 

Professor Seymour Fox 
Mzndel Institute 
Page Two 

teaching students how to think, how to solve probleJs etc., and tlso 
stressed the teaching of t oler.mce. On. the whole, I judge her to be 
an e~ceedingly competent, ~ell- orga.!l.i.zed and able person, 'With good 
iusighcs into educacioual processes and an intelligent dedication to 
meeting the contemporary challenges in education. I t::ust that she 
would do very well indeed in the progr2lil, if admi.cted. 

Sincerely, 

t»/\..-~ 
Israel Scheffler 

IS:jas 
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Fax Cover Sheet 

TO; Virginia Lovi 
216-361-99 62 

FROM: Shulamith El Bter 301-230- 2012 

1 , ,... , • -- • _...,,._ ._ • ..... ... 1 I I I UL 

Council f o r Initiatives in Jewioh Educ~tion 

DATE: April 22, 1992 

~ntal number of pages inoludins thio oheet: 

Copy o f mAmn to Annet te :regarding pendin g i tcime o n o.esisnme nl. 
list: 
Talk Piece 
Agenda for May 3rd 
Review panels 

J 
I 

' I 
/ 

--------------'/ 

Memorandum 
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TO: Annette Hor.hR~Ain~o / 
FROM: Shulamith Eleter ~ 
RE: LC Talk Piece. Reriew Panels, May 3rd Asonda 
DATE: April 22, 1992 
----------------------- ---------"-----------------------"~---- ~-~ 
l.LC Talk Piece/Statu3 R~port: 
When we talk tomorrow mornin5 I am hoping that we will finalize 
the talk piece and the related aesisnmont::; of communicating with 
key individuals, 

2,Review Panels: 
j will need you:i:.· approval for continuing tho 
review panelists, I wo\lld like to have tho go 
so that materials o an go out immodiat~ly after 
at officei; on Monday morning. 

proce~~ with the 
ahead cin Thu:t.·~<lc:iy 
yom tov- receiv~u 

Jim will fr.tx to you .:.l p:Poposed revised cohodula ( dependent. <:m 
a!')r,rc-val from MLM and d i:scu:rnions wl U1 Chuck Ratner ) whic:h 
r.etains th0 1\ui;ust bo.::ird moating do.to ct.:5 the f incil. c.ld l:.~ <Jn the 
timetable f:or the cc loction proce~o . PLEAS!'; NOTE THI!': DATES OF 'l'HE 
REVIEW PANEL TELECONFERENCES. It. will be important for the5e t o 
be arranged ,.,i t.h paneliata c;'l.rly next weok, I would l.i.k.~ [ o r 
Jack's uffic~ ~u do this for me. 

Jim wi.11 continue hi::s wui·k 
community data . Our own 
critGria should continu~ d~ 

sGleotibn procoae. 

3. Agenda fo~ Mdy 3rd 

now and provide further analysi5 c>f 
dl~~uesion of the content-r~lated 

WP. move along wi th stage one ot thG 

~or starter~ I h a v e li~L~<l e ome o f the clements that I suggeot b e 
included a draft a ge nda f or MLM's review. 

Wolcom~ a .rid work plat"! !'o '.l: mouti ng 
Update on L0ad Cummunities P'l.'o.:i,.:,t; l. 

~roposals reoeivod 
~roEiles of roc;pondeHl:. communitiei:s 
Statu~ of aoleu Lion prooes~ 

Presentation -.lt1d <llscussion: 
The Challleni;e 

A Modifi6u Approach 
Options 
Reeourocn 

NAY.t. :Jteps 

What neisignmonts are, ·l:.here to be under taken? By whom? 
Are there materials that s hould be d istributed in advance? 
What material s do we need to have on hand? 
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MEMORANDUM 

To: Shulamith Elster 
cc. Annette Hochstein [by fax] 

From: Jim Meler \Jl yvi 

Date: April 22, 1992 

Re: Preliminary Review Process; DRAFT: FOR DISCUSSION PURr:,OSES 

Here is a scenario, for discussion purposes, for carrying out the Lead Communities selection 
process so as to maintain as scheduled the August 25 meeting of the CIJE Board of Directors. 

The time lost during the recent hiatus, as compared to the previous selection timetable and 
workplan (February 28 draft), is recouped between now and August 25 as follows: 

1. Communities have 7 weeks rather than B to prepare final proposals. 

2. Site visit teams are allowed a week to 10 days (rather than 2 wool<s, plus) to read 
the proposals of the cities they are to visit, and confer with thoir team colleagues by 
teleconference prior to meeting at the city. 

3. Site visits are clustered to take place between July 29 0Ned) and August 7 (Fri) -
that Is, 1.5 weeks rather than 2.5 weeks. 

4. Team leader submission of reports, staff consolidation of findings and preparation 
of materials and recommendations for Lead Communities committee prior to its 
meeting are collapsed into 4 days, from 11. 

As you well know, the orlglnal timetable was very tight, willl virtually no slack. This one 
raises many additional issues, tor example: 
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o It is even more dependent on fine-tuned logistics, people and community 
availability during the vacation ladoned, slowed-down summer. 

o Assuming 10-12 finalist communities, and 2 site visits par team, It wlll require 5 to 
6 teams, with virtually no opportunity of overlap to halp as a control In bringing 
uniformity to the process. Compounding the difficulty, it allows core stoff and 
consultants very little time to digest, double check questions or issues, fill gaps, 
consolidate and format materials for deliberations by the Lead Communities 
Committee and, subsequently, the CIJE Board. 

o It limits further llmits opportunities lay Input onco the proponals are received, and 
tightly defines their time window for deliberations. 

Please keep these issues in mind as you scrutinize this timetable scenario. 

End Date 

Apr 27/Mon 

Apr 28/Tues 

May 1/Frl 

May 3/Mon 

May 3·4/Su-M 

May 4/Mon 

May 5/Tue 

May 5-8/Tu-F 

Notify panelists to resume reading proposals. 

Resume calling applicant communities "as needed" for additional Information; 
continue background briefings on applicant communities. 

Comparative analysis of proposals, primarily based on available statistical 
information . 

Panelists resume reading; reschedule teleconference meetings. 

Other information and evidence about communities compiled for input Into 
panel leleconference meetings. Fax to Core Group and p~nellsts. 

NYC meeting of CIJE advisory group to review Lead Communities. 

Chairman's review of process and guidelines for panel's phone meetings. 

Panelists return 1 page rating sheets on communities to UAI office, 

Rating sheets compiled by UAI office. Fax to Core Group. 

Panels hold teleconference meetings. 
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May 11/Mon 

May 13/Wed 

May 14/Thu 

May 18/Mon 

May 21 or 26 
Th/Tue 

May 28/Th 

Ju! 20/Mon 

Jul 22/Wed 

Jul 28-29-30/ 
.1 Tues-Thurs 

Results of panel deliberations are compiled, together with first draft of 
materials for Lead Community committee, and foxed to Core Group. 

Teleconference of Core Group on recommendations, and planned agenda 
for forthcoming LC Committee meeting. 

Proposed draft of package forwarded to CIJE Chair and LC Committee 
Chair for review. 

Package forwarded to LC members. 

LC Committee m8ets to make decisions, 

Flnall~tt announced. 

[June 7-8 Shavuot] 

Final proposals due. [7 weeks] 

Proposals/other materials sont to site team·:., and CIJE Board members. 

Team teleconferences prior to sito visits . 

Jul 29-Aug 7/ Site visits. 
Wed-Fri 

[Aug 9 Tisha B'va] 

Aug 10/Mon Sile visit reports submitted. 

Aug 11-13(ru-Th Core staff review: ranking of recommendations. 

Aug 13/Thur Materials forwarded to LC Committee 

Aug 17 or 18 LC Committee meets. 
Mon or Tue 
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Aug 20{fhur 

Aug 24/Mon 

Aug 25{fue 
Tu-Th 

Aug 31/Mon 

Materials forwarded to CIJE Board. 

0re~9 rehearsal 

CIJE Board meets to make final decisions. 

Announcement of LC soloctlon. 

[Sop 7 

[Sep 28-29 

[Oct 7 

[Oct 12 

Labor Day) 

Rosh Hashanah] 

Yorn Klppur] 

Columbus Day] 
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April 10, 1992 

[by F<1scimile J 

To: Shulamith Elster 
Seymour Fox 
Annette Hochstein 
Ginny Levi 

-From: Jim Meie~ 

Re: Preliminary P(oposal Anaiysi$ 

aa~=======~===========~-r=====- -========---==========--------==== 

The attached represents a first run-through of the proposals. Yoll will see that the da ta 
lncludcs information bolh frolll Lile proposals os well os from CJf,' and JCCA. CJF fisc~l 
da1c1 is from 1990; JCCA budgets me for 1991; the proposals rnrely specify lhe fiscal yesr. 
Now that we have lhe beginnings of a d:\ta set, we will proceed to annlyz~ it. In the 
meantime, enjoy. 

► U K II I. I!~ A ~ S O C I A T ► .. \ I NC 



10- Apr-92 

LEAD co1.1..iur~ITIES: PRELIMINARY PROPOSALS 
STATISTICAL COMPARISON: Participation 

FORMAL INFORMAL 

pplicanl Jr.wish Pop Ear1y E.C. as Day Day as l Suppl. Suppl as Suppl. Undiff. Tocal Youth cY Camps Youth Israel Trips as Undirt. Total tn1orr ,. 
~ource:AQQ!,___froposall_ Child. % of Pop Schools 0

~ of Pop.1 Schools %of Po~ H; Sch. You1h Ed. Partici[!. Paricip. Grou~ Tris % o1Po ln1ormal Informal 't. of£ 

llanta 70,000 974 ,..~% 1,168 t.7"k 2,982 4% 5,124 7°/o 3,000 3,000 

allimore .. 92,000 - 10,700 12% 10,700 12% 

os1on' 200,000 1.500 0.8% 1,500 1% 2,600 2,600 

olumbus 16,650 400 2.<:% 240 1.4% 1,450 9% 2,090 13% 700 225 50 0.30% 975 

alias 38,000 1,087 2.9% 447 1.2% 2,155 6% 3,689 10% 1,357 600 45 0.12% 2,002 

enver 45,000 097 2.0% 829 1.8% 2,451 5% 4,177 9% 3,570 912 -1-,482 1 

artloid 26,000 834 3.2% 2,298 9% 3,1 32 12% 

ansas City 19,100 370 1.9% 267 1.4% 1,306 7% 1,943 10% -too 400 40 0.21% 840 

lclro West {NJ) 120,000 2.491 2.1% 12,601 15,092 13% 

li~-Naukee* • " 28,000 .:oo 1.ol% 700 2.5% 1,381 5% 2,481 9% 1,025 500 1,525 

lon!feal 90.000 6,623 7.4% 1,073 1o/o 7,696 9% 3,400 3,400 

·akland* 60,000 <:65 0.8% 208 0.3% 2,573 4% 250 3,496 6% 26 0.04% 26 

·U:awa 15,000 42 0.3% 670 4.5% 527 4% 137 1,376 9% 

aim Beaches 76,125 373 0.5% 354 0.5% B07 1% 1,534 2% 320 320 

hode lslaod 22,000 158 0.7% 1,661 1,B19 8% 

ochester 23,000 :3-t2 1.5% 160 0.7% 1,300 6% 1,802 8% 950 20 0.09% 970 

an Diego 75,000 730 1.0% 1,000 1.3% 1,800 2% 170 3,700 5% 

o. Palm Beach 98,000 1,050 1.1% 510 0.5% 1,665 2% 160 3,385 3% 1,020 300 ol 0.07% 2,500 ..;,-IB7 

utfolk Co. (NY) 98,000 300 0.3% 5,300 5% 5,600 6% 

oron:o 140,000 9,605 6.9% 6,221 4i 15,826 11% 3,000 3,000 

ancouver 20,000 702 3.5~ 600 3% 1,302 7% 

/ashington 175,000 3,500 2.0% 2,500 1.4% 11,000 6% '1.,000 10% ,750 1,750 

{in n .fil)..£ g • 15 350 .50 0.3% 835 5.4% 100 1% 985 6% I 650 

~5~G":) J-fJ°18 sil8~ u( =, 1LiS ,1 A191 l-/Cf fjYfS 242 y ,1 -~u. ·- ._r- -f.l 

• · Milwaukee count excludes WITS post high sch. program of 2S sbJdents. 
11\'innepeg has 300 students enrolled in public school bingual program 
- • means no dala prO'tided 
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10- Apr- 92 

Applicant 

(Data Source;} 
Atlanta 
Baltimore* 
Boston* 
Columbus 
Dallas 
Denver 
Harlford 
Kansas Cly 
Milwaukee 
Metro West {NJ)• 
Mont real 
Oakland* 
Ottawa 
Palm Beach 
Rhode Island 
Rochesli?r 
San Diego* 
So. Palm Beach Co 
Suffolk Co. lNY) 
Toronto 
Vancolll.<er 
Washington 
Winnepeg• 

LEAD COMMUNITIES: PRELJMINARY PACPOSALS 
STATISTJCAL COMP.A.RISON: Allocations and Expenditures 

Jev.ish PopJewi<h Popj Tot Fed. Tot. Ed. : Toi. ~d-: I T ol. Ed. $ 
A.location Per Cap. 

_fMglicanl} (CJE) tCJ A /Anolicant CJ _ffiP-pi:al}fi 
70,000 67,000 3.311,000 N/A 1,096,000 -
92,000 94,500 13,493,000 3,800,000 3,003,000 $41 

200,000 200,000 7,503,000 2,670,000 2 ,099,000 $13 
16,650 15,000 1,744,000 706,400 447,000 $42 
38,000 36,900 3,212,000 384,499 306,000 $10 
45,000 -46,000 1,650,000 NJA 366,000 -
26,000 26,000 3,095,000 722,979 759,000 $28 
19,100 19,100 1,467,000 N/A 5 16,000 -
28,100 28,000 3,504,000 1,689,821 1,247,000 $60 

120,000 , 121,000 6,453,000 1,725,000 1.~so.000 $14 
90,000 N/A N/A 3,995,205 $44 
60,000 SS,000 1,070,000 200,000 246,000 $3 
15,000 13,500 NIA N/A N/A -
76,125 65,000 2,94S,OOO 888,190 779,000 $12 
22,000 17,500 1,545,000 541,405 50,500 $25 
23,000 25,000 1,040,000 580,011 .350,000 $25 
75 ,000 42,000 1.765,000 501,500 -4-75,000 ; $7 

I 

98.000 52,000 2,365.000 N/A 635,000 -
98,000 98,000 NIA N/A N/A -

140.000 135,000 11,078,000 N/A 7,830,000 -
20,000 20,000 \ N/A . 478,000 N/A $24 

175,000 165,000 1 8,641,000 
. 

2,557,700 2,662,000 $15 
' 15,350 14,800 I 1.~so.000 715,000 715,000 $47 

~Applicant d a ta used; CJF data not available. 

I 

' 

ToLEd. $ Fed. f.Joca:Fed. AJ.b~ 1 JCCA JCCA 
Per Cap. % S for Ed % $ for Ed Budget per 

rCJFI /Anolicant\ (CJF) (JCCAl .ra-iita 
$16 00/4 33% 6,293,911 9C 
$32 28% 2~ 5,854,316 64 
$10 S6% 28"4 12,914,582 65 
$30 41% 26°4 3,941,796 237 
$8 12% 1 O"k 4,421,168 11€ 
$8 O¾ 2~~ 

$29 23% 25% 
$27 O¾ 35% · 
$45 48% 36% 2,806,383 10( 

$11 27% 21% 4,740,452 4{ 

- ERR ERR 
$7 19%, 23%. 
- ERR ERA 

$12 S0"/4 26'>/4 
$3 S5% 3% 1,830,918 ~ 

$14 56°/4 34% 3,625,656 15i 
$11 28°/4 27°/4 
$12 0% 27°/4 

- ERR ERR 
$58 00/4 71% 8,786,768 6! 

- ERR ERR 1,441,752 7~ 
$16 S0°/4 31% 7,070,664 4{ 

$48j 49"/4 49% 1,088,094 7· 



10- Apr- 92 

LEAD COMMUNITIES: PRELIMINARY PROPOSALS 
STATISTICAL COMPARISON: Lay Leadership and Staffing 

Applicant Jewish Pop I Ed. Staff I I Staff per 
source:aool Full Time Part Time UndirT. 1000000 

Atlanta 70,000 165 2.36 
Balli more* 92,000 850 9.24 
Boston~ 200,000 750 3.75 
Columbus 16,650 398 23.00 
Dallas 38,000 15 500 0.00 
Denver :\ .-..- -15,000 602 13.:38 
I lai tford 26,000 312 12.00 
Kansas City 19,100 115 195 0.00 
Milwaukee* 28,100 200 7.12 
Metro Wast (NJ) 120,000 900 7.50 
Montreal 90,000 800 8.89 
Oakland• 60,000 175 2.92 
Ollawa 15,000 175 11.67 
Palm Beaches 76,125 196 2.57 
Rhode Islan d 22,000 297 13.50 
Rochester 23,000 "128 .5.57 
San Diego 75,000 300, 4.00 
So. Palm B each 98,000 717 
Suffolk Co. {NY) 98,000 , 404 
Toronto l-10,000: 1,270 
Vancouver 20,000 75 
Washington 175,000 1,748 
\"linnepeg"' 15,350 I 246 

SOURCE for all data: App6cations 
-iQnly c lassroom teachers included in count 
... Denver plans to use Jewish Ed committee of Fede:ra:rion 
Oakland count of pE<SOnnel indicated as 150-200. 

\ 

'• 

, . ,,,-. ..... .......-- :. , -... -··-.. -~ -------- ···- .- . . ·--·-··-

7.32 
4.12 
9 .07 
3.75 
9.99 

l 16.Q3 

... -·- r. 

C ommrtlee Formed Char j 

Month Year l 

1992 W. Schattan, M.D. 
1990 L Hoffberger 

1 1990 M. Gotdweilz/ I. Belans ky 
10 1991 B. Yankin 

1992 Dr. S. Hirsch 
Federatn** 

6 1992 AC. Greenberg 
1 1992 J.Wishna 
7 1991 S. Richman 

To Be Form A. Brody 
In Process Rabbi S. Shoham 
In Process !Past Fed Pres.} Estimated staff of 150- 200 

1992 M. Molot 
9 1990 

In Process 
1992 E. Lewin 

In Process G. Stone 
1992 B. Podolsky 

To Be Form L. Herda Kroll 
In Process 

1992 Dr. M. Isaacson 
To Be Form P. Margoi us 

1992 
5 
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M E M O R A N D U M 

To : 

From: 

Date: 

Annette Hochstein A A/) . 
Jack Uke~17 _Jr ~ 
April 2, a;; 1 ' 

Subject : att'd memos 

cc : Seymour Fox 
Shulamith Elster 

==~======~========~~===~=-----===--------=-=--=============-----

I attach the two memoranda that we discussed yesterday : 

■ A further detailing of the Lead Communities Review and 

1 , 1 ~ .. : t~ t 11 1 
selection ,rocess. 
■ A recommended approach to the Lead communities Committee. 

Shulamith shared with me the contents of your letter of April 
1st . I totally agree with your expressea views regarding the 
urgency of lay involvement, engagement, and ownership of the Lead 
Communities Project. 

I also agree that because of the tra nsition in professional 
leadership a t CIJE, the paper flow of draft material to you, 
Seymour and the Chairman rell through the cracks, and we missed 
an opportunity t o g et valuable input regarding this part of the 
process. 

At the same, I respectful ly disagree with your reasoning on the 
need for a delay in the process . 

■ Proceeding with the review panel process (i . e . mailing the 
packets on Thursday) in no way limits or reduces lay involvement 
-- either at the level of the Chairman, the Chair of the Lead 
Communit ies Committee or the committee itself. There is ample 
oppor tunity for the involvement of lay leadership (as well as 
Se ymour and yourself) in the selection of finalists a nd actual 
lead communities. In revising the review process calendar, we 
have given special attention to this area . 

V %' 
• .., fi . 

I,,., . ;1\JI 
,v• ------------
~ 1This was completed before we l earned of your letter of 

April 1st, and does not reflect any modifications of the 
published timetable. 

► UKl\l.l!S ASSOCIATES INC 



■ on the other hand, delay in the process is potentially 
hazardous for the success of the project. 

o In order· to give the communities more time to prepare 
their preliminary proposals, we have reduced the amount of time 
available for review. Delaying the mailing to review panels 
until Monday or Tuesday will cause us to lose at least a week as 
we would have to move teleconferences to the intermediate days of 
Passover. This may make the review process more hasty and not as 
careful and thorough as we need. 

o We have gotten off to a good start, in part because we 
have been clear and consistent in our adherence to commitments 
and deadlines . For the first time , we will not be meeting a 
commitment. our reviewers, all busy professionals who have all 
agreed to help us, have blocked out time to do this work and we 
are upsetting calendars. Because of the stature and position of 
the reviewers , we are in a subtle but not unimportant way 
affecting the credibility of the effort. 

I strongly uroe you to reconsider your position, and to allow the 
mailing to go forward as scheduled . 

► VKt,t.f.S ASSOCIATES INC 



committee size and Composition: I believe that the committee 
should be enlarged -- (from five or six+ a chairman) to 9 or 10 J 
+ a Chairman. The committee is too small to deal with last 
minute attendance problems . More important, it needs to be large 
enough to include multiple constituencies. The committee should 
include geographic balance; gender balance; community size 
balance and religious movement balance. It should include people 
with both formal and informal educational commitments and 
experience. 

·1 . t 

~\.N~Q';J 

• 1 Process /f;/(iyt_: . i~~,.J u~~ ,_,0 do,: Lu-pvJ\_ 
,d1J~~eparation of Committee members --- Committee members need 

l. to_~ea~n about the Lead communities Project, in general and the 
selee-t;.;' n process in particular; and about some of the decision­
making issues (e . g. different approaches t~ the use of panel 
recommendations). This will require at least two mailings, 
follow-up phone conversation and perhaps a visit from a CIJE 
staff person or consultant. 

( 
2. Preparation of the Chair -- the Chair needs all of the above 
+ discussion of committee mandate, decisions about how to package 
the materials for the decision-making meeting ; a decision- making 
procedure. 

3 . Materials for the Meeting --- the Committee needs a draft 
written mandate statement to review and ratify (less important if 
the mandate is selection only (see above)); the proposals from 
each lead community; a summary of the information prepared by 
review panels, staff and consultants on each community; and a 
"score sheet. 11 

4. A Recommended Decision-making method -- e .g. how to use the 
recommendations of panelists; how many finalist communities ; 
level and type of regional or city size representation; other 
issues and criteria . 

5. The committee Meeting (1/2 day(?)) to pick finalists . 

6 . Followup with Chair and individual committee members. 

7. Briefing packet to committee members on site visits. 

8 . The committee meeting to recommend lead communities [and 
alternates? ) to the CIJE. 

► U K l! I. e S /\ S S O C I AT i,: S I N C 



committee size and Composition: I believe that the committee 
should be enlarged - - (from five or six + a chairman) to 9 or 10 
+ a Chairman . The committee is too small to deal with last 
minute attendance problems . More important, it needs to be large 
enough to include multiple constituencies . The committee should 
include geographic balance; gender balance; community size 
balance and religious movement balance . It should include people 
with both formal and informal educational commitments and 
experience . 

Process 

1. Preparation of committee members --- Committee members need 
to learn about the Lead communities Project, in general and the 
selection process in particular; and about some of the decision­
making issues (e . g. different approaches to the use of panel 
recommendations) . This will require at least two mail i ngs, 
follow-up phone conversation and perhaps a visit from a CIJE 
staff person or consultant . 

2. Preparation of the Chair -- the Chair needs all of the above 
+ discussion of committee mandate , decisions about how to package 
the materials for the decision-making meeting; a decision- making 
procedure . 

3. Materials for the Meeting --- the Committee needs a draft 
written mandate statement to review and ratify (less important if 
the mandate is selection only (see above ) ); the proposals from 
each lead community; a summary of the infor~ation prepared by 
review panels , staff and consultants on each community; and a 
" score sheet." 

4 . A Recommended Decision-making method -- e . g . how to use the 
' recommendations of panelists ; how many finalist communities; 

level and type of regional or city size representation ; other 
issues and criteria . 

5 . The committee Meeting (1/2 day(?]) to pick finalists. 

6 . Followup with Chair and individual committee members . 

7 . Briefing packet to committee members on site visi ts . 

8 . The committee meeting to r ecommend lead communities [and 
alternat es?] to the CIJE . 

► U K I! I, I! S A S S O C I A T la S I I' C 

•' 
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COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

~ c PROJECT. c/o Ukeles Associates Inc• 611 Broadway, sU1te 505 · New York, NY 10012 
LEAD OMMUNITIES tel: (212) 260-8758 · fax: (212) 260-8760 

MEM OR AN D UM 

To: Shulamith Eisler 
Seymour Fox 
Annette Hochstein 
Ginny Levi 

From: Jim Mei~ 

Date: April 1, 1992 

Re: Preliminary Review Process 

Now that our concept has become substance and promise has become real proposals •· 20 as of 
this moment with three more on the way •· the time is opportune to revisit the review process to make sure 
we are all clear about expectations. This update expands upon the previously agreed upon framework 
outlined last in the February 28th draft. 

1. Critical dates and times: 

April 2 (Thursday): 

April 3 (Friday}: 

April 2 • 3: 

UAI office forwards proposals and extra copies of rating sheets to 
reviewers, Core Group [Elster1 Fox, Hochstein, Levi, Ukeles, 
and Meler], CIJE Chairman, and LC Committee Chairman by 
overnight courier. 

Note: Based on estimated submissions, 11 to 12 proposals 
per panel. 

Panelists begin reading proposals. 

Applicant communities called 'as needed" for additional information 
[UAI office]. 

,, 
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April 10·12: 

Aprll 13 (Monday): 

April 14-16 (Tues-Thurs) 

April 17 (Fri) 

·-· . 

..·. 

(Attachment 1 is instructions to panelists for rating proposals.) 

Rating sheets compiled by UAI office [Meier]. Faxed to Core 
Group. 

Chairman's review of process and guidelines for panel's phone 
meetings. 

Panels hold teleconference meetings. (Note: It is important that 
the panel meetings be completed by Thursday to maintain the 
tlmetable.) Elster, Uketes1 tAeier to staff. Fox and Hochstein to 
participate in call. (Attachment 2 describes recommended process 
for teleconference meeting.) 

Pesach: first seder 

[Pesach: Aprll 18-25 (Sat• Sat)] 

' . ; .. ,, 



COUNCIL FOR INITIATIVES 
IN JEWISH EDUCATION 

LEAD CoMMUNITlc.s PR0J1cc;1 · c/o Ukt1I~~ Assoc:iales Inc· 611 Broodwoy, :;u,to GOG· New York, NY 10012 
tel: (212) 260-A7SA · fax: (212) 260 8760 

MEMORANDlJM 

To: Shulamlth Elster 
Seymour Fox 
Annette Hochstein 
Ginny Levi 

From: Jim Mei~ 

Date: April 1, 1992 

Re: Preliminary Review Process 

Now that our concept has become $ubstance and promiso has become ronl proposals -- 20 as of 
this moment with three more on the way •· the time is opportune to revisit the review process to make sure 
we arc all clear about oxpcctntiorn~. Thie update cxpandc upon the previously a9rccd upon framework 
outlined last in the February 28th draft. 

1. Critical date:s and times: 

April 2 (Thursday}: 

April 3 (Friday): 

Aprll 2 • 3: 

► lJ K Ji I. 1; ~ A ~ ~ 0 C: I A T Ii S I N <: 

UAI office forwards proposals and extra copies of rating sheets to 
reviewers, Core Group [E.lster, Fox, Hochstein, Levi, Ukeles, 
and MelerJ, CIJE Chairman, and LC Committee Chairman by 
overnight courior. 

Note: Based on estimated submissions, 11 lo 12 proposals 

per panel. 

Panelists begin reading proposals. 

Applicant communities called •as needed" for addltlonal Information 
[UAI office]. 



Apr ii 6 (Mon): 

April 6·10: 

April 10: 

April 10 (Friday): 

April 10-12: 

April 13 (Monday): 

April 14-18 (Tues-Thurs) 

April 17 (Frij 

► V JI,. I\ L. US Al "11 (• IA T' r. :I INC: 

Status report sent to Coro Group, CIJE Chairman, and to LC 
committee members. (Note: Proposals to LO Committoo membars ,..) 
to be sent with con:;olidated materials at later diltc.) [Elster] 

Confidential bacl<ground briefings on applicant communities: 

Schlucker, JESNA IElsterJ 
Jaffee, JCCA IElsterJ 
Fruehauf, CJF (Meler! 
Elcott, CLAL jMeierl 

Comporative s.Mlyele of proposals, primarily based on svailable 
stati~tical information IUAI officeJ. 

Other Information and ovidcncc about communities compiled for 
input into panel teleoonferenco meetings. Faxed to Core Group. 
[Elster, Meier) 

PancliGt return 1 page rating eheete on communities to UAI office. i 
(Attachment 1 is instructions to panGlists for rating propot:olt:.) 

Rating sheets compiled by U/\1 office [MeierJ. Faxed to Core 
Group. 

Chairman's review of process and guidolinos for panol's phone 
mootings. 

Panels hold teleconference meetings. (Note: It is important that 
the panel meetings be completed by Thursday to maintain the 
timetable.) Elster, Ukeles, Meler to staff. Fox and Hochstein to 
parllclpate in call, (Attachment 2 describes recommended process 
for teleconference meeting.) 

Pesach: flr&t 6eder 

[Pesach: Aprll 18•25 (Sat • $at)] 

} 
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[Preliminary Review Process) page 3 

April 20 (Mon) (Aasumes Panelist meetings ilro completed by Thursday, Aprll 
16.) Results of panel deliberations are compiled, together with first 
draft of materials for Lead Community committee faxed to Core 
Group. [Eisler, Ukeles, Meier) 

April 22 f-Ned) Teleconference on recommondotiorn,, and planned agenda for 
forthcoming LC Committee meeting. [Coro Group] 

April 23 (Thurs) Proposed draft of pacxagc forwarded to C!JE Chair and LC 
Committee Chair for review. 

April 27 (Mon) Package forwarded to LC members, 

May 3 (Sun) or May 4 (Mon) LC Committee meets to make decisions. 

May s (Tue!i) Finalists announced. 



We draw your auentlon In particu!Ci! lo page 3 and the top of page 4 of the Guidelines, which 
describe our expectations of preliminary proposals. You will note that proposals are to be short: 5-8 pages. 

At this stage of the process we are primarily interested In how well prepared the community is to 
proceed on a large scale effort and how committed it is to Improving Jewish education. Communities had 
2 months to prepare their applications •· not much time to develop and cement a coelilion, much less 
formulate a broad based vision and plan of app,oach that key community constituencies have bought into. 
The Lead Community process sets aside the first year for focused planning. Accordingly, essays dascriblng 
approach and vision can enhance the weight of the proposal, but are no\ \he core of the application. 

Two forms are to be used In reviewing proposals. Th~ single legal size page is the rating sheet. We 
ask that you derive a score for each proposal you review, and that you return these sheets by moll or fo.x to 
reach us no later than Friday, April 10, 1992. 

The 5-page set of detailed questions are intended as worksheets, to use to the extent that they are 
helpful to you. We suggest that you read through \he questions at least once because they thoroughly cover 
the dimensions oi what il will lake to succeed as a lead community. 

Over tt1'=! weekend, prior lo lhe teleconferences beginning on Monday April 13, we will compile the 
rating sheets of all tt1e revi~WE:H~ to ubtain average scores and high/low ranges for each proposal. The 
scores will provide the starting point and tile framework {or the teleconference discussions. 

Multiple copies of both forms will be included with the proposal pc1ckages lo you, 

In arriving at a rating, you need not constrain you(self strictly to the Information presented In and the 
qualily of tl1e proposal it you have other direct knowledge ot the community. As you well know, time is very 
short. Nevertheless, If you feel additional information or clarification Is needed, please do not call a 
community directly; µlease route tl1e iequest through one of us, On the other hand, if you have access to 
a confidential source of information, please use it judiciously. 

► lll(Ul.1:S ;..:;f:nl'IATKH ltiC 
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[Preliminary Review Process] page 5 

Attachment 2. Process fot Toleconference Meeting 

The primary purpose of the teleconference meeting is to seek consensus on the ranking of the 
proposals, A second purpose is to cladfy the rationale behind the assc!-sment of each propossl. Every 
proposal will be road by more than one panel. 

During the tl:lleconference meetings, we envision €\ process by which every proposal read by tha 
panelists will be discussed twice. The planned proce~s is as follows: 

(1) Initial ratings: As a starting point, we will announce the high, low and average score assigned 
by this panel's review0rs. 

(2) Validate lhe averages; The first round of discussions will attempt to narrow the divergence of 
opinion by focusing fir::;! on proposals for which the range between high and low score:. ic greatest, 
and last on the propo::;1:!.l~ where llle difference in ratings Is narrow. The object hero is to affirm the 
valldlly of each community's average rating score end, if possible, narrow the range of scores 
assigned by the panelists. The outcome will be a revised set of average scores for each proposal, 
which will lead into the le\st task of the meeting. 

(3) Validate 1111:l rankings: The second round of discussions WIii aim to obtain consensus on the 
relative ranking of each proposal In comparison with t!1~ olhers. The outcome will be a ranking rrom 
strongest to least strong of all of the proposals read by the panel. r;ve will not necessarily seek to 
break ties.) 

► Ul<t!Lt.W ,',ttOCIAT~t IN/' 



UKELES ASSOCIATES INC. 
611 Rroadway, Su ite 505 

New York7 NY 10012 

Tel: (212) 260-8758 
Fax: (212) 260-8760 
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" 
Dntc: Morch 30, 1992 

."'( 
Pages (Including cover) _lL '-

To: 

Fax#: 

From: 

Message: 

__ ..... Annette Hochs;:..=;l~el~n---~--~----

011 672 2 619951 

Gail Tieh 

If lhere Is a problem with this transmission 
pl P.ASP. c.nll: <1All . nt (212) 260-8758. 

We are transmitting the following: 

o Sample letter to Panel Members (3 pages) 
a Panel Member info (1 pttge) 
o Rating Sheet (1 page) 
o Review Worksheet (S p!iges) 
ll List of communities who sent Pre-Proposals (1 page) 

(actual pre-proposals are being sent viR Federal Express) 

Please shnre these with Professor Seymour Fox. 
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COUNCIL FOR INITIATIVES 
IN JEWISI-1 EDUCATION 

~~'m'Ai~~-t~~w,m~~(m~~mn'l£@MMi,Miia 
LCAO CoMMUNITIC:C P1~0Jt:c1· · c/o Ul1clc:. A:.:,ocintcs Inc · 6 11 Broadway, Guito 505 · New Yori{, NY 10012 

tel; (212) 2G0·8768 · fox: (212) 260 0760 

Mnrch 27, l 992 

Dr. Rober( Abramson 
United Synagogue of /\merica 
] 55 Fifth Avenue 
New York, NY 10010 

Dear Bob, 

Thnnk you for co11se11tlng Lo help in the review a11d rnting of Lend Cornmunity 

Project proposals. 

This lellt>,r includt-,~ the Le:~d Community Guidelines that commu1111lcs are 
responding to, f(.)fJn$ we will be using in the review of prelimimuy proposals, and a few 
gcncrnl comments reln ling lo the review process . 

1. Critical dates and times: 

March 31 (Tucsdny): 

April 3 (Frid<1y): 

April 10 (Priuay): 

J\p1il 13-15 (M~,11<lay1 

Tuesday, W ednesday): 

Proposals due from communities. 

Copies of propo~als and rnl ing forms forwarded lo you. 

Yuut' 1 page rating sheets <>11 communities arc clue to 

us. 

Sec nllnch mcnt. for p:mels & teleconference. 
times. 

Following lhe pnncl dclibcrnt ions, we will prepare n!cummcndatlons 10 forward to 
the Lc<1cl Communit ies Commi11~c of lli{: CIJE nua1t.l uf Directors, chaired by Charles 
Ratner. They will me.cl to clcci<le on finalists a11d .iuu1..>u1i(:<:me11ts will be made by the 

first week in May. 

► llKEI. I.~ /\~ SUC: IAt lt~ INC 
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2. Review and Rating of Proposals 

We are commitled to a process that as far as possible is fair, objective, and brings 
lo bear as much knowledge and information c1s is avc1ilnble to us in formulating 
recommendations. Inherent in these objectives is a delicate balance: tempering the 
quality of proposals (which of course may reflect as much the talent of a single individual 
as the preparation anc.l comm itmenl of a community) wilh other available information or 
evidence about the community. 

We draw your attention in particular to page 3 and tile top of page 4 of the 
Guidelines, which describe our expectations of preliminary proposals. You will note that 
proposnJs are to be short: 5-8 pages. 

At this stage of the process we are primarily interested in how well prepared the 
community is to proceed on a large scale effort and how committed it is to improving 
Jewish education. Communities had 2 months to prepnre their applications -- not much 
time lo develop and cement a coalition, much Jess formulate a broad based vision and plan 
of approach that key community constituencies have bought into. The Lead Community 
process sels aside the first year for focused planning. Accordingly, essays describing 
approach and vision can enhance the weight of the proposal, but are not the core of the 
application . 

Two forms are. included with this letter for use in reviewing proposals. The single 
legal size page is the rating sheet. We ask that you derive a score for each proposal you 
review, and that you return these sheets by mail or fox to reach us no later than Friday, l 
April l O, 1992. 

The 5-page sel of detailecl questions are intended as worksheets, to use to the extent 
, l that they are helpful to you. We suggest that you rend through the questions nt least once 

bec;iuse they thoroughly cover the dimensions of what it will lake lo succeed as a lead 
community. 

'-

Over the weekend, prior lo the teleconferences beginning on Monday April 13, we 
will compile the rating sheets of all the reviewers lo obtain average scores and high/low 
ranges for each proposal. The scores will provide the starting point and the frmnework 
for the teleconference discussions. 

Multiple copies of bol11 forms will be included with the proposc1l packages to you. 

In arriving at a rating, you need not constrain yourself strictly to the information 
presented in and the quality of the proposal if you have other direct knowledge of the 
community. As you well know, time is very short. Nevertheless, if you feel addilional 
information or clarification is needed, please do not call a community directly; please 
route the request through one of us. On the otller hand, if you have access to a 
confidential source of information, please use it judiciously. 

► VKl.1.1\ S ... ssOCIATr,s INC 
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3. Process for Teleconference Meeting 

The primary purpose of the teleconference meeting is to seek consensus on the 
rnnking of lhe proposals. A second purpose is to clarify the rationale behind the 
asscssmenl of each proposal. Every proposal will be read by more lhan one panel. 

During the teleconference meetings, we envision a process by which every proposal 
read by !lie panelists will be discussed twice. The planned process is as follows: 

(1) Initial rntings: As a stml ing point, we will announce the high, low and average / r{f-' 
score assigned by this panel's reviewers. 

(2) Validate the averages: The first round of discussions will attempt to narrow 
the divergence of opinion by focusing first on proposc1ls for which the range 
between high and low scores is greatest, and last on the proposaJs where the 
difference in ratings is narrow. The object here is to affirm the validity of each 
community's average rating score and, if possible, narrow the range of scores 
assigned by tile pt111elists. The outcome wi ll be a revised set of average scores for 
each proposal, which will lead into the last task of tbe meeting. 

I~ 

(3) Validate the rnnking.s: The second round of discussions will aim to obtain (J 
consensus on the relative ranking of each proposnl in comparison with the others. , , 
Tile outcome will be a rnnking from strongest to least strong of all of the proposals 
read by the panel. (We will nol necessarily seek to break tics.) J 

As you well know, much thought, time and energy have helped to get us to this 
point, so we approach this next critical phase with a great denl of excitement, and 
gralitude that you will be helping with the rev iews. Pleased as we arc that you will be 
serving as a review panelist, lo protect your privacy we suggest thal you keep this fact 
confidential unlit we have completed the first round of discussions. When we announce 
the finalisls we also plan to announce the names of the panelists. Should you have any 
questions in the meantime about tile project or the review process, please to call either 
Shulamith (301 -230-2012) or Jim (212-260-8758). 

s~&~ 
Shulam ith Elster 
Acting Director, CUE 

Enclosures 

► U I\ 11 \, 0 S fl S SOC 1 AT lJ S I N <: 
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CIJE PANEL ADDRESS & TELEPHONE NUMBERS 

• ABRAMSON, Dr. Robert 
(Bob) 

BERGER, Mark 

GEFFEN, Dr. Peler 

SPACK, Dr. Elliot 

DUBIN, David 

United Synagogue of America 
155 Fifth Avenue 
New York, NY 10010 

CJF Western Office 
2831 Camino Del Rio, ste 217 
San Diego, CA 92108 

AJ Heschel School 
270 West 89th Street 
New York, NY 10024 

CAJE 

212 533-7800 
ext 2501 

619 296-2949 

212 595-7087 

212 268-4210 

201 569-7900 

rr\ \ 
1,,..,--\I)'t 

\ - . f'--'. }-. 
l l I I t{ -r,- \ f, r ~;~·, ·t""~ 
tl \S JflU 

~(~~ 
924 West End Avenue 212 662-3841 7 f 
New York, NY 10025 , r, 11 

1------------- ~-------------'----------' rr n 
ETIENBERG, Sylvia 

GURVIS, Mark Jewish Federation of Cleveland 
1750 Euclid Avenue 

*SCHIFF, Dr. AJvin 

JOEL, Richard 

LEE, Sara 

RUBIN, Leonard 
(Lenny) 

*WOOCHER, Dr. Jonathan 
(John) 

*Chair 

Cleveland, OH 44115 

339 Jordan Street 
Oceanside, NY 11572 

B'nai B'rith Hillel Foundation 
1640 Rhode Island Avenue, NW 
Washington, DC 20036 

Rhea Hirsch School of Education 
3077 University Avenue 
Los Angeles, CA 90007-3796 

JCC Associates 
15 East 26th Street 
New York, NY 10010 

Council of Jewish Federations 
730 Broadway 
New York, NY 10003 

216 566-9200 

516 766-8274 
212 339-6981 

202 857-6560 

213 749-3424 

212 532-4949 

212 529-2000 
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NAME OF PANEL MEMIJER ____________ INITIALS: ___ _ 

COMMUNITY RATED 

DATI~ llECEIVED 

OVERALL SCORE: 

DATU COMPLETl.30 __ _ 

-==c=========~======================= ==----=m---o-------------------
1. OVERALL, JIOW WELL l'HEPARED IS THIS COMMUNITY TO BECOME A LEAD COMMUNITY? 

Very we.II prcpnrcd 
Wc.ll Prepared 
Modcral~ly Well Prepnrc<l 
Nol Well l'repnrcd 

[411050} 
pl lo 40} 
[21 10 30] 
lo to 201 

11, Cile supporting cvitlcm:c from Ille npplica\lon (e.g. Community-wide Commission on Jewish Conllnuily): 

b. Cilt: .~upIx1rting t:vi<lcnct: !'rnm m11si<le Ille nppllc.1tlon (e.g. pcr.mn.1! knowledge, Community l'rnfHc, clc.): 

2. OVEIV\LL, llOW COMML'JTED IS TIIIS COMMUNITY TO IMl'llOVING JEW!Sll EDUCATION J\S J\ 

LEAD COMly1UNITY? 

Very Commlllccl 
Commillcd 
Moclcralcly Commlllctl 
Nol CommilIet1 

[ 41 10 SO) 
[31 10 40] 
[21 (() 30) 
[ 0 Ill 20) 

n. Cite :-;upporting evidence rrnm lhe npplil:<llion: (e.g. 1>rcadtl1 of the conlitlon nsseml>lcd): 

b. Cile supporUng cvitlcnc.:e from oulslde Ille appliec1llon (e.g. person.ii knowledge, Community Profile, t:lc.): 

:1. OTll!..m FACTOllS OF SIGNJFJCI\NCE (e.g. OUTSTANDING/VERY WEN< Y1SJON STATEMEN'J) 
Soore [-10 10 + 10] 

n. ---------------------
,. 
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LEAD COMMUNITIES 
PRELIMINARY PROPOSAL REVIEW 

WORI{SHEET 

Criteria Arca 

Are key inslitutions involved? (e.g. Federation, 
Central agency, representative synagogues of 3 or 
more movements, JCC, College, etc.) 

How strong is the evidence thnt institutions cRn 
and will work together; is endorsement more than 
proforma? 

Pre~nredness 

] STEERING COMMlTTEE .. 
j 

: l 
• 1 

' 

ls Steering Commiuee identified as either cstAblished or 
in formation? 

How broad is the representation on the committee? 
(e.g. rabbis, lay leaders, educators, other professionals, 
synagogues, JCC, movements, day schools, etc.) 

How would you rate the quality of the representatives 
(qualifications, stature)? 

How long has the committee been in existence? ( e.g. 3 
momhs or less, 6 months - 1 year, 2 years or more) 

How strong is the evidence that tbe committee is able 
to produce? 

COMMITTEE LEADERSHIP 

Are criteria identified for selecting the chair, or has 
someone been named? 

~~\ 
1 

, 

Commitment 



CritcrJn Area 

How well thought-out are criteria, or how strong is 
person they have identified? 

PROFESSIONAL LEADERSHIP AND STAFFING 

Has one or m ore staff, either person(s) or position(s), 
been identified? 

How would you rate the stature of the position nnd/or 
c.:aliber of person identified for project direction? 

How suitable are the positions and/or the cnliber of 
people identified lo work on the project? 

Is the time committed by professional staff assigned lo 

work on the project sufficient? 

STATISTICAL PROFILE 

How much does the community know about itself? Does 
! the stfltistical profile provide information about: 

.J 

. Jewish population 

. Jewish education enrollment/participation 

. Enrollment in formal and informal programs 

. Current spending on Jewish education 

. Personnel involved in Jewish education 

. % of to tal Jew population involved in Jew ed . 

. % of pre-Bar/Bat Mitzvah age in forma l programs 

. % of post-Bar/Bat Mitzvah in formal programs 

. % of school age participating in informal progrnms 

2 

Preparedness Commitment 



Criteria Area 

c Financial Commitment 

Using the following low-high ranges ns benchmarks, 
how deep is the community's present financial 
commi~ment to Jewish education? 

. $ per capita spent by Federation ($16-150] 
, $ per capita (total population) spent on Jewish 

ed hy community [$5-58] 
. % of community funding spent on Jewish ed 

[10-71%] 

Based on what you can deduce about the wealth/ 
maturity of the Jewish community, can you make 
a judgement about whether the level of Jewish 
philanthropy (i.e. "effort") is low or high? 

c Personnel 

. ls there information on the availab ility of 
in-service staff development programs? 

If so, how large a percentage of Jewish 
education personnel (part-time and full­
time) are involved in these progrnms? 

. ls there information about salary scales/averages 
for local Jewish education staff? 

. Is evidence presented that the community has 
taken steps/initiated programs to build a 
profession of Jewish educators? (e.g. 
in-service staff development, pre-service 
fellowships, recruitment programs, salary 
package enhancements, etc.) 

3 
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Criteria Area 

NEEDS, RESOURCES AND PLANNING CAP A CITY 

ls information provided about: 

Community needs 
Community resources 
Plnns for Jewish education 

How probing are the needs and resource analyses? 

. Do they demonstrate solid knowledge about their 
community? 

. Is there evidence that the findings have been 
widely aired in the community? 

Have the analyses been converted into 
plans for action? and, 

if so, is there evidence of broad support or 
consensus behind the plans? and 

is there evidence that stake•holders (e.g 
teachers and other field practioners, parents) 
have been involved in the planning process? 

how insightful, Imaginative and/or resourceful 
in addressing the problems? 

Have they established priorities? and if so, 
are they clear? and do they make sense? 

How strong is the community's planning capacity? 

ls there evidence that leadership, staff, and 
expertise are available to do ongoing 
planning? 

4 

Prenaredness Commitment 

' 



I 
\ 

Criteria Area 

EDUCATIONAL PROGRAMS 

How broad and strong are the community 's Jewish 
educational programs in areas such as the following: 

. Israel progrnms 

. Model day or supplementary school 
, Programs nt JCCs 
. Early childhood centers 
. Adult c1nd family education 
, Local college campus programs 
. Post Bar/Bat Mitzvah education 
. Outreach strategies 
, Jewish education for communal leaders 
. Integration of formal/informal programs 
. Use of technology 

Quality: l s there a significant number of examples 
of successful or high quality programs? 

New InitiAtives: Are there imaginative or resourceful 
progrnms initiatives underway or proposed? 

Scope: ls there evidence that programs are serving 
and impacting on a large segment of community? 

Collaboration: Are there examples of well funct ioning 
collaborations between d ifferent agencies/groups? 

Stakeholders: Is there evidence of stakeholder 
involvement in conceptualizing or designing programs? 

_Preparedness Commitment 

THE COMMUNITY'S PROPOSAL: APPROACH AND/OR VISION 

How interesting and/or promising is the community 's 
proposed approach to being a lead community? 

• END -

5 



CIJE LEAD COMMUNITIES 
Pre-Proposal Application 

._Date State City Jewish Pop 

03/25/92 BC X Vancouver 20,000 
03/27/92 WI Milwaukee 28,000 
03/30/92 CA ~ 42,000 
03/30/92 MAN np g 14,800 
03/30/92 MD Baltimore 94,500 
03/30/92 MO Kansas City 19,100 
03/30/92 NJ Metro West 121,000 
03/30/92 NY Rochester 25,000 
03/30/92 OH Columbus 15,000 
03/30/92 ONT ~oronto 135,000 

I 
\ .. _ ~ 



JAN- 7 - 92 TUE 10 : 07 UKELESASSOC 

To: 

Fax fl: 

From: 

UKELES ASSOCIATl1:S INC. 
611 Bi-oatlvrny, Sui(c 505 

New York, NY 10012 

'I'cl: (2 12) 260-8758 
F:ix: (212) 260-87<i0 

F/\CSli\-llLE COVEil S llEET 

l':tgl'S (i11dudit1g cover) .!.l 

----✓-Ann_tJ~t< _.....__,~oJ_Jl .L...!-J-t,v\ _ 
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If !here i~ a prohlci ll with this tran:-111lssio11 
plcnsc c.:;ill: GAIL at (212) 2(10-~758. 
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LEAD COMMUNITIES 

A Project.of Jhc-. 

Council for Initiative·s in:Jewish Education 

Presentation to Senior Policy Advisors 
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THE LEAD COMMUNITIES PROJECT Is: 

• A joint continental-local collaboration for excellence in Jewish 
education in North America; 

• To demonstrate that it is possible to significantly improve the 
effectiveness of Jewish education with the right combination 
of: 

o Leadership; 

o Programs; 

o Resources; and 

o Planning 

11 Three to five communities. 

: 4 
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GOALS FOR 11 EFFECTIVENESS 11 COULD INCLUDE: 

• . _Mo-re and better Jewish education programs and services; 
\ 

\ : -

■ Greater participation in Jewish education; 

11 Better outcomes·· related to--:-Jewish: 

o Knowledge:~ 
I I 

o Skills; ., .. 
- ... 

0 ~ehaviors; ahd · ~ : : .. : =--

' . 
· . .,, . 

f . • • 

. . ·· 
o Values. · 



I{) . 

I!) i 

0.. 

~ 
~ . 

i . 
I . 
l 
I 
f 
j • 

U; 
0 i · 
(Jj .. 
(Jj , , 

a: 
(Q i 
w ~ 
J, 
w~ 
\/ ! . 
.... · .. 

\!I •, ~· 
I 

w '. 
:; 
I-

I 

Ni 
(T', ! . 

I 
r-

I I 

Z • 
<I .• 

~· 

AN ELIGIBLE 11 CoMMUNrrv" Is: 

u Urban or metropolitan geographic area; with 

■ A Jewish population of between 15,000 and 300,000; and 

11 A communal organization structure and decision-making 
system in place. Comf!lunal entity could be: 

o A Federation; 

o A Federation and a central educational agency; 

o A Federation and a council of congregations; or 

o A community-wide coalition involving Federation, 
congregations, educational and other institutions. 



LEAD COMMUNITIES PROJECT PREMISES ABOUT CHANGE: 

11 _. Change p.t continental scale can result from cor,munity-level 
·. successes. 

I ! • 

Iii Educational reform involves the interaction of school, family 
and communjty. 

--

• One _must mobflize the entire local community: rather than an 
\ . 

individual school, Je~ish-community center or Jewish camp. 
.... ·, 

.. 
' •, ... __ 

, .. 
.. . ·­

. . . 
: ..... ·l : 



ExPECTATIONS OF A LEAD COMMUNITY: 

u Enlist top local leadership, representing all aspects of the community, 
and including: 

o Rabbis; 

o Educators; 

o Communal professionals; and 

o Lay leaders. 

11 Involve all or most educational institutions. 



ExPECTATIONS OF A LEAD COMMUNITY (CONT'D): 

■ . Mobilize $takeholders from all sectors of the Jewish 
-'COJ)lmtinity to: 

o create programs of educational excellence; 

o commit substantial -additional financial resources to 
Jewish education;, · ~- - · · 

- . 

o engage in a_ serious ·pla_nning effort to support . 
programs; and · -. 

' 
, ... 

. . 

o show results after several years of intense activity. . = . 
. -. . ·: . . : 

. ~ . 
. . · 

. . 

• Set high educational standards. 



CIJE's ROLE 

• CIJE Services: 

o Involve continental leadership in the local community: 

o Identify funders and help obtain financial support; 

o Develop continental resources agencies links (e.g., JESNA, JCCA, 
universities, national training institutions, denominations); 

o Provide_ expertise in planning and program implementation; 

o Provide leadership recruitment assistance; and 

o Convene lead communities for ongoing seminars. 

11 CIJ E Projects: 

o "Best Practices Project"; and 

o Monitoring, evaluation and feedback system. 



THE SELECTION PROCESS 

Step 1 . Jnvite all eligible communities to submit a short preliminary proposal 
' 

. . 
. - · I; . 

Step 2 · Review preliminary proposals (using panels of reviewers) 

Step 3 Invite communities with the best preliminary proposals to submit full 
proposals 

Step 4 Review·full prop~sals, follo~ ing site visits to ea~h finalist community 
(using panels. of ,reviewers) : ! • - • · 

- 1 • '\ 

Step 5 Select lead communities, .. , ... 

Step 6 Plan lead communities pr.ograrris 

Step 7 Begin action programs for_ lead communities 

' . ·: . : .. . · ·. 



PRELIMINARY PROPOSAL REVIEW {STEP ·2) 

Pre1iminary proposals will be assessed to confirm eligibiHty, and evaluated using 
three criteria: 

• Community Preparedness; 

■ Commitment; and 

• Vision. 

CIJE seeks the best proposals, reflecting a range of regions and types of 
communities. 



FULL PROPOSAL REVIEW (STEP 4) 

, -- ; : . 

Full-·proposals will be evaluated using four criteria: 

■ Community Preparedness; 

• · Commitment .. _ 
. - ' r , 

■ Vision; and 
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THE LEAD COMMUNITIES PLANS WILL INCLUDE: 
(STEP 6) 

■ An assessment of the present state of Jewish education in the 
community; 

■ An analysis of needs and resources; 

■ The development of a strategy and priorities; 

■ The design of programs; and 

■ The preparation of a multi-year integrated implementation plan. 
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PROGRAM CONTENT 

Lead com·m~nity plans will address two types of activity: · 

■ .· ... En&bling Activities: · 
. . ..-

.. : •.:' 
.; .. . . . 

o . ·.~ Personnel; and 
·. ; •! . . .. 

t • .... , .. 

• t 
; .- ·:-: .. : -· . ' 

• _ • .:· •• 1" _ •• -

.. .. . . 
. 

.. , :- ·. . ! -· 

... •·;: _:' o . Community Support. · · - :. 

. .... - . 
• • • • - . • • -'f ;_ • • • • • 

. ... 
... . . . .. : • 1· • 

. ' . . . . 
- • . J . - . - • • • - •• • • • 

.· · ~>.. - -- ■- · :._:Progranimatic.-·options: .... ' .. -· • i- , • 

·,·"'.!- ' ' ·- ? .. • • -: 

-
0 Israel study and travel; . _..--

o Improved or expanded programs; and 

o Innovative programs. . . t 
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SCOPE OF PLANS: 

• Comprehensive enough to make an impact on a large segment of 
the community; and 

■ Focused enough to insure high standards of excellence. 

[I II ustrative] 

o 3 .. out of 5 age groups {pre-school; pre-bat/bat mitzvah; 
post bar/bat mitzvah; college age and young adults and 
seniors). 

o 2 out of 3 education settings (supplementary, day school, 
college/university degree programs). 

o formal and informal programs. 

I• 
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Month 

end Jan 

~::_· early Mar,. 

TIMETABLE 

Benchmark . 

_Announce the project & ~istribute guidelines1 

Receive ·preliminary· proposals (4 weeks) ·\·· • 
•• • ... . j . . . 

.. 'I. ,• .-.... .,_ 

~~r ____ , _·· ·.;·. __ ~ _,-.:'.~_\\-·-_-: Sele~~--~~al_~~~s . ·. :-,._·_; 
.. -

., .. 
: . '• ~- . -: .. ·• . . ..... . . •. , . ., .. · .. .. - .. 

, : ,. -May · ·••.:·~---. : .. :- , . · - · ... _ Receive finalist-proposa:ls (4,weeks) _.- > ·. -
·. . . .· .. . . : _. , . . ·_ . : . . . . . . . - - - . -- . :· ·.· ; . ·.. . . - ·: - .. : . 
-' .. - · ·Jun·: · / · .:.,.: :'· ·· - ·. :.-·_ .: · Recommend·communiti~s · :~--- ,.- · ·.· ·. ·0 • • • 

.· : . -~- . . . . ·. '~:•;~ .. : . .. . .: : - .. i. -·· ·. 
. :. --; .... ._-:· .. ~· . -:·t J},;. . _· __ ... ·-· :.-.- :·:: · 

Select and announce ·t-e:ad -Communities ·· Jun/Jul 

Aug 
-----

Hold seminar for Lead Communities 

I . . . 

Sept 1992 

Sept 1992-Jul 1993 

Sept 1993 

CIJE/community agree on joint program; Project begins 

Lead Communities develop plan and pilot action program , . . .. . · 

Lead Communities begin full-scale program 

. . 
1Copies of the guidelines w ill also he circulated to national agencies wi th local constituents (e.g. religious movements) . 

.. - - . . ~ . - . 
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11 EFFECTIVE11 JEWISH EDUCATION ••• 

■ Is an emotionally, intellectually and spiritually compelling experience; 

• u 
Inspires one to remain engaged in learning; and 
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■ ff) Leads to deeper commitment to Jewish values. 
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To: 

Fax II: 

From: 

Message: 

---
UKE-Lgs ASSOCIATES INC. 

·-:-· 6_11 llroadwoy, Suilc 505 
New York, NY 10012 

Tel: (212) 260-8758 
Fax: (212) 260-87<,0 

Ft\CSlMlLE COVEi{ SHEET 

Pagt'..'i (imluding co\'cr) Jl.5-

5'5ms,11. __ .,,. __ -..... r .... ~) _______ _ 

If lhcrc ii. r1 problc111 will! thi:-; trn11s111issio11 
please c.::1ll: G/\IL al (212) 2(i0-8758. 

---·-----·----

IS 



Nor.m,·uy Cm,r 
M:i.x M. Frstwr 

(/ 1,1/f 

Mr:1 tori I. tv!Jndel 

A: ting J.)11 co or 
)(t'pl;\"rl 11 I loffrn.:111 

< 'luel I <llic,·mor: 0!/11.,•r 
1)1 Sl1ti'Jn1,lh Fl\ tcr 

December 24, 1991 

Dear Collea~ucs: 

I /' i( I I l ll 111 I /'\V( 'I Ill(' 

( h vd 111d. c JI 11u '1 '11 I 1 , 

/lf,/1 ,(,(,')/()(l f·,1x/ l(,/Wil 1230 

I look forward to greeting you at the Senior Policy Advisors 
meeting on J .:munry 7th, The ag<rn<lo. will include a. report of 
all of our activities and I am especially ple~sad that we can 
report to you on progress on two of our projects. The Best 
Practices Project directed by Dr. Barry Holtz and the Research 
Project directed by Dr . Isa Aron are well under way. 

The focus of our nttention in the months since our l as t meeting 
has been tha Lead Communities Project, which will b e the focal 
point of our meeting, Dr, Jacob Ukeles has bean working with 
the CIJE staff to launch this Ambitious project , The enclosed 
materials have been prepared by Jack and his associate Dr. Jim 
Meier. 

I hope that you are planning to attend our meeting and that you 
hnve let Ginny Levi know of your plans. 

lf you are not able to actend, I hope that you will review 
the m.:1.terials and give me tha benefit of your comments 
(301-230-2012). My -work ho.s been informed by the many helpful 
responses and sug5cstions I have received from Senior Policy 
Advisor s , 

;JD~ 
Shulamith R. Elster 
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DRAFT 

LEAD COMMUNITIES 

A Project of the 

Council for Initiatives in Jewish Education 

I Document #1: RATIONALE 

January 2, 1992 



The Lead Communities Project is a joint continental -
local collaboration for excellence in Jewish education. The 
purpose is to demonstrate that it is possibJc to significantly 
improve Jewish education, both formal and informal, f.n 
communities in North America with the right combination 
of leadership, programs, resources, and planning. 

Three to five communities in North America, each with a 
Jewish population of between 15,000 and 300,000, will be 
invited to join with the Council for Initiatives in Jewish 
Education in carrying out the Lead Communities Project. 

1 
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Why a Lead Communities Project 

Improving Effectiveness 

The heart of this effort is a commjtment to help Jewish 
education in North America improve its effectiveness. 

Jewish education involves not only acquisition of knowledge 
but also the development of skills, shaping of values and 
influencing behavior. It can take place in a day school, a 
supplementary school, summer camp, congregation or Jewish 
community centeri on a trail in the Galilee or in a living room 
in Iowa. It happens through study of text, a lecture, film, or 
discussion. 

However it happens, Jewish education must be compelling P• 

emotionally, intellectually and spiritually. It must inspire 
· greater numbers of Jews, young and old, to remain engaged, 
to learn, feel and act in a way that reflects an understanding 
of and commitment to Jewish values. 

To achieve this objective, Jewish education must be nurtured, 
expanded and vastly improved. Both the CIJE and the lead 
communities will set goals for "improvement." These will 
take a concrete form, such as: 

er More and better Jewish education programs and 
services; 

o Greater participation in Jewish education; and 

c 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 at the continental scale . 
is to mobHize the commitment and energy of local 
communities to create successes that stand as testimony to 
what is possible. 
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"Models" as a Strategy for Positive Change 

Local efforts that are working well need to be reinforced. 
Local communities have to 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 
visionary approaches and to support innovation and 
experimentation. This project makes it possible to evaluate, 
improve and try out a variety of approaches for Jewish 
education throughout the 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 in the program, and, thereby, 
become a model for the rest of the country. 
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Definition of Community 

For the purposes of this project, a "community" is an urban or 
metropolitan geographic area with a communal organization 
structure and decision-making system in place. The initial 
focus is on communities with a Jewish population of 15,000 
to 300,0001• 

A cornerstone of the Lead Comm unities 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 system, not just 
a single setting. 

1Toe 57 communities within this range account for about 
3,500,000 out of about .5.5 million Jews nationally. These figures 
are based on data from the Council of Jewish Federations. 
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What Makes a Lead Community 

A lead community will be characterized by four areas of 
community commitment: leadership, programs, resources, and 
planning. 

Leadership 

A lead community is expected to chart a course that others 
can follow. The most respected rabbis, educators, 
professionals and lay leaders will serve on community-wide 
Steering Committees to guide the project in a specific 
community. All sectors of the community -- congregations, 
schools, community centers and Federations -· will need to be 
involved. Recruiting top community leaders to the cause of 
Jewish education and involving all sectors of the community 
will help raise Jewish education to the top of the communal 
agenda. 

Lead community leadership, both professional and lay, also 
will participate in the ongoing effort to define and refine the 
project as it is extended to other communities. 

programs 

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. 

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 to the inventory of the most promising programs. 

s 



The report of the Commission on Jewish Education in North 
America recommends that Lead Communities concentrate on 
personnel and broadening community support as critical 
"enabling options." They are necessary for the significant 
improvement of Jewish education. A promising programmatic 
option is study and travel in Israel, which has proven to be a 
very effective motivator for young and old alike. Thus, 
personnel, community support and educational travel to Israel 
wm be important ingredients jn the community,s plan of 
action. 

Local initiatives may include improvement or expansion of 
existing programs or the creation of new ones. Examples of 
other programs that could be undertaken as part of a Lead 
Communities program include: 

c Replicating good schools and/or establishing model 
schools; 

c Intensifying and improving early childhood programs; 

c Designing programs in adult and family education; 

c Developing new models of post bar-mitzvah or bat­
mitzvah education; 

c Developing strategies for outreach; 

c Raising the level of Jewish knowledge of communal 
leaders; 

c Integrating formal and informal education (e.g. 
camping/study programs); and 

c Using new technology (video and computers). 

Lead community projects are expected to address both scope 
~nci qu::1lity: They should be comprehensive enough to make 
an impact on a large segment of the community; and focused 
enough to insure high standards of excellence. 

/'ic.S 



The report of the Commission on Jewish Education in North 
America recommends that Lead Communities concentrate on 
personnel and broadening community support as critical 
"enabling options." They are necessary for the significant 
improvement of Jewish education. A promising programmatic 
option is study and travel in Israel, which has proven to be a 
very effective motivator for young and old alike. Thus, 
personnel, community support and educational travel 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. Examples of 
other programs that could be undertaken as part of a Lead 
Communities program include: 

o Replicating good schools and/or establishing model 
schools; 

c Intensifying and improving early childhood programs; 

c Designing programs in adult and family education; 

c Developing new models of post bar-mitzvah or bat­
mitzvah education; 

c Developing strategies for outreach; 

c Raising the level of Jewish knowledge of communal 
leaders; 

ci Integrating formal and informal education (e.g. 
camping/study programs); and 

c Using new technology (video and computers). 

Lead community projects are expected to address both scope 
and quality: They should be comprehensive enough to make 
an impact on a large segment of the community; and focused 
enough to insure high standards of excellence. 
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Financial Resources 

A program of breadth, depth and excellence will require new 
monies, primarily because the endeavor has long been 
underfunded. The economic recession and substantial 
resettlement needs make communal fund-raising more 
challenging. Nevertheless, a lead community will point a 
direction jn this area as well -- substantially upgrading the 
local investment in Jewish education. Increased funding will 
come from federations, private foundations, congregations, 
tuition and other sources. 

An important part of CIJE's role is tc mobilize private 
foundations, philanthropists, and other cont:nental resources to 
match the financial efforts of local communities. 

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 a multi-year integrated 
implementation plan for improving educational effectiveness. 
CIJE can help focus the resources of national agencies -­
JESNA, JCC Association, training institutions, and religious 
movements -· on the needs of local communities. 

How will we know the lead communities have succeeded in 
creating better outcomes for Jewfah education? On what basis 
will the CIJE encourage other cities to emulate the programs 
developed in lead communities? Like any innovation, the 
Lead Communities Project requires evaluation to document its 
efforts and gauge its success. In addjtion, each lead 
community needs to know how well it is doing as a basis for 
making change along the way. CIJE will design and 
implement a consistent monitoring, evaluation and feedback 
system for use in each lead community to help answer these 
questions. 
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Lcad°'tommunities: A Continental Enterprise 

Improving Jewish education throughout the continent is the 
ultimate goal of the Lead Communities project: to re~energize 
Jewish education, and to demonstrate and validate successful 
approaches to Jewish education that can be found in and 
replicated by communities throughout North America. 

8 
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A Message from the 
Chairman, CIJE 

The Council for Initiatives in Jewish Education was 
established as an outgrowth of the Commission on Jewish 
Education in North America in November 1990. CIJE brings 
together distinguished educators, professionals, lay leaders and 
philanthropists of the continental Jewish community. 

The Lead Communities Project is intended to demonstrate that 
it is possible to significantly improve the effectiveness of 
Jewish education by joining continental and local forces. 
We invite you to apply to become a participant in a bold and 
visible experiment to create communities of educated Jews to 
help insure the continuity of the Jewish people. 

Morton L. Mandel 
Chair 
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questions:~~ ..... 

c Should we seek to become a lead community? 

c How do we apply? 
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What and Why a Lead Communities Project? 

The Lead Communities Project is a joint continental - local 
collaboration for excellence in Jewish education. The purpose 
is to demonstrate that it is possible to significantly improve 
Jewish education, both formal and informal, in communities 
in North America with the right combination of leadership, 
programs, resources, and planning. 

Three to five communities in North America, each with a 
population of between 15,000 and 300,000 will be invited to 
join with the Council for Initiatives in Jewish Education in 
carrying out the Lead Communities Project. 

The central thesis of the Lead Communities Project is that the 
best way to generate positive change at the continental scale 
is to mobilize the commitment and energy of local 
communities to create successes that stand as testimony to 
what is possible. 

For the purposes of this project, a "community 11 is an urban or 
metropolitan geographic area with a communal organization 
structure and decision-making system in place. 

2 



What is a Lead Community Expected To Do? 

A lead community is expected to: 

o enlist top local leadership representing all 
aspects of the community; 

c mobilize stakeholders from all sectors of the 
Jewish community in improving programs; 

c create programs of educational excellence; 

c commit additional financial resources to Jewish 
education; 

c base its programs on a serious planning effort; and 

c show results after several years of intense activity. 

In short, a lead community is committed to improving Jewish 
education and to translating its commitment into action. 

3 
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CIJE's Role in the Lead Communities Project 

CIJE will initiate and coordinate continental supports for the 
benefit of each lead community, including leadership, financial 
resources, program and planning expertise. CIJE will work 
with lead communities to: 

o identify funders and help obtain financial support; 

c replicate successful program ideas and experience 
through the 1'Best Practices Project11

; 

obtain professional assistance for planning and action; 

c develop links to continental resources agencies (e.g., 
JESNA, JCC Association, universities, national training 
jnstitutes, denominational movements); 

develop a monitoring, evaluation and feedback system; 

c provide leadership recruitment assistance; and 

c convene lead·communities for ongoing seminars during 
the project. 
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Who is Eligible 

Any central communal entity within a city or metropolitan 
area (as recognized by the Council of Jewish Federations) with 
a Jewish population between 15,000 and 300,000 is eligible. 
This includes any combination of the following: 

c A Federation 

c A Federation and a central educational agency 

c A Federation and a council of congregations 

c A community-wide coalition involving Federation, 
congregations, educational and other institutions 



\Vho is Eligible 

Any central communal entity within a city or metropolitan 
area (as recognized by the Council of Jewish Federations) with 
a Jewish population between 15,000 and 300,000 is eligible. 
This includes any combination of the following: 

o A Federation 

A Federation and a central educational agency 

c A Federation and a council of congregations 

c A community-wide coalition involving Federation, 
congregations, educational and other institutions 
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How to Apply 

To be considered a potential lead community, a central 
communal entity should submit a four to seven ( 4 - 7) page 
preliminary proposal to the CUE. This should include: 

C 

C 

C 

C 

A cover letter signed by an authorized representative of the 
central entity. It should identify a committee to guide the 
project; indicate the criteria for naming a major communal 
leader to chair such a committee (or provide a name if a 
chair has already been identified); and briefly describe the 
probable size and composition of the projected (or actual) 
committee. The letter should also address the issue of 
probable (or actual) professional leadership for the project 
(e.g. do you contemplate a Lead Community Director?). 

A 1 or 2 page statistical profile including Jewish 
population; number of individuals receiving various types 
of Jewish education, both formal and informal; a listing of 
Jewish educational agencies and programs, both formal and 
informal; current spending on Jewish education; and the 
number and type of people involved in Jewish education. 

A 1 or 2 page description of current or recent studies of 
community needs and resources or plans for Jewish 
education. Please cite e"amples of innovative efforts in 
Jewish education already undertaken in your community. 

A 1 or 2 page essav describing the overall approach to 
educational improvement that your community might use if 
selected as a lead community. The essay should make the 
case for why you think that your community would make 
an outstanding lead community. 

Preliminary proposals must be in the CIJE office by 
March 31, 1992. Proposals received after that date cannot be 
considered. 
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Review Criteria: Preliminary Proposals 

Preliminary Proposals will be assessed to confirm eligibility 
and evaluated using three criteria: 

0 

C 

C 

Communitv Preparedness. ls the community positioned 
to move forward by virtue of its involvement of key 
institutions and constituencies, leadership, previous 
planning and improvement efforts in Jewish education? 

Commitment. How clearly and convincingly has the 
community expressed its commitment to the 
improvement of Jewish education? 

Vision. How well has the community articulated its 
view of the content of Jewish education? Does the 
community have the beginnings of an improvement 
strategy? 

CrJE seeks the best proposals, reflecting a range of regions 
and types of communities. 
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Full Proposals 

Proposals (submitted by those communities selected to be 
finalists) should include the following elements: 

o A 2 to 3 page summary description or copies of previously 
prepared documents that address the current view of the 
educational needs of the community. 

A 2 to 3 page analysis or copies of previous prepared 
documents that address the community's capabilities for 
meeting the commitments outlined in the preliminary 
proposal. 

c A 3 to 5 page description of the strategy that the 
community would like to use in implementing its vision of 
Jewish education. This strategy shouid address approaches 
to meeting the personnel needs of Jewish education in the 
community; increasing community support; and enhancing 
the role of the Israel experience. It should address both 
informal and formal education. It should identify priority 
population groups ( e.g. pre~school children; pre-bar/bat 
mitzvah children; post-bar/bat mitzvah students; college age 
and young adults; and adults and seniors) and educational 
settings (e.g. supplementary, day school, college/university 
degree programs). 

c A 2 to 3 page description of the anticipated planning 
resources that will be committed if the community is 
selected to be a lead community. 

C A preliminary projection of the scale or size of the project 
(e.g. in dollars) and possible local sources of funding. 

".'.l,..l • 
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Full Proposals 

Proposals (submitted by those communities selected to be 
finalists) should include the following elements: 

c A 2 to 3 page summary description or copies of previously 
prepared documents that address the current view of the 
educational needs of the community. 

c A 2 to 3 page analysis or copies of previous prepared 
documents that address the community's capabilities for 
meeting the commitments outlined in the preliminary 
proposal. 

c A 3 to S page description of the strategy that the 
community would like to use in implementing its vision of 
Jewish education. This strategy should address approaches 
to meeting the personnel needs of Jewish education in the 
community; increasing community support; and enhancing 
the role of the Israel experience. 11 should address both 
informal and formal education. It should identify priority 
population groups (e.g. pre-school children; pre-bar/bat 
mitzvah children; post-bar/bat mitzvah students; college age 
and young adults; and adults and seniors) and educational 
settings (e.g. supplementary, day school, college/university 
degree programs). 

c A 2 to 3 page description of the anticipated planning 
resources that will be committed :f the community is 
selected to be a lead community. 

c A preliminary projection of the scnle or size of the project 
(e.g. in dollars) and possible local sources of funding. 
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Review Criteria: Full Proposals 
•-.:.?=:-

Full proposals will be evaluated in the same terms as 
preliminary proposals, but with greater depth on the basis of 
more substantiation. One additional criterion will be 
employed: the capacity of the community to carry out its 
commitment and vision. 
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Technical Note 

Proposals (preliminary and full) should be typed or printed on letter 
size paper, double-spaced using a full-size type face and normal 
margins. Please do not submit appendices or supplemental 
materials to the preliminary proposal. If reviewers need additional 
information, they will ask for it. Faxed proposals will not be 
accepted. 

10 
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The creation of the Lead G.Qmmunities project will proceed according to the following 
timetable. -

Month 

Mid-January 1992 

End-January 

March 

April 

May 

May and June 

June 

July 

September 

October 

November 1992-
July 1993 

September 1993 

Benchmark 

Approve lead communities project 
plan 

Announce the project & distribute 
guidelines to local communities1 

Receive preliminary proposals ( 4 weeks 
to prepare) 

Select finalists 

Receive finalist proposals (4 weeks 
to prepare) 

Visit sites and evaluate finalist 
proposals 

Recommend communities 

Select and announce Lead 
Communities 

Hold first seminar for Lead 
Communities 

Agree on each CIJE/community 
joint program; Project begins 

Lead Communities develop plan and 
pilot action program 

Lead Communities begin full-scale 
implementation of action program 

CIJE Board Role 

CIJE Board 

Lead Communities 
Committee2 

Lead Communities 
Committee 

CUE Board 

1Copies of the guidelines will also be circulated to national agencies with local 
constituents (e.g. religious movements). 

2Lead Communities Committee of CIJE Board of Directors. 
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January 1992 

A Message from the Chairman 

The Council for Initiatives in Jewish Education was established as an outgrowth of the 
Commission on Jewish Education in North America in November 1990. 

CUE brings together distinguished educators, professionals, lay leaders and philan­
thropists of the continental Jewish community to energize Jewish education in North 
America. Visions of what should and can be achieved in the 21st century need to be 
repeatedly placed before our communities' leadership, and the wherewithal to do so 
obtained. The CUE can provide a unique blend of individual and institutional advocacy 
in North America. 

The Lead Communities Project is intended to demonstrate that local communities can 
significantly improve the effectiveness ofJewish education through careful organizing 
for the task, with a coalition of community institutions, supplemented with continental 
institutions and resources. 

We invite you to apply to become a participant in a systematic, creative and visible 
experiment to create communities of educated Jews to help insure the continuity of the 
Jewish people. 

Morton L. Mandel 
Chair 



Purpose of Guidelines 

These guidelines are designed to help communities answer the questions: 

■ Should we seek to become a lead community? 

■ How do we apply? 

What and Why a Lead Communities Project? 

The Lead Communities Project is a joint continental-local collaboration for excellence in 
Jewish education. The purpose is to demonstrate that it is possible to significantly improve 
Jewish education, both formal and informal, in communities in North America with the right 
combination of leadership, programs, resources, and planning. 

Three communities in North America, each with a population of between 15,000 and 
300,000, will be invited to join with the Council for Initiatives in Jewish Education in 
carrying out the Lead Communities Project. 

The central thesis of the Lead Communities Project is that the best way to generate positive 
change at the continental level is to mobilize the commitment and energy of local 
communities. The successes achieved by local communities are the most compelling 
testimony to what is possible. 

For the purposes of this project, a" community" is an urban or metropolitan geographic area 
with a communal organization structure and decision-making system in place. 

See the Appendix beginning on page 7 for elaboration on the Rationale for the Lead 
Communities Project. · 

Who is Eligible ? 

Any central communal entity within a city or metropolitan area (as recognized by the 
Council of Jewish Federations) with a Jewish population between 15,000 and 300,000 is 
eligible. 



a 
Expectations 

of a Lead Community 

A lead community will: 

■ enlist top local leadership representing all 
aspects of the community; 

■ build a community-wide coalition involv­
ing federation, congregations, educational 
and other institutions; 

■ mobilize stakeholders from all sectors of 
the Jewish community in improving pro­
grams; 

■ create programs of educational excellence; 

■ devise innovative programs, for example, 
that cross traditional boundaries of age, 
setting or subject area; 

■ commit additional financial resources to 
Jewish education; 

■ base its programs on a serious planning 
effort with ongoing monitoring and evalu­
ation; 

■ show tangible results after several years of 
intense activity; and 

■ help other communities benefit from its 
successes. 

In short, a lead community is committed to 
improving Jewish education and to translating its 
commitment into action. 

CUE's Role in the 
Lead Communities Project 

CUE will initiate and coordinate continental 
supports for the benefit of each lead 
community. CIJE will: 

■ identify funders and help obtain financial 
support; 

■ offer examples of good programs and 
experiences through the "Best Practices 
Project," and help translate them to lead 
communities; 

■ provide professional assistance for 
planning and education; 

■ develop links to continental resource agen­
cies (e.g., national training institutions, 
JESNA, JCCA, denominational move­
ments, universities); 

■ develop a monitoring, evaluation and 
feedback system; 

■ provide leadership recruitment assistance; 
and 

■ convene lead communities for ongoing 
seminars during the project. 

= 
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How to Apply 

To be considered a potential lead community, a central communal entity should submit a 
five to eight (5 - 8) page preliminary proposal to the CIJE. This should include: 

A cover letter signed by an authorized representative of the central entity. It should 
identify a committee to guide the project; indicate the criteria for naming a major 
communal leader to chair such a committee (or provide a name if a chair has already 
been identified); and briefly describe the probable size and composition of the 
projected or actual committee. The letter should also address the issue of probable 
or actual professional leadership for the project (e.g. do you contemplate a Lead 
Community Director?). 

A 1 or 2 page statistical proflle including Jewish population; number of individuals 
receiving various types of Jewish education, both formal and informal; a listing of 
Jewish educational agencies and programs, both formal and informal; current 
spending on Jewish education; and the number and categories of personnel involved 
in Jewish education. 

A 1 or 2 page description of current or recent studies of community needs and 
resources or plans for Jewish education. 

A 1 or 2 page essay making the case for why you think that your community would 
be an outstanding lead community. The essay can also describe the overall approach 
to educational improvement that your community might use if selected. 

A 1 or 2 page listing of recent community initiatives in Jewish education. Please 
cite examples of unusually successful programs and innovative efforts in Jewish 
education already undertaken in your community. 

Preliminary proposals must be received by March 31, 1992. Proposals received after that 
date cannot be considered. 

Proposals, preliminary and full, should be typed or printed on letter size paper, double­
spaced using a full-size type face and normal margins. Please do not submit appendices 
or supplemental materials to the preliminary proposal. If reviewers need additional 
information, they will ask for it. Faxed proposals will not be accepted. 

Send two (2) copies of the proposal to: 

Council for Initiatives in Jewish Education 
c/o Ukeles Associates Inc. 
611 Broadway, Suite 505 
New York, NY 10012 



Review Criteria : Preliminary Proposals 

Preliminary proposals will be assessed to confirm eligibility and evaluated using two 
primary criteria: 

■ Community Preparedness. Is the community positioned to move forward by 
virtue of its involvement of key institutions and constituencies, leadership, previous 
planning and improvement efforts in Jewish education? 

■ Commitment. How clearly and convincingly has the community expressed its 
commitment to the improvement of Jewish education? 

The community's record of achievement and its approach to educational improvement also 
will be taken into account. 

CIJE seeks the best proposals, reflecting a range of regions and types of communities. 

Full Proposals 

If selected as a finalist, a community will be asked to submit a full proposal. Final proposals 
should include the following elements: 

■ A 2 to 3 page summary description ( or copies of previously prepared documents) 
that addresses the current view of the educational needs of the community. 

■ A 2 to 3 page analysis (or copies of previous prepared documents) of the 
community's capabilities for meeting the commitments outlined in the preliminary 
proposal. 

■ A 2 to 3 page summary of the community's record of achievement in Jewish 
education that describes successful programs, systemic reforms, and innovations 
that have been introduced. 

■ A 2 to 3 page description of the community's vision for improving Jewish education. 
This vision statement should address both formal and informal Jewish education, 
and approaches for different population groups and educational settings. 

■ A 2 to 3 page description of the anticipated planning resources that will be 
committed if the community is selected to be a lead community. 

■ A preliminary projection of the scale or size of the project (e.g. in dollars) and 
possible local sources of funding. 

Review Criteria: Full Proposals 

Full proposals will be evaluated using the same criteria as preliminary proposals, but with 
greater depth. One additional criterion will be employed: the capacity of the community to 
carry out its commitment and vision. 



?? QUESTIONS AND ANS"WERS ?? 

Teleconference by Satellite 

A teleconference by satellite, broadcast throughout the United States and Canada, to 
answer questions about the Lead Communities Project will be held on February 24, 1992, 
at 3:00 pm Eastern Standard Time. Any community that intends to submit a proposal or 
is considering submitting one is urged to participate. The teleconference will start with 
a brief presentation on the Lead Community Project expectations. Participants will then 
have the opportunity to address questions directly to CIJE staff and consultants. 

Please send the "plan to attend" form by mail or facsimile transmission by February 18, 
1992, if you plan to panicipate in the teleconference. Instructions for arranging to au end 
a teleconferencing center in your area are provided on a sheet included with these pro gram 
guidelines. 

Questions after February 24, 1992 

After the teleconference on February 24, questions may be directed to: 

Dr. James Meier 
Council for Initiatives in Jewish Education 

c/o Ukeles Associates Inc. 
611 Broadway, Suite 505 
New York, NY 10012 

(212) 260-8758 (office) 
(212) 260-8760 (fax) 



Timetable 

Selection Process Timetable 

Month 

January 31, 1992 

February 24 

March 31 

April 

May 5 

June 30 

July 

mid-August 

Benchmark 

Program Guidelines released 

Satellite teleconference 

Preliminary proposals due 

Review panelists evaluate proposals 

Select finalists 

Finalists submit full proposals 

Review panelists visit sites 

Lead communities selected 

Lead Communities Timetable 

September 1992 

October 

October 1992-
July 1993 

September 1993 

Hold initial seminar for lead communities 

CHE/community agree on joint program; 
project begins 

Lead communities develop plan and 
pilot action program 

Lead communities begin full-scale 
implementation of first year program 

--= 
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Appendix 

Rationale for 
Lead Communities 

Project 



The Lead Communities Project is a joint continental-local collaboration for excellence in 
Jewish education. The purpose is to demonstrate that it is possible to significantly improve 
Jewish education, both formal and informal, in communities in North America with the right 

Why a Lead Communities Project 

combination of leadership, programs, resources, and planning. 

Improving Effectiveness 

The heart of this effort is a commitment to help improve the effectiveness of Jewish 
education in North America. 

Jewish education involves not only acquisition of knowledge but also the development of 
skills, shaping of values and influence of behavior. It can take place in a day school, a 
supplementary school, summer camp, congregation or Jewish community center; on a trail 
in the Galilee, in a living room in Iowa or in a setting where young and old learn together. 
It happens through study of text, a lecture, film, computer or discussion groups or field trips. 

However it happens, Jewish education must be compelling - emotional! y, intellectually and 
spiritually. It must inspire greater numbers of Jews, young and old, to remain engaged, 
to learn, feel and act in a way that reflects an understanding of and commitment to Jewish 
values. 

To achieve this objective, Jewish education must be nurtured, expanded and vastly 
improved. Both the CIJE and the lead communities will set goals for " improvement." These 
will take a concrete form, such as: 

■ More and better Jewish education programs and services; 

■ Greater participation in Jewish education; and 

■ Better outcomes (related to Jewish ~owledge, skills, behaviors and values) . 

The central thesis of the Lead Communities Project is that the best way to generate positive 
change at the continental scale is to mobilize the commitment and energy of local 
communities to create successes that stand as testimony to what is possible. 

------------------,--- - -------- - - -------------· 
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"Models" as a Strategy for Positive Change 

Local efforts that are working well need to be reinforced. Local communities have to 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 makes it possible to evaluate, 
improve and try out a variety of approaches for Jewish education throughout the 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 in the 
program and, thereby, become a model for the rest of the country. 

Definition of Community 

For the purposes of this project, a" community" is an urban or metropolitan geographic area 
with a communal organization structure and decision-making system in place. The initial 
focus is on communities with a Jewish population of 15,000 to 300,000. * 

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 system, not just a single setting, 
program or age group. 

What Makes a Lead Community 

A lead community will be characterized by four areas of community commitment: 
leadership, programs, resources, and planning. 

Leadership 

A lead community is expected to chart a course that others can follow. The most respected 
rabbis, educators, professionals, scholars and lay leaders will serve on community-wide 
steering committees to guide the project in a specific community. All sectors of the 
community -- congregations, schools, community centers and federations -- will need to 
be involved. Recruiting top community leaders to the cause of Jewish education and 
involving all sectors of the community will help raise Jewish education to the top of the 
communal agenda. 

Lead community leadership, both professional and lay, also will participate in the ongoing 
effort to define and refine the project as it is extended to other communities. 

* The 57 communities within this range accowztfor about 3,500,000 out of about 5. 5 million Jews. 
These figures are based 011 data from the Council of Jewish Federations. 
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Programs 

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. 

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 to the inventory of the most promising programs. 

The report of the Commission on Jewish Education in North America recommends that lead 
communities concentrate on personnel and broadening community support as critical 
"enabling options." They are necessary for the significant improvement of Jewish 
education. A promising programmatic option is study and travel in Israel, which has proven 
to be a very effective motivator for young and old alike. 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 th3:t communities will devise new programs that cross 
traditional boundaries of age, setting or content. Examples of other programs that could 
be undertaken, separately or combined in an imaginative way, as part of a lead communities 
program include: 

■ Replicating good schools and/or establishing model 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-mitzvah or bat-mitzvah education; 

■ Developing strategies for outreach; 

■ Raising the level of Jewish knowledge of communal leaders; 

■ Integrating formal and informal education (e.g. camping/study programs); and 

■ Using new technology (video and computers). 

Lead community projects are expected to address both scope and quality: they should be 
comprehensive enough to make an impact on a large segment of the community; and focused 
enough to ensure standards of excellence. 

---------------·----··--~--·---------------#'•----... ----- ""-----...,_. 
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Financial Resources 

A program of breadth, depth and excellence will require new monies, primarily because the 
endeavor has long been underfunded. The economic recession and substantial resettlement 
needs make communal fund-raising more challenging. Nevertheless, a lead community will 
point a direction in this area as well -- substantially upgrading the local investment in Jewish 
education. Increased funding will come from federations, private foundations, congrega­
tions, 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 oflccal communities. 

Planning 

The plan for each lead comm unity will include: an assessment of the state ofJ ewish 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 a multi-year 
integrated implementation plan for improving educational effectiveness. CIJE can help 
focus the resources of national agencies -- institutions of higher Jewish learning, religious 
movements, JCCA, JESNA, and universities -- on the needs of local communities. 

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? Like any innovation, the Lead Communities Project 
requires evaluation to document its efforts and gauge its success. In addition, each lead 
community needs to know how well it is doing as a basis for making change along the way. 
CIJE will design and implement a consistent monitoring, evaluation and feedback system 
for use in each lead community to help answer these questions. 

Lead Communities: A Continental Enterprise 

Improving Jewish education throughout the continent is the ultimate goal of the Lead 
Communities Project: to re-energize Jewish education, and to demonstrate and validate 
successful approaches to Jewish education that can be found in and replicated by communities 
throughout North America. 



.. , 

Council for Initiatives in Jewish Education 

Board of Directors: 

Staff: 

Morton Mandel, Chair 
Charles Goodman, Vice Chair 
Neil Greenbaum, Vice Chair 
Matthew Maryles, Vice Chair 
Lester Pollack, Vice Chair 

Max Fisher, Honorary Chair 

David Arnow 
Mandell Berman 
Charles Bronfman 
Gerald Cohen 
John Colman 
Maurice Corson 
Irwin Field 
Alfred Gottschalk 
Arthur Green 
Thomas Hausdorff 
David Hirschhorn 
Ludwig Jesselson 
Henry Koschitzky 
Mark Lainer 
Norman Lamm 
Norman Lipoff 
Seymour Martin Lipset 
Florence Melton 
Melvin Merians 
Charles Ratner 
Esther Leah Ritz 
Ismar Schorsch 
Isadore Twersky 
Bennett Yanowitz 

Stephen Hoffman, Acting Director 
Shulamith Elster, Chief Education Officer 

,,.~ 

... c d1ee>c,,..,;>2:· o,. ::· :~ ;~-=i 



INSTRUCTIONS FOR ATTENDING 
TELECONFERENCE BY SATELLITE 
on February 24, 1992, at 3:00 pm E.S. T. 

1. Return the tearsheet below by February 18, 1992 to indicate your intention to participate in the 
teleconference. You will be able to listen to the presentation, hear questions and answers, and have 
the opportunity to call in your own questions. 

2. Contact the teleconference center coordinator at the federation in your local area to find out where the 
teleconference receiving facility is located, and to indicate that you will attend. 

3. If no teleconference site in your community is shown on the attached list, call Frank Strauss at the 
Council of Jewish Federations (at 212-598-3516) to find out how to locate a facility in your community 
equipped to receive the satellite broadcast. 

The telephone number for calling in your questions will be provided during the teleconference. 

We plan to participate in the Satellite Teleconference on February 24, 1992 
(Please print or type) 

Your Community: 

Expected 
Representatives 
at Teleconference: 

Name Affiliation 

(use another page if necessary) 

Local Community Contact: 

Mail or FAX to: 

(Name) (Telephone No.) 

Council for Initiatives on Jewish Education Teleconference 
c/o Ukeles Associates Inc. 
611 Broadway, Suite 505 
New York, NY 10012 

FAX: (212) 260-8760 

REMINDER: Respond by February 18, 1992 



Satellite Network Coordinators 

FEDERATION COORDINATOR PHONE NUMBER 

ATLANTA Ellen Townsend 404-873-1611 
BALTIMORE Elana Kuperstein 301-727-4828 
BOSTON Judy Weinstein 617-330-9500 
BRIDGEPORT Gerald Kleinman 203-372-6504 
BUFFALO Mel Levi 716-886-7750 
CENTRAL NEW JERSEY Suzanne Lubin 201-351-5060 
CHICAGO Hal Rosen 312-346-6700 
CINCINNATI Walter Rubenstein 513-351-3800 
CLEVELAND Bob Cahen 216-566-9200 
COLUMBUS Lauri Zofan 614-237-7686 
DALLAS Sumner Riddle/Tanya Lefton 214-369-3313 
DENVER Bob Ochoa 303-321-3399 

DETROIT David Moss 313-965-3939 
FT. LAUDERDALE Bob Sandler 305-748-8400 
HARTFORD Susan Stoppelman 203-232-4483 
HOUSTON Lee Wunsch/ Arnold Sachs 713-729-7000 
KANSAS CITY Sue Goldsmith 913-469-1340 
LOS ANGELES Ron Rieder 213-852-1234 
METROWEST Lynn Borden 201-673-6800 
MIAMI Shari Gantman 305-576-4000 
MILWAUKEE Elaine Pouliot 414-271-8338 
MONTREAL Sherry Stein 514-735-3541 
NEW YORK Paul Goldsmith 212-980-1000 
PALM BEACH Ronni Epstein 407-832-2120 
PHILADELPHIA Avrom Steinbrook 215-893-5808 
PHOENIX Harold Morgan 602-274-1800 
PITTSBURGH Milo Averbach 412-681-8000 
RHODE ISLAND Steve Rakitt 401-421-4111 
ROCHESTER Larry Fine 716-461-0490 
SAN DIEGO Leslye Winkelman Lyons 619-571-3444 
SAN FRANCISCO Suzan Berns 415-777-0411 
SAN JOSE Janet Berg 408-358-3033 
SEATTLE Barry Goren 206-443-5400 
SOUTH PALM BEACH COUNTY Ted Feldman 407-368-2737 
SOUTHERN ARIZONA Caitlin Bromberg 602-577-9393 
SOUTHERN NEW JERSEY Alan Respler 609-665-6100 
ST. LOUIS Jan Pollack 814-432-0020 
TIDEWATER Gary Rubin 804-489-8040 
TORONTO Gerry Fisher 416-635-2883 
VANCOUVER Jean Gerber 604-266-8371 
WASHINGTON Barri Black 301-230-7200 



August 1, 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; (b) 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 
leaders, is there grass-roots involvement in the community? To what extent is 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 principals 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 Time 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 
outcomes. 

For purposes of the evaluation project, we will take goals to mean outcomes that are desired 
within the lead communities. We anticipate uncovering multiple goals, and we expect persons 
in different segments of the community to hold different and sometimes conflicting pref eren­
ces. Our 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 
lead communities will be clearly stated by participams. Other goals, however, will be implicit 
in plans and projects, and the evaluation team wili need to tease them out. The evaluation 
project will consider both short-term and long-term goals. , 

. 
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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 sen,ices 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 
barriers 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 about 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 involves recruiting lay leaders and educating 
them about the importance of education, as well as increasing 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 it is important. When this is achieved ... money 
will be available to finance fully the massive program envisioned by the Commission (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 bow 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 t4oughtful 
materials? We will need to describe the decision-.qiaking process. Is it open or closed? Are 
decisions pragmatic or wishful? 

• . 
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The professional lives of Jewish educators. Enhancing the profession of Jewish education is 
the second critical building block specified in.A 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 educat0rs. 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 years. We will try to consider programs which, according to the visions articulated in 
the community, seem ripe for change. 

II. 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 e11ery 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 itself, 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" technique 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 by 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) A list of leaders of all 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). 
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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 educatars and their communities by helping them reflect on their 
situations and by serving as mirrors in which their programs can be viewed alongside their 
goals. 

In one sense, the evaluation project does emphasize accountability. By the end of the first year, 
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. 

4 



August 10, 1992 
LEAD COMMUNITIES AT WORK 

A. INTRODUCTION 

The Commission on Jewish Education in North America completed its 
work w i th f i v e recommend at i on s . The est ab l i sh me n t o f Le ad 
communities is one of those recommendations, but it is also the 
means or the place where the other recommendations will be pl ayed 
out and implemented . Indeed, a lead community will demonstrate 
locally, how to: 

1. Bui 1 d the profession of Jewish education and thereby 
address the shortage of qualified personnel; 

2. Mobilize community support to the cause of Jewish 
education; 

3. Deve 1 op a research capability which wi 11 provide the 
knowledge needed to inform decisions and guide 
development. In Lead Communi ties this will be 
undertaken through the monitoring, evaluation and 
feedback project; 

4. Establish an implementation mechanism at the local 
level, parallel to the Council for Initiatives in 
Jewish Education, to be a catalyst for the 
implementation of these recommendations; 

5. The fifth recommendation is, of course, the lead 
community itsel f, to function as a local laboratory for 
Jewish education . 

B. THE SCOPE OF THE PROJECT 

1. A Lead Community wi 11 be an entire community engaged in a 
major development and improvement program of its Jewish educa­
tion. Three model communities will be chosen to demonstrate what 
can happen where there is an infusion of outstanding personnel 
into the educational system, where the importance of Jewish 
education is recognized by the community and its leadership and 
where the necessary resources a re secured to meet addi ti ona 1 
needs. 

The vision and programs developed in Lead Communities will 
demonstrate to the Jewish Community of North America what Jewish 
education at its best can achieve. 

2. The Lead Community project wi 11 i nvo 1 ve a 11 or most Jewish 
education actors in that community. It is expected that lay 
leaders 1 educators, rabbis and heads of educational institutions 
of all ideological streams and points of view will participate in 
the planning group of the project, to shape it, guide it and take 
part in decisions . 
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3. The Lead Communit¥ project will deal with the major educa­
tional areas -- those 1n which most people are involved at some 
point in their lifetime: 

- Supplementary Schools 
-Day Schools 
- JCCs 
- Israel programs 
- Early Childhood programs 

In addition to these areas, other fields of interest to the 
specific communities will also be included, e.g. a community 
might be particularly interested in: 

- Adult learning 
- Family education 

Summer camping 
- Campus programs 
- etc .. . 

4. Most or all institutions of a given area will be involved in 
the program (e.g. most or all supplementary schools). 

5. A large proportion of the community's Jewish population wi ll 
be involved . 

C. VISION 

A Lead Community will be characterized by its ongoing interest in 
the goals of the project. Educational, rabbinic and lay leaders 
73 wi 11 project a vision of what the community hopes to achieve 
several years hence, where it wants to be in terms of the Jewish 
kn owl edge and behav ior of its members, young and adu 1 t. This 
vision could include e lements such as : 

- adolescents have a command of spoken Hebrew; 
- intermarriage decreases; 
- many adults study classic Jewish texts; 
- educators are qualified and engaged in ongoing training· 

supplementary school attendance has increased dramatically; 
- a locally produced Jewish history curriculum is changing the 

way the subject is addressed in formal education; 
- the local Jewish press is educating through the high level of 

its coverage of key issues. 

The vision, the goals, the content of Jewish education will be 
addressed at two levels: 

1. At the communal level the leadership will develop and artic­
ulate a notion of where it wants to be, what it wants to achieve. 

2. At the level of individual institutions or groups of insti­
tutions of similar views (e .g., all Reform schools), educators, 
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rabbis, lay leaders and parents will articulate the educational 
goals. 

It is anticipated that these activities will create much debate 
and ferment in the community 1 that they wi 11 focus the work of 
the Lead Communities on core issues fac i ng the Jewish identity of 
North American Jewry, and that they will demand of communities to 
face complex dilemmas and choices (e.g . , the nature and level of 
commitment that educational institutions will demand and aspire 
to). At the same ti me they wi 11 re-focus the educat i ona 1 debate 
on the content of education. 

The Ins ti tuti ons of Higher Jewish Learning, the denominations, 
the national organizations will join in this effort, to develop 
alternative visions of Jewish education. First steps have already 
been taken (e.g . , JTS preparing itself to take this role for 
Conservative schools in Lead Communities). 

D. BUILDING THE PROFESSION OF JEWISH EDUCATION 

Communities will want to address the shortage of qualified personnel 
for Jewish education in the following ways: 

1. Hire 2-3 additional outstanding educators to bolster the 
stren~th of educational practice in the community and to energize 
thinking about the future. 

2. Create several new positions, as required, in order to meet 
the cha 11 enges . For example: a di rector of teacher education or 
curriculum development, or a director of Israel programming. 

3. Devel op ongoing in-service education for most educators in 
the community, by programmatic area or by subject matter (e.g . the 
teaching of history in supplementary schools; adult education in 
community centers) . 

4. Invite training institutions and other nationa l resources to 
join in the effort, and invite them to undertake specific assign­
ments in lead communities. (E.g. Hebrew Union College might 
assume responsibility for in-service education of all Reform 
supplementary school staff. Yeshiva University would do so for 
day-schools) · 

5. Recruit highly motivated graduates of day schools who are 
students at the universities in the Lead Community to commit 
themse 1 ves to mu 1 ti -year assignments as educators in supp 1 emen­
ta ry schools and JCCs . 

6. Develop a thoughtful plan to improve the terms of employment 
of educators in the community (including salary and benefits, 
career 1 adder, empowerment and i nvo 1 vement of front-1 i ne educa­
tors in the Lead Community development process.) 

Simultaneously the CIJE has undertaken to deal with continental 
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initiatives to improve the personnel situation. For example it 
works with foundations to expand and improve the training capa­
bility for Jewish educators in North America . 

E. DEVELOPING COMMUNITY SUPPORT 

This will be undertaken as follows: 

1. Establishing a wall to wall coalition in each Lead 
Community, including the Federation, the congregations, day 
schools, JCCs, Hillel etc .. 

2. Developing a special relationship to rabbis and synagogues. 

3. Identify a lay "Champi on" who will recruit a leadership 
group that will drive the Lead community process. 

4. Increase local funding for Jewish education. 

5. Develop a vision for Jewish education in the community. 

6. Involve the professionals in a partnership to develop this 
vision and a plan for its implementation. 

7. Establish a local implementation mechan ism with a profes-
sional head. 

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

F. THE ROLE OF THE CIJE IN ESTABLISHING LEAD COMMUNITI ES : 

The CIJE, through its staff, consultants and projects will 
facilitate implementation of programs and will ensure continental 
input into the Lead Communities. The CIJE will make the following 
available: 

1. Best Practices 

A project to create an inventory of good Jewish educational 
practice was 1 aunched. The project wi 11 off er Lead Communities 
ex amp 1 es of educ at i ona 1 practice in key settings, methods, and 
topics and will assist the communities in "importing," 
"transiating," "re-inventing" best practices for their local 
settings. 

The Best 
Practices initiative has several interrelated dimen- sions. In 
the first year (1991/92) the project deals with best practices in 
the following areas: 

-- Supplementary schools 
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Early childhood programs 
Jewish community centers 
Day schools 
Israel Experience programs 

It works in the following way: 

a. First a group of experts in each specific area is 
recruited to wor k in an area (e.g., JCCs). These experts are 
brought together to define what characte r izes best practices 
in their area, (e .g. , a good supplementary school has effec­
tive methods for the teaching of Hebrew) . 

b. The experts then seek out existing examples of good 
programs i n the fie l d. They undertake site visits to 
programs and report about these in writing. 

As lead communities begin to work, experts from the above 
team wi 11 be brought into the lead community to offer 
guidance about specific new ideas and programs, as we 11 as 
to help import a best practice into that community. 

2. Monitoring Evaluation Feedback 

The CIJE has established an evaluation project. Its purpose is 
three-fold: 

a. to carry out ongoing monitoring of oroqress in Lead 
Communities, ,n order to assist community leaders, planners 
and educators in their work. A researcher wi 11 be commi s­
s i oned for each Lead Community and wi 11 co 11 ect and ana 1 yze 
data and offer it to practitioners for their consideration. 
The purpose of this process is to improve and co r rect 
implementation in each Lead Community. 

b. to evaluate progress in Lead Communities -- assessing, 
as time goes on, the impact and effectiveness of each 
program, and its suitability for replication elsewhere. 
Eva 1 uat ion wi 11 be conducted by a variety of methods. Data 
will be collected by the local researcher . Analysis will be 
the respons ibility of the head of the evaluation team with 
two purposes in mind: 1) To evaluate the effectiveness of 
ind i vi dua 1 progr ams and of the Lead Communities themse 1 ves 
as models for change, and 2) To begin to create indicators 
(e .g., level of participation in Israel programs; achieve­
ment in Hebrew reading) and a database t hat could serve as 
the basis for an ongoing assessment of the state of Jewish 
education in North America . This work will cont r ibute in the 
long term to the publication of a periodic 11 state of Jewish 
education 11 report as suggested by the Commission. 

c. The feedback-loop : findings of monitoring and 
evaluation activities will be continuously channeled to 
local and CIJE planni ng activities in order to affect them 
and act as an ongoing corrective. In this manner there will 
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be a rapid exchange of kn owl edge and mutua 1 influence 
between practice and planning. Findings from the field will 
require ongoing adaptation of pl ans. These changed. pl ans 
will in turn, affect implementation and so on. 

During the first year the field researchers wi 11 be 
principally concerned with three questions: 

(a) What are the visions for change in Jewish education 
held by members of the communities? How do the visions vary 
among different ind i vi duals or segments of the community"? 
How vague or specific are these visions? 

(b) What is the extent of community mobilization for 
Jewish education? Who is involved, and who is not? How broad 
is the coalition supporting the CIJE's efforts? How deep is 
participation within the various agencies? For example, 
beyond a small core of 1 eaders is there grass-roots 
involvement in the community? to what extent is the 
community mobilized financially as well as in human 
resources? 

(c) What is the nature of the professional life of educators 
in this community? Under what conditions do teachers and 
pri nci pa 1 s work? For examf le, what are their sa 1 ari es and 
benefits? Are schoo 1 f acu t i es cohesive, or fragmented? Do 
principals have offices? What are the physical conditions of 
classrooms? Is there administrative support for innovation 
among teachers? 

The first quest i on is essent ia l for establishing that 
specific goals exist for improving Jewish education, and for 
disclosing what these goals are. The second and third 
questions concern the "enab 1 i ng options II decided upon in A 
Time to Act , the areas of improvement which are essential 
to the success of Lead communities: mobilizing community 
support, and building a profession of Jewish education. 

3. Professional services: 

The CIJE will offer professional services to Lead Communities, 
including: 

a. Educational consultants to help introduce best 
practices. 

b. Field researchers for monitoring, evaluation and feed-
back. 

c. Planning assistance as required. 

d. Assistance in mobilizing the community. 
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4. Funding facilitation 

The CIJE will establish and nu rture contacts between foundations 
interested in specific programmatic areas and Lead Communities 
that are developing and experimenti ng with suc h programs (e.g.; 
the CRB Foundations and youth trips to Israel; MAF and personne 
training; Blaustein and research). 

5. Links with purveyors or supporters of programs 

The CIJE will develop partnerships between national organizations 
(e.g., JCCA, CLAL, J ESNA, CAJE), training institutions and Lead 
Communities. These purveyors will undertake specific assignments 
to meet speci fic needs within Lead Communities. 

G. LEAD COMMUNITES AT WORK 

The Lead Community i tse 1 f wi 11 work in a manner very s i mi 1 a r to 
that of the CIJE . In fact, it is proposed that a local 11 CIJE 11 

should be established to be the mechanism that will plan and see 
to the implementation and monitor the programs. What will this 
local mechanism (from hereonin: 11 the local planning group 11

) do? 

a. 
b. 
C. 

It will convene all the actors; 
It will launch an ongoing planning process; and 
It will deal with content in the following manner. 

1. It will make sure that the content is articulated and 
is implemented. 

2. Together with Barry Holtz and his team, and with 
Shul ami th El ster integrate the various content components 
and programmatic components into a whole. For example : 
integrate formal and informal programs. In terms of the 
Israel Experience that the vision piece, the goals, are 
articulated by the various actors and at the various levels: 

by individual institutions 
by the denominations 
by the communmity as a whole. 

In addition, dealing with the content will involve having a 
"dream department 11 or 11 blueskying unit, 11 aimed at dealing 
with innovat i ons and change in the programs in the community 
(see Barry Holtz' paper). 

H. LAUNCHING THE LEAD COMMUNITY -- YEAR ONE 

During its first year (1992/93) the project will include the 
following: 

1. N~gotiate an agreement with the CIJ E that includes: 

a. Detail of mutua l obligations; 
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b. Process issues workin9 relations within the 
community and between the commun, ty, the CIJ E and other 
organizations 

c. Funding issues; 

d. Other . 

2. Establish a local planning group , with a professional staff, 
with wall-to-wall representation. 

3. Gearing-up activities, e.9., prepare a 1-year plan, 
undertake a self-study (see 6 below), prepare a 5-year plan. 

4. Loe ate and hi re several outstanding educators from outside 
the community to begin work the following year (1993/94). 

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

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

Most communities have recently completed social and demographic 
studies. Some have begun to deal with the issue of Jewish conti­
nuity and have taskforce reports on these. Teachers studies exist 
in some communities. All of these will be inputs into the self­
study. However, the study itself wi 11 be designed to deal with 
the important issues of Jewish education in that community. It 
will include some of the following element s: 

a. Assessment of needs and of target groups (clients). 
b. Rates of participation. 
c. Preli mi nary assessment of the educators in the community 
(e .g., their educational backgrounds). 

The self-study wi 11 be linked with the work of the monitoring, 
evaluation and feedback project. 

Some of the definition of the study and some of the data collec­
tion will be undertaken with the help of that project's field V3 
researcher. 

* * * * * * * * 
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Draft for site visit teams 

July 2, 1992 

LEAD COMMUNITIES AT WORK 

A.Hochstein ands. Fox 

A. INTRODUCTION 

The Commission on Jewish Education in North America completed its 
work with five recommendations . The establishment of Lead 
communities is one of those recommendations, but it is also the 
means or the place where the other recommendations will be played 
out and implemented. Indeed, a lead community will demonstrate 
locally, how to: 

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

2. Mobilize community support to the cause of Jewish 
education; 

3. Develop a research capability which will provide the 
knowledge needed to inform decisions and guide development. 
In Lead Communities this will be undertaken through the 
monitoring, evaluation and feedback project; 

4. Establish 
level, parallel 
Education , to be 
recommendations; 

an implementation mechanism at the local 
to the Council for Initiatives in Jewish 
a catalyst for the implementation of these 

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

B. THE SCOPE OF THE PROJECT 

1 . A Lead Community will be an entire community engaged in a 
major development and improvement p rogram of its Jewish educa­
tion . Three model communities will be chosen to demonstrate what 
can happen where there is an infusion of outstanding personnel 
into the educational system, where the importance of Jewish 
education is recognized by the community and its leadership and 
where the necessary resources are secured to meet additional 
needs. 

The vision and programs developed in Lead Communities wil l demon­
strate to the Jewish community of North America what Jewish 
education at its best can achieve . 
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2. The Lead Community project will involve all or most Jewish 
education actors in that community. It is expected that lay 
leaders, educators, rabbis and heads of educational institutions 
of all ideological streams and points of view will participate in 
the planning group of the project, to shape it, guide it and take 
part in decisions. 

3. The Lead Community project will deal with the major educa­
tional areas -- those in which most people are involved at some 
point in their lifetime: 

- supplementary Schools 
- Day Schools 
- JCCs 
- Israel programs 
- Early Childhood programs 

In addition to these ar~as , other fields of interest to the 
specific communities will also be included, e .g. a community 
might be particularly interested in: 

Adult learning 
- Family education 
- Summer camping 
- Campus programs 
- etc ... 

4 . Most or all institutions of a given area will be involved in 
the program (e . g. most or all supplementary schools). 

5 . A large proportion of the community's Jewish population 
will be involved. 

C. VISION 

A Lead Community will be characterized by its ongoing interest in 
the goals of the project. Educational, rabbinic and lay leaders 
will project a vision of what the community hopes to achieve 
several years hence, where it wants to be in terms of the Jewish 
knowledge and behavior of its members, young and adult. This 
vision could include elements such as: 

adolescents have a command of spoken Hebrew; 
intermarriage decreases; 
many adults study classic Jewish texts; 
educators are qualified and engaged in ongoing training; 
supplementary school attendance has increased dramatically; 

a locally produced Jewish history curriculum is changing the 
way the subject is addressed in formal education; 

the local Jewish press is educating through the high level of 
its coverage of key issues 
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The vision, the goals, the content of Jewish education will be 
addressed at two levels: 

1. At the communal level the leadership will develop and artic­
ulate a notion of where it wants to be, what it wants to achieve. 

2. At the level of individual institutions or groups of insti­
tutions of similar views (e.g. , all Reform schools), educators, 
rabbis, lay leaders and parents will articulate the educational 
goals. 

It is anticipated that these activities will create much debate 
and ferment in the community , that they will focus the work of 
the Lead Communities on core issues facing the Jewish identity of 
North American Jewry, and that they will demand of communities to 
face complex dilemmas and choices (e.g., the nature and level of 
commitment that educational institutions will demand and aspire 
to). At the same time they will re-focus the educational debate 
on the content of education. 

The Institutions of Higher Jewish Learning, the denominations, 
the national organizations will join in this effort, to develop 
alternative visions of Jewish education. First steps have already 
been taken (e.g., JTS preparing itself to take this role for 
Conservative schools in Lead Communities). 

D. BUILDING THE PROFESSION OF JEWISH EDUCATION 

Communities will want to address the shortage of qualified 
personnel for Jewish education in the fo llowing ways: 

1. Hire 2-3 additional outstanding educators to bolster the 
strength of educational practice in the community and to energize 
thinking about the future. 

2. Create several new positions, as required, in order to meet 
the challenges. For example: a director of teacher education or 
curriculum development, or a director of Israel programming. 

3. Develop ongoing in-service education for most educators in 
the community, by programmatic area or by subject matter 
(e.g.the teaching of history in supplementary schools; adult 
education in community centers). 

4 . Invite training institutions and other national resources to 
join in the effort, and invite them to undertake specific assign­
ments in lead communities. (E . g . Hebrew Union College might 
assume responsibility for in-service education of all Reform 
supplementary school staff. Yeshiva University would do so for 
day-schools) 

5. Recruit highly motivated graduates of day schools who are 
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students at the universities in the Lead Community to commit 
themselves to multi-year assignments as educators in supplemen­
tary schools and JCCs. 

6. Develop a thoughtful plan to improve the terms of employment 
of educators in the community (including salary and benefits, 
career ladder, empowerment and involvement of front-line educa­
tors in the Lead Community development process.) 

Simultaneously the CIJE has undertaken to deal with continental 
initiatives to improve the personnel situation. For example it 
works with foundations to expand and improve the training capa­
bility for Jewish educators in North America. 

E. DEVELOPING COMMUNITY SUPPORT 

This will be undertaken as follows: 

1 . Establishing a wall to wall coalition in each Lead Communi­
ty, including the Federation, the congregations, day schools, 
JCCs, Hillel etc . . 

2. Identify a lay "Champion" who will recruit a leadership 
group that will drive the Lead community process. 

3. Increase local funding for Jewish education. 

4. Develop a vision for Jewish education in the community. 

5. Involve the professionals in a partnership to develop this 
vision and a plan for its implementation. 

6. Establish a local implementation mechanism with a profes ­
sional head. 

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

F. THE ROLE OF THE CIJE IN ESTABLISHING LEAD COMMUNITIES: 

The CIJE, through its staff, consultants and projects will 
facilitate implementation of programs and will ensure continental 
input into the Lead Communities . The CIJE will make the 
following available: 

1. Best Practices 

A project to create an inventory of good Jewish educational 
practice was launched. The project will offer Lead Communities 
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examples of educational practice in key settings, methods, and 
topics, and will assist the communities in " importing, " "trans­
lating, " "re-inventing" best practices for their local settings. 

The Best Practices initiat ive has several i n terrelated dimen ­
sions. In the first year (1991 /92) the project deals with best 
practices in the following areas : 

supplementary school s 
Early childhood programs 
Jewish community centers 
Day schools 
Israel Experience progr ams 

It works in the following way: 
a . First a group of experts in each specific area is 
recruited to work in an area (e.g. , JCCs). These experts are 
brought together to define what characterizes best practices 
in their area, (e . g., a good supplementary s chool has effec­
tive methods for t he teachi ng of Hebre w) . 

b . The experts then seek out exist i ng examples of good 
programs i n t h e field . They under tak e site visits to pro­
grams and report about these in writing. 

As lead commun i ties begin t o work, experts from the above 
team will be brought into the lead community to offer 
guidance about specific new ideas and programs, as well as 
to help import a b est practice i nto that community. 

2 . Monitoring Evaluation Fe edback 

The CIJE has established an evaluation p roj ect . Its purpose is 
three-fold: 

a . to carry out on going moni toring of progress in Lead 
Communities, in orde r t o ass ist c ommunity leaders, planners 
and educat ors i n the i r work . A researcher will be commis­
sioned for each Lead Community and wil l collect and ana lyze 
data and offer i t to practitioners for their consideration . 
The purpose of .this process is to improve and correct imple­
mentation i n each Lead Community. 

b . to evaluate progress in Lead Communities -- assessing, 
as time goes on, the impact and effectiveness of each 
program, and its suitability for replication elsewhere . 
Evaluation will be conducted by a vari ety of methods . Data 
will be collected by the l ocal researcher . Analysis will be 
the res ponsibility of the head of the evaluat ion team with 
two purposes in mind : 1) To evaluate the effectiveness of 
individual programs and of the Lead Communities themselves 
as models for change, and 2) To begin to create indicators 
(e.g., level of participation in Israel programs; achieve-
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ment in Hebrew reading) and a database that could serve as 
the basis for an ongoing assessment of the state of Jewish 
education in North America. This work will contribute in the 
long term to the publication of a periodic "state of Jewish 
education" report as suggested by the Commission . 

c. The feedback-loop: findings of monitoring and 
evaluation activities will be continuously channeled to 
local and CIJE planning activities in order to affect them 
and act as an ongoing corrective. In this manner there will 
be a rapid exchange of knowledge and mutual influence be­
tween practice and planning . Findings from the field will 
require ongoing adaptation of plans. These changed plans 
will in turn, affect implementation and so on. 

During the first year the field researchers will be 
principally concerned with three questions : 

(a) What are the visions for change in Jewish education 
held by members of the communities? How do the visions vary 
among different individuals or segments of the community? 
How vague or specific are these visions? 

(b) What is the extent of community mobilization for Jewish 
education? Who is involved, and who is not? How broad is the 
coalition supporting the CIJE ' s efforts? How deep is 
participation within the various agencies? For example, 
beyond a small core of leaders, is there grass-roots 
involvement in the community? To what extent is the 
community mobilized financially as well as in human 
resources? 

(c) What is the nature of the professional life of 
educators in this community? ~nder what conditions do 
teachers and principals work? For example, what are their 
salaries and benefits? Are school faculties cohesive, or 
fragmented? Do principals have offices? What are the 
physical conditions of classrooms? Is there administrative 
support for innovation among teachers? 

The first question is essential for establishing that 
specific goals exist for improving Jewish education, and for 
disclosing what these goals are. The second and third 
questions concern the " enabling options" decided upon in A 
Time to Act, the areas of improvement which are essential to 
the success of Lead communities : mobilizing community 
support, and building a profession of Jewish education. 

Professional services: 

The CIJE will offer professional services to Lead Communities, 
including : 

a. Educational consultants to help introduce best prac­
tices. 

6 



b. Field researchers for monitoring, evaluation and feed­
back . 

c. Planning assistance as required. 

d . Assistance in mobilizing the community. 

4 . Funding facilitation 

The CIJE will establish and nurture contacts between foundations 
interested in specific progr ammatic areas and Lead Communities 
that are developing and experimenting with such programs (e . g., 
the CRB Foundations and youth trips to Israel; MAF and personnel 
training; Blaustein and research). 

5 . Links with purveyors or supporters of programs 

The CIJE will develop partnerships between national organizations 
(e.g., JCCA, CLAL, JESNA, CAJE), training institutions and Lead 
Communities. These purveyors will undertake specific assignments 
to meet specific needs within Lead Comnmnities . 

G. LAUNCHING THE LEAD COMMUNITY -- YEAR ONE 

During its first year (1992/93) the project will include the 
following: 

1. Negotiate an agreement with the CIJE that includes: 

a . Detail of mutual obligations; 

b. Process issues -- working relations within the communi­
ty and between the community, the CIJE and other organiza­
tions 

c. Funding issues; 

a. other. 

2. Establish a local planning group, with a professional staff, 
with wall- to- wall representation . 

3. Gearing- up activities, e . g., prepare a 1 - year plan, under­
take a self- study (see 6 below), prepare a 5-year plan. 

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

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

7 
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6. Undertake an educational s elf-study, as part of the planning 
activities: 

Most communities have recently completed social and demographic 
studies. Some have begun to deal with the issue of Jewish conti­
nuity and have taskforce reports on these . Teachers studies exist 
in some coltllTlunities . All of t h e s e will be inputs into the self­
study. However, the study itself will b e designed to deal with 
the important issues of Jewish education in that community . It 
will include some of the following elements: 

a. Assessment of needs and of target groups (clients) . 
b. Rates of participation. 
c . Preliminary assessment of the educators in the 
community (e.g., their educational backgrounds) . 

The self-study will be linked with the work of the monitoring, 
evaluation and feedback project. 

Some of the definition of the study and some of the data collec­
tion will be undertaken with the help of that project ' s field 
researcher . 

* * * * * * * * 

8 
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CIJE STE~R!NG CO~-~ITTfE 

June 26, 1992 
7:30 AM 
Agenda 

Part icipants • In Cleveland: Mort Mandel, Chair, Shulamich Elster, 
Scanley Horowitz, Ginny Levi , Arc Naparstek, Henry Zucker 
In New York: Arc Rotman 
In Jerusalem: Seymour Fox, Annette Hochstein 

Ass i~pment 

!. Leed Community Update 

A. The nine finalists a re : 

Atlanta 
Balcimore 
Boston 

Colwobus 
Metro \.iesc 
Milwaukee 

Oakland 
Octawa 
Palm Beach 

B. Plans for visiti~g the communities 

C. Related assignments: 

1. Draft questions ~nrl briefing ma ce=~als 
for discussion before first site visit. (AR) 

AR 

2. P=opose content and daces for =al l seminar . (SF , AH) 

3 . Propose key elements of pape~s on content and 
person~el in Lead Communities. (SF, p_q) 

4. Describe possible programs : or imple~encacion 
in Lead Cornrnun:ties and cost range for each. (SE) 

II. Foundation Developmenc ?lan 

A. From minutes of June 12: 

In sUJ'!\Illary, che approach ~ill be as f ollows: 

1 . Develop a matri x of program areas and prospeccs. 

2. Develop a prospectus for pocential donors. 

3. I dentify priority donors. 

- 4. Undertake a focused campaig~ to raise funds. 

AJN 
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B_, Related tlssi_gn."llents 

1 . Follow up with Cummings Foundation. (SE) 

2. Prepare proposal for David Hirschhorn 
for funding of monicoring & evaluacaion. (SF, AH) 

3. Reporc on status of proposal fer CRB Foundation 
invo l vernent in Lead Communities . (AH) 

III. Communications 

A. Memo has gor.e to board and S?A5 advising o= 
selec:ion of finalises 

B. P=ass release has gone co Anglo Jewish press. 

C. Preliminary discussion of SE memo of June 22 
proposing a six monch plan. 

D. C=per Conca.cts 

1. VFL is co dis t=i bute ~ssignrnents for review and 
update. 

2. AH is to prepare talk piece by 6/30 . 

IV. Status of Ocher Curr ent Assignments 

A. Develop a work and management plan for 
the next 4 months. (SE & A..~) 

B. Dra£c annual operating budget . (SE & Afi) 

V. Meeting Plans 

A. Fri., July 10 • CIJ E Steering Commi:tee 

B, Sun., July 12 • CIJZ Advisory Group• in NY 
Space reserved at D. Finn's office . They have 
speaker phones. "Not.1-iing coo sophiscicated." 
SF, AH, & VFL will be in Jerusalem. Good.~an, 
Greenbaum, & Pollack def~nitely not available. 
Ratner probably not, Thi s scee=ing committee+ 
Finn, Holtz, Kraar, & woocher are holding dace. 
Should we cancel? 

C. Fri ., July 24 - CIJE Steering Committee 

D. Tues. , Aug. 18 - CIJE Steering Commiccea 

PRG:.83 

SE 

VrL 

~r:/VFL 
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E. Mon. , Aug. 24 • Preplan for Board 'me'e'ting 
Normally scheduled 1 · 5 . In l±g.hc oi Lead 
Communities selection committee meeting , 
suggest we schedule 11 • 3 ; At JCCA. 

F. Mon . , Aug. 24 - Lead Communitie.s Selection 
Committee• 3 5; at JCCA. 

G. Tues., Aug. 25 · 9:30 · 3 : 30 • CIJE Board; at 
UJA/Federation 

H. Tues., Aug . 2~ • J:oo - .:>:oo • czil.J.yuc: vr , ...... sc:.1.l-.1:,; 

ac UJA/Fed~racion 

I. Mon. or Tues., Sepe. 21 or 22 • Senior Policy 
Advisors 

PAG:. 0~ 

---
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1. 

' 2. 

I 3 1 

How TO DEAL WITH THE CONTENT & THE VISION LOCALLY 

Assume a 11 local' CIJE 11 is ·set up, funded, staffed , convened. 
Assume there was an agreement between the North American 
CIJE and the local comm~~-ity, the seminar has taken place. 

--

VISION: The community-will be expected articu1ate over time 
its own vision of Jewish1education in terms of: 

where we want to be 
versus . 
where wear~ todar 
(self-study, Adam s-data, 
existing knowledge) 

-- the · community should be proactive as regards available 
opportunities (Jewish and general) 

I 

Work with separ!te _groups on the vision: 
-- Lay .people 
-- Day school educators 

SuP.o1ementary school educators 
Info4mal educators 
Etc . 

·l. . ·The Mandel Institute take res ponsi bi 11 ty for the efforts · 
.dealing with the articulati on or development of vision, goals, 
etc. In -th-1s case, the Mandel Institute will call a meeting, 
preferab1y . at •· Harvard- University possibly in August or 
September, of a group of people at the national l evel, who wi ll 

: ~ . • f 

. . .... . ·· - .. . .· .... , ... . . 

. .. 



. ' i 
be those actually work1n9 with the community on this topic. Danny 
wi 11 be t he key person 1 n preparing th 1 s project. The f o 11 owing 
people might be involved: Barry Holtz, Aryeh _nnvidson, Sara Lee, 

.Sol Greenfield, Robert Hirt, Alvin Schiff, Danny Pekarsky, Lee 
Shulman, David Cohen, Israe.1 Scheffler, Ja-ck-'BieTer, Josh Elkin, 
etc. · 

! . 
There w111 be an annua 1 work p 1 an :and program to this project. 
One of its ke~ components at the Mandel Institute and will be . 
the · tra.i n1 ng of ·a group ·of people to take ove.r and run it i n 

: Nqrth America. · . . :· · · 

. 2·1 The self-study wi11 have i~ addition to the anticipated 
_quantitative data a Qualitative piece that deals with· the content 
·ot: education. We should 1dent.1fy a person (ask Alan if this . 1s 
. Sharon Fei nm·an?. ·Is it the Schon ·of the supplementary school? 
· Someone else?) · 

I . . 
_ The work on the g~a11tative ·e1ement' will be iterative and be pa~t 

. of the monitoring, evaluation and feedbac k project in all 
:probab111ty (ask Adam Gamoran at our meeting on July 1st). 
I ~ • I ' 

·rne se lf-study will include teachers and all educat ional 
·, pe:rsonnel assessment. 

• !, I t \ • • I I 

.' . As·s 1 gnment: · Prepare guide 1 i nes for the se 1 f-study, to be ready 
· bY: early September. . · 

3 ! : We have ·to def 1 tie the co~mun i ty option ( ass 1 gnment) 
I 

4 t / At · the end of each· sec t i on we w111 define what is involved . 
·and who w111 be assigned to do i t. 

' • I 

;. ~ . 
'I 
·1 

· \ 
1 · 

, I 
I 

. ! . 
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# i 

• ' : i 
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• I 
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. I 
, I 
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... :·1. The se1f-study (design, . who designs?, the qualitative,-_ the · 
· f.: content ·of : education rated, teachers and personnel 

assessment) etc.) · 

... : . ( 

I 
I: 

' 
' 

' . , , 

• I 
' . 

' 

·•: 
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: .. 
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· 'June 21 

LC SEMINAR AGl!NDA 

1. Respond to conte~t ,paper 
I 

to se l .f-study def1 nit 1 on 2. Response . . 

,. 

. . 
: 

I 1• 

' . .; . 

•. 

' ! 
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· J.une !21 

·.E.G. COLUMBUS OHIO 
': . 

. ," ---- ' ' 

:=J:ew1sh popu1ation: :.16,650! (CJF s·ays 15,000) . 

, __ ·· : F_ederation d~'i1:ar~ to ·education: $706,000 ($407,000) 

'. . . . . ~er capita e~pend 1 ture ::of 'edu~ati on: . $42 ·. ($3o') 

:. JCC ·expend1 t~.~~ per· capi·t~·: $237 · 
' . ' 

: .Educat1onal per.so_nn.el: :.398. per. capita ($23 .90) 

., '-~ay .leader: Mr< ·vankin :·:.; · ; .. 

.. , .... See dem~grap~~c~s~~;o{6gi~a1 ~~~~Y of .Columb~s (Merfyl We i smin) 

Ta 1 k ! to Merryl .;: ·try· to ·ob.ta 1 n teachers' study, etc . . 

' . 
i ' 

' 

. . . 

: 
·, 

: •' 

;: 
.. 

• • I t .. ; . . 

. . 
• . . : 
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·, . ' ,,. 
1Program· 

__.., 

'I ; 

I I • I ; 

' 1.·. S~pp 1 ementa ry schoo ~ i 

2. Day schoo~s · 

-Defined: . 
·negot1 ate :. · < · 
5-7 . char- · ';· · 

:acte.ristics · 
-for each 

: 3. · JCC 

·: 4. ·Israel 
.. ,; 

_; 5 ,· !Adu·1 t education .• ... 

• i 

; i 
: I 

I 
I 

i ' 
: I 

' I 

' I ·, I 

. :• ! 

: (who·?) 

·Get BP 
list now. 
-- ask 

;Barry 
:See our 

·. · old -project 
· and SMC . 

• ! 

, i ' . See mini-
• 1 :- • school & . 
i I -: .. others 

·, Pqssib1e -additi .onal OP.P?r~un it1 es : 

; :6. Early . childhood :j. 
i I . 

~'.'1: :cci,-,eg_e age I! .. 
. 
i . 

P,7/ 11 

Personnel 
for these · 
things 
( a 11 ) 
PLUS 
how do 
you train 
the per­
sonnel of 
each · 
area? . 
Bring 
them in? 
What are 
the bud­
getary 
implica­
tions? · 
What 1s 
the t ime 
required 
&. the 
time-. 
l i ne? 

:l :ti~7:-. integration across areas). 
•·-------------~------~~-------------------------------------------:-J:Scope.: _ Ihreach and out ~each- ·. _. : 

I I 
! 

·' 
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REAL 
What 1 s the curreryt 1 · 
applied view or v1s1on 
or_ goa is ·. of education 
in·· various specific areas 
of endeavor in this · 
commun.i ty. 

:, 
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VISION 

OPTIMAL 
What is_the ' feasible/ 
.op.t _!mal visj~n? 
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IDEAL 

The under­
standin~ is 
that this 
should be 
trans lating 
into 
achieveable 
targets & 
goals for 
the 
community 
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8UlLDING ~HE CAPACITY IN NORTH AMERICA 
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I; .. __.• 
Resource Building (Nationally -- Continentally)_ 

,, • 1, 

t. Establish a best ~ractices center (JTS) ~ 
• •I 

· : . ~- - ·upira1n & build t ~e training institutions 
. . : ii : . . . 

:. 

. 
I • ' . 

., 

1 3. ·Establi sh, or 1ead to the establishment of multipl e Mandel 
institutions . . !! · ., 

4~ -Recru~t »Jewfsh li~ains" 
• ; 1• • ' university fie 1 ds/ , 

. ' 
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.,.TH!'. CCMMUNtTY OPTION (OPTIMA,LL y· we MIGHT TRAIN CLAL TO TAKE OVER) 
'. (S!E SZPARAT! PAGE ON OUTCOMES) 

l. 

2. ,. 

3. 

A CHAMPION MUST BE TRAINED (MLM MAY LEAD THIS). 

TRAIN A LEAD!AS~lP GROUP 
- . 

.BRING ABOUT A WALL-TO-WALL COALITION 
' ' 

·'4. :. ENGAGE TH! RABBIS- . · 

5, A PUBLIC DEBAT~ SHOULD BE 
ORGANIZ!D 

.ACTlVATED. 
ARTICULATED 
FED . 

· (E.G ., A PUB-1..l:C SEMINAR BY CHAMPIONS:. CLAL WOULD BE 
RISPON5%8LE FOR THXS) 

6 .. GOVE RANCE 

: 
' . 

. 
: . 

I • 
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Personnel 

TH! STUDY OF BUILDING TH! PROF!SSIOH, ETC. 

1. W! MAY A
0

DDR!SS Pl!RSONN!L 
1

AT TWO SEPARATE Ll!VELS: 

* 

;, 

• 
* 

* 

A. THROUGH PROGAMMATIC AREAS: AND 
.:.B. NATIONALLY/CONTINENTALLY " 
.. THEY SHOULD Bl DON! XN' PARALLEL. THE LOCAL EFFORT WILL 

lNVOLV!: : 
A. A STUDY OF PiRSONNEL CONDITIONS ,- (AS F'ART OF TH! SELF­

STUOY) 

· IN •s·s.RVICJi' TRAXNING PROGRAM DEVELOPED FOR ALL 'BY 
PROGRAMMATXC ~REA 

HlRE NEW STAFF 

N!W !TAFF AND NEW POSITIONS 

SALARY STUDY 

SET 10'-YEAR GOALS 

-: 

,. 
_, . 

. . . 
.. ·, 

: ll 

----------. -· ---------- ------­. . ... --------

/' 

. . . .. 
• - ·--· ♦• ••• - ·-~ 



ll1or.,ry < n.·111 
Ul M f"llhC:f 

·,itr 

)f;0'1 I . tv:;,flt~I 

·,er EduCcl/lOn Offitf;I 
,d Arnn,, D,,,cc:or 

$n1Jt,;m1th i:l.:,tt.:r 

-'- ... -♦- -

June 5 , 1992 

Dear 

CCU~NCIL FOR JN lTI/~11 '✓~~~ 
!1\f JEvVI~!-1 EDt JC/l.TI81~ 

I 750 Euclid Avcn1.1<:' 
CIP.veland. OritC.J 44 l 1.5 

'2 I 6l5ti6-9200 Fax "JI Mfl6 I I 230 

Mailed to: 

Atlanta 
Baltimore 
Boston 
C~lumbua 
MetroWesc 
Milvaukee 
Oakland 
Ottawa 
Palm Beach 

1 am pleased to inform you that your community has been chosen to 
be a finalist in 1:he Lead Communities Project of the Council for 
Initiatives in Jewish Education (CIJE). 

The Lead Communities Committee of the CIJE Board of Directors, 
which made che decisions on the finalists, was very ably assisted 
in ics review of proposals by 12 distinguished educators and 
colllOlunity professionals who served on advisory panels. 

Narrowing the field from 23 communities co 9 finalists was a 
challenge. The preliminary proposals r epresent over 40 percent of 
che eligible cities, and concain over 1.5 million Jews. That such 
a large portion of North American Jewish communities are now 
prepared co 111.ake a new level of commitment to Jewish cducacion is a 
remarkable and encouraging s tatemenc. 

More significant than quantity, the quality of the proposals from 
everv single community was uniformly i~pressive . The programs that 
have already been launched, the caliber of lay and profe5s ional 
leadership chat have been and are being assembled, and che plans 
thac are in the wor.ks were outscanding. 

In che next f ew days we will send you i nformation .about chc 
finalist process. Ic will consist of a site visit, and a wriccen 
elaboration on asp~cts of your preliminary proposal. we hope t:o 
visit: your community in July and we will be in touch wit:h you to 
make specific arr.angemenr.s. If you have :my quest:ious i.n the 
interim, ple~se concacc Shulamith Elscer , Accine Direc~or of CTjE 
ac (301) 230- 2012. 

Congracul~Lions to you ~nd your colleagues. 

Hor-con L. MsndeJ 
Chair 



n."1/cJry (11,.1,r 
: M Fi~llF/ 

1;/" 

·con L M .!fi(!:·1 

,:r Eouraflon Officer 
t "'"-1,nq u,rrxmr 
5111ikt1111v1 1:1s:~,· 

' 

Juno 5, 1992 

Mailed to: 

I , SO [ uc licJ Avc•1uc 
Clevc-lc111c 1. Ci/ 1if; 4 4 I I :i 

L I (1/':,(1(1-9700 r ,1x L 16/l:i6 I • J;, ·10 

Dallas , Denver, Hartford, Kansas City, Montreal, New York/Suffolk Councy, 
Providence, Rochester, San Diego, S . Palm Beach County, Toronto, 
V~ncouvQr, Rocl.tvillQ , Winnipeg 

Dear 

The Lead Commu.nit:ies Commictee of t:he Council for Init:i~tives in 
Jewish Education (CIJ£) Board of Directors has complet:ed its 
dcliberat:ions on che prP.1iminary proposals submitted by 23 
communities from across the North American continent. Your 
community was not chosen co be a finalist in chis selection 
process. 

Narrowing the field from 23 communities co 9 finalists was a 
challenge. The prelimin.-:iry proposals ropresent: over 40 percenc of 
the eligible citie~, and concain over 1.5 million Jews. That such 
a large porti on of Norch America n J ewish c ommuni cics ere now 
prepared to make a new level of commitment to Jewish education is a 
remarkable and e ncouraging statement. 

More si~ificant than quantity, the q1Jc1)1ty o f th~ vropo~als from 
everv single comr.1unicy was uniformly i.mpr essi ve. The programs that 
have already been launched, the caliber of lay and professional 
leadership that hav~ been and are being assembled, and the plans 
thac are in cha works were outs:tandi ne . 

The Lead Communities Commictce was v ery ably assisced in its 
review of propos~l.s by 12 distinguished educ.ar:ors and communi cy 
professionals who sar ved on advisory pane.ls. 

The qua li cy of t:he. response to this CIJE invitation suggescs t o us 
Chae we liH~ part of a ground shift: in the prioritiP.~ of t.be North 
American J ewish community. \.le ac CIJE will be exploring other 
opport:uni cie.s beyond Lead Communitias t:o !;Uppo1·t and rcinfor<":e this 
movement. 

On bP.half of CJJE, I thank you for your inl:liffest in our project. 
We hope that you will <":OntimH! the communil,y •wide approach co the 
improveme11t of Jewi.sh education described in your lead communities 
preliminary proposal, and we wish you well in thar: pursuit. 

Horton I.. Mandel 
Chair 

** TOTAL PAGE.03 ** 
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LEAD COMMUNITIES PROJECT· c/o Ukeles Associates Inc· 611 Broadway, suite 505 · New York, NY 10012 

tel: (212) 260-675B · fax: (212) 260-8760 

VIA FACSIMILE 
Mr. Charles B ronfman 
1170 Peel Street 
Montreal, Quebec H3B 4P2 
fax (514) 878-5296 

Dear Charles: 

June 2, 1992 

I am pleased that you have accepted Mort Mandel's invitation to serve as a member 
of the Lead Communities Committee of the Board of the Council for Initiatives in Jewish 
Education (CIJE). I am delighted that Art Rotman, Executive Vice President of JCC 
Association, will be staffing our commiltec. JCCA and Art have been closely associatr.cl 
witll this effort since the establishment of the Commission on Jewish Educa tion in North 
America. 

Twenty-three out of 57 eligible communities with Jewish population's of between 
J 5,000 - 300,000 from all parts of the North American continent responded Lo the request 
for prclim inary proposals tlrnt the CIJE issued on January 30, 1992. The propos<1ls, both 
in quality and quantity, are. impressive and suggest that North American Jewish 
communities have appreciably advanced their attention to Jewish education in just the past 
few years. Applicants included cities of various sizes, in bolh the United States and 
Canada, representing both well-established as well as growth communities. 

Our committee is charged with the responsibility of recommending three to four 
of these communities to the full CIJE Board at the August 25, l 992 meeting. 

Our first task is to ,rnrrow the preliminary proposals to 8 - 1 O finalists. You will 
be contacted soon about scheduling a teleconference for this purpose, anc\ tomorrow you 
should expect to receive background materials to assist you in your cleliberntions about 
finalists. Included in that package are short synopses of each community's proposal, a 
description of the review process utilizing advisory panels of distinguished educators and 
community professionals, and the conclusions of the panelist deliberations. 
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Next Steps 

Once our committee hns made its choices, the final selection process begins, 
culminaling al the August 25th CIJE I3oard meeting. The process includes a site visit and 
a proposal. 

Ench finalist community will be visited by a team of outside professionals (some 
of whom served on the preliminary review panels), CIJE staff, and CJJE Board members. 
For tl1e final proposal, each community will be asked to prep<He written material that 
nddresses specific questions raised during the review of its preliminary proposal, and 

:~~/) <luring the site visit. 

• J - ~· 

It is my hope tlrnt each committee member will be available to participate with a 
member of the CIJE staff in at least one site visit during the month of July. You will be 
contacted by staff to determine your avai1ability. 

I propose that we meet on August 24th, the day before the meeting of the full CIJE 
Board, to formulate final recommendations. I will seek your views about the feasibility 
of such a meeting during our teleconference. 

I appreciate your will ingness to join with me in this historic venture. 

Sincerely yours, 

Charles Ratner, Chair 
Lead Communities Committee, 

2 
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LEAD COMMUNITIES PROJECT· c/o Ukeles Associates Inc · 61 i Broadway, suite 505 • New York, NY 10012 

tel: (212) 260-8758 · fax; (2i2) 260-8760 

MEMORANDUM 

To: CIJE Committee Members 

From: Charles Ratner, Chair 

Date: June 2, 1992 

Re: Selection of Lead Communities Finalists 

By now you wil l have received a letter from me (faxed to you o n June 2, 1992) regarding 
selection of Lead Communities finalists. The original of that letter is included with this packet. 
Also enclosed are materials that may be helpful as you prepare for the teleconference meeting 
of our committee, now being scheduled. · 

A copy of the "Guidelines" sent to eligible applicants is enclosed as Exhibit A 
Summaries of the 23 preliminary proposals are in Exhibit B. (We wotJld be pleased to provide 
you with copies of the full preliminary proposals from any or a ll of the communities. Call the 
office of Ukeles Associates Inc. at (212) 260-8758 if you desire any additionnl detail.) 

i,__.) Let me take a moment to describe the review process applied to each of the 23 
preliminary proposals. 

An advisory group consisting of twelve experienced and distinguished educators and 
community professionals was organized to assist us in the process of identifying the finalists (see 
Exhibit C). Grouped in 3 panels of 4 members each, they read and evaluated each proposal, and 
then discussed their assessments of each community's suitability to be a lead community. 

The review panelists were asked to focus on two criteria: 

■ Is the community prepared to become a lead community? 
■ Is the community committed to the importance of Jewish education? 
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The primary evidence upon which they based their j udgements included: 

c Leadership: 
o M ulti-agency involvement and prior collaborations 
o Qualifications of p rospective chair 
o Q ualifications of professional director 

a Program: 
o Participation rates 
o Past record of innovation 
o B uilding a profession of Jewish education 
o Israel experience 

a Financial Resources: 
o Per capita expenditures on Jewish education 
o Percentage allocation to Jewish education 

a Planning: 
o C larity on needs and priorities 
o Past commissions on Jewish education or continuity and identity 
o Proposed goals as lead community 

The conclusions of the panels, and the composite numerical ratings assigned to each 
community, sorted by region and city size, respectively, are shown in Exhibits D and E. 

The main topic of the teleconference of our committee is a decision on 8 - 10 
communities to be finalists. 

In addition, we will receive a short briefing on the next steps for selecting 3 - 4 lead 
communities through written materials and site vishs. Finnlly, I am proposing that we meet on 
Monday, August 24, the day before the meeting of the full CIJE board, to formulate final 
recommendations. I would like to see if we can confirm a time for a meeting on that date. 

If you have any questions, you can call me at (216) 267-1200 or Art Rotman, who is 
staffing our com mittee, at (212) 532-4949. 

2 
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EXHIBIT C 

CIJE Panel Members 

PANEL #1 

Dr. Robert Abramson, Director, 
Department of Education, United Synagogue of America 

Mark Berger, West Coast Regional Director, 
Council of Jewish Federations 
Dr. Peter GefTen, Consultant, 

CRB Foundation; Founder, AJ. Heschc/ School 
Dr. Elliot Spac:k, Executive Director, 

Coalition for Advancemenr of Jewish Education 

PANEL #2 

David Dubin, Executive Director, 
JCC of Palisades 

Sylvia Ettenberg, Dean Emeritus, 
Jewish Theological S eminary 

Mark Gurvis, Director of Budge and Planning, 
J ewish Federation of Cleveland 

Jun. 09 1992 11 : 50AM P07 

Dr. Alvin Schiff, Former Executive Vice President, 
Bureau of Jewish Education, NY; 

Distinguished Professor of Education, Yeshiva University 

PANEL #3 

Richard Joel, Executive Director, 
B'nai B'rith Hillel Foundation 

Sara Lee, Director, 
Rhea Hirsch School of Education, Hebrew Union College 

Leonard Rubin, Assistant Executive Director, 
JCC A ssociation 

Dr. Jonathan Woocher, Executive Vice President, 
JESNA 
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EAST 

Boston (l 05) 

Baltimore (92) 

MetroWest (89) 

Washington 
(88) 

Rochester (79) 

Hartford (59) 

New York (58) 

Rhode Island 
(57) 

8 

EXHIBIT D 

Summary of Suitability Ratings, by Region 
(Adjusted Average Scores) 

Arranged from Highest to Lowest 

SOUTH MIDWEST WEST 

Atlanta (91) Columbus (80) Oakland (68) 

Palm Beach Milwaukee (75) Danas (60) 
(89) 

S. Palm Beach Kansas City Denver (59) 
(66) (69) 

San Diego (55) 

3 3 4 
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CANADA 

Ottawa (76) 

Montreal (70) 

Toronto (66) 

Vancouver (57) 

Winnipeg (54) 

5 
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LARGE (91,000 +) 

Boston (105) 

Baltimore (92) 

MetroWest (89) 

Washington (88) 

Montreal (70) 

Toronto (66) 

New York (58) 

- 7 

EXHIBIT E 

Summary of Suitability Ratings by City Size 
(Adjusted Average Scores) 

Arranged from Highest to Lowest 

MEDIUM (25,000 • 80,000) SMALL (15,000 • 24,000) 

Atlanta (91) Columbus (80) 

Palm Beach (89) Ottawa (76) 

Rochester (79) Kansas City (69) 

Milwaukee (75) Vancouver (57) 

Oakland (68) Rhode Island (57) 

South Palm Beach (66) Winnipeg (54) 

Dallas (60) 

Denver (59) 

Hartford (59) 

San Diego (55) 

10 6 



JUN S ' 92 lS:56 PREMIER CORP . ADMIN . 

0 
PAGE . 01 

;;~; ;;.,~~;~;;~~ c;~~;'TtON I I r · NUMBER OF 
7313a (&l90) f'R1NT£D INU.SA DATE: .. TIMI!: PAGES SENT: / 

Company _____ _ _ _ _ Company ____ _ _ _ _ _ 

Street Address _ _ _ _ _ _ _ _ Tele. No. ( ) ____ _ Ext.. __ 

, I I 

City StJte Zip Country 

• J 



ADDITIONAL BACKGROUND MATERIALSADDITIONAL BACKGROUND MATERIALS 

.... 



Ran

~ T
2
3
4
4
6
7
8
9
10
11
12
13
14
14
16
17
17
19
20
20
22
23

Ran 

1 
2 
3 
4 

4 
6 
7 
8 
9 

10 
11 
12 
13 
14 
14 
16 
17 
17 
19 
20 
20 
22 
23 

.. 



21-May-92

ADJUSTED PANEL AVERAGES
Panel 1 Panel 2 Panel 3 Combined

BOSTON 116 0 94 105
BALTIMORE 0 94 90 92
ATLANTA 97 85 0 91
PALM BEACH 95 0 83 89
METRO WEST 103 0 75 89
WASHINGTON 83 93 0 88
COLUMBUS 79 82 0 80
ROCHESTER 0 83 75 79
OTTAWA 83 0 69 76
MILWAUKEE 0 82 68 75
MONTREAL 74 65 0 70
KANSAS CITY 53 86 0 69
OAKLAND 0 73 63 68
SOUTH PALM BEACH 0 56 76 66
TORONTO 61 0 71 66
DALLAS 0 50' 70 60
DENVER 0 55 63 59
HARTFORD 54 64 0 59
NEW YO RK/SUFF. 0 59 57 58
VANCOUVER 53 0 62 57
RHODE ISLAND 46 0 68 57
SAN DIEGO 34 76 0 55
WINNIPEG 51 0 58 54

Average 72 74 71 72

Note: "0" means proposal was not reviewed by that panel.

. . 21-May-92 

ADJUSTED PANEL AVERAGES 
Panel 1 Panel 2 Panel3 Combined 

BOSTON 116 0 94 105 
BALTIMORE 0 94 90 92 
ATLANTA 97 85 0 91 
PALM BEACH 95 0 83 89 
METRO WEST 103 0 75 89 
WASHINGTON 83 93 0 88 
COLUMBUS 79 82 0 80 
ROCHESTER 0 83 75 79 
OTTAWA i 83 0 69 76 
MILWAUKEE i 0 82 68 75 
MONTREAL 

I 74 65 0 I 70 
KANSAS CITY I 53 86 0 69 
OAl<LAND 0 73 63 68 
SOUTH PALM BEACH 0 56 76 66 . 
TOFJONTO 61 0 71 66 
DALLAS 0 50 ' 70 60 
DENVER 0 55 63 59 
HARTFORD 54 64 0 59 
NEW YORK/ SUFF. 0 59 57 58 
VANCOUVER 53 0 62 57 
RHODE ISLAND 46 0 68 57 
SAN DIEGO 34 76 0 55 
WINNIPEG 51 0 58 54 

I Average I 72 74 71 72 

Note: "O" means proposal was not reviewed by that panel. 



Date State 

1 3/25/92 BC 
2 3/27/92 WI 
3 3/30/92 CA 
4 3/30/92 MAN 
5 3/30/92 MD 
6 3/30/92 MO 
7 3/30/92 NJ 
8 3/30/92 NY 
9 3/30/92 OH 

10 3/30/92 ONT 
11 3/31/92 co 
12 3/31/92 DC 
13 3/31/92 FL 
14 3/31/92 FL 
15 3/31/92 GA 
16 3/31/92 MA 
17 3/3"1/92 NY 
18 3/31/92 PO 
19 3/31/92 RI 
20 3/31/92 TX 
21 4/2/92 CT 
22 4/2/92 ONT 
23 4/6/92 CA 

* Not eligible 

CIJE LEAD COMMUNITIES 

Pre-Proposa l App lication 

City 

Vancouver 
Milwaul<ee 
San Dieao 
Winnioea 
Baltimore 
f(ansas City 
Metro West 

Rochester 
Columbus 
Toronto 
Denver 
Washinaton 
Palm Beach Countv 
South Palm Beach Counlv 
Atlanta 
Boston 
New York/Suffoll< 
Montreal 
Rhode Island 
Dallas 
Hartford 
Ollawa* 
Oal<land 

Jewish 
Population 

20 000 
28 000 
42 000 
14 800 
94 500 
19 100 

121 000 
25 000 
15 000 

135 000 
46 000 

165 000 
65 000 
52 000 
67 000 

200 000 
98 000 
95 000 
17 500 
36 900 
26 000 
13 500 
35 000 



Date State 

1 3/25/92 BC 
2 3/27/92 WI 
3 3/30/92 CA 
4 3/30/92 MAN 
5 3/30/92 MO 
6 3/30/92 MO 
7 3/30/92 NJ 
8 3/30/92 NY 
9 3/30/92 OH 

10 3/30/92 ONT 
11 3/31/92 co 
12 3/31/92 DC 
13 3/31/92 FL 
14 3/31/92 FL 
15 3/31/92 GA 
16 3/31/92 MA 
17 3/31/92 NY 
18 3/31/92 PO 
19 3/31/92 RI 

20 3/31/92 TX 
21 4/2/92 CT 
22 4/2/92 ONT 
23 4/6/92 CA 

* Not eligible 

CIJE LEAD COMMUNITIES 
Pre-Proposal Application 

City 

Vancouver 
Milwaul<ee 
San Dieao 
Winnioea 
Baltimore 
Kansas Citv 
Metro West 
Rochester 
Columbus 
Toronto 
Denver 
Washington 
Palm Beach Countv 
South Palm Beach Co .. .mtv 
Atlanta 
Boston 
New York/Sutfoll< 
Montreal 
Rhode Island 
Dallas 
Hartford 
Ottawa* 
Oal<land 

Jewish 
Population 

20 000 
28 000 
42 000 
14 800 
94 500 
19 100 

121 000 
25 000 
15 000 

135 000 
46 000 

165 000 
65 000 
52 000 
67 000 

200 000 
98 000 
95 000 
17.500 
36 900 
26000 
13 500 
35 000 
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Date State 

1 3/25/92 BC 
2 3/27/92 WI 
3 3/30/92 CA 
4 3/30/92 MAN 
5 3/30/92 MD 
6 3/30/92 MO 
7 3/30/92 NJ 
8 3/30/92 NY 
9 3/30/92 OH 

10 3/30/92 ONT 
11 3/31/92 co 
12 3/31/92 DC 
13 3/31/92 FL 
14 3/31/92 FL 
15 3/31/92 GA 
16 3/31/92 MA 
17 3/31/92 NY 
18 3/31/92 PO 
19 3/31/92 RI 
20 3/31/92 TX 
21 4/2/92 CT 
22 4/2/92 ONT 
23 4/6/92 CA 

* Not eligible 
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CIJE LEAD COMMUNITIES 

Pre-Proposal Application 

City 

Vancouver 
Milwaul<ee 
San Dieao 
Winnipeq 
Baltimore 
Kansas Citv 
Metro West 
Rochester 
Columbus 
Toronto 
Denver 
Washinaton 
Palm Beach Countv 
South Palm Beach County 
Atlanta 
Boston 
New York/Suffolk 
Montreal 
Rhode Island 
Dallas 
Hartford 
Ottawa* 
Oakland 

Jewish 
Pooulation 

20 000 
28 000 
42 000 
14 800 
94 500 
19 100 

121 000 
25 000 
15 000 

135 000 
46 000 

165 000 
65 000 
52 000 
67000 

200 000 
98 000 
95 000 
17 500 
36 900 
26 000 
13 500 
35 000 
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1:or the /\dv.1m:ec.t Study :.ind Develop ment or Jewish Education 

CONFIDENTIAL It\ " 
D R A F T D R A F T D R A F T H 

April 13, 1992 r"' J 
To: MLM 

From: AH and SF 

Re : Lead Communities re-visited : 

Towards a s trategy for implementation 

1 . The public recrui tment of c andidates for the Lead Communities 
project of the CIJE was c ompleted last week . Twenty- three commu­
nities have completed the application process -- out of a total 
of 57 eligible communities . Together the 23 represent approxi­
mately 1 . 5 million Jews throughout the North American continent, 
or about 26% of the Jewish population (Exhibit 1). While many 
among us had expected substantial response to the recruitment 
process, we had not expected the scope and the quality of the 
response . Thus our feeling that the improvement of Jewish educa­
tion is a topic whose time has come, a topic that elicits posi­
tive responses and expressions of sign~ficant need on the one 
hand and desire for action 6n the other. 

2. At our meeting in Amsterdam last Sunday, we considered the 
possible implications of this very large response to the project , 
above and beyond the selection and implementation of Lead Commu­
nities . Following a reading of applications we came to several 
preliminary thoughts: 

a. While the selection process of Lead Communities and the work 
wi th these moves ahead as planned, should we not consider addi­
tional opportunities arising from the impressive response to 
recruitment efforts. The applications suggest a possible opportu­
nity to build, in addition, upon a far larger potential target 
populat i on , to also work with sizable human and materia l re­
sources and commitments, and to learn as we go . 

b. Proposals convey that i n three areas at least the 
community-at-large may be ready for implementation of the Commis­
sion ' s decisio r6: 

1 . commitment to Jewish education , i ncluding leader ship and 
resource allocation; 

2 . studies and analyses of the l ocal situation ; 
3 . the establishment of broad coalitions and a process 

involv i ng lay leadership and professionals, communal organiza­
tions and congregat i ons, formal and informa l educational pro­
gr ams. Commun i t i es report on a variety of soph i sticated commis­
sions, committees, study groups , task forces , several of which 
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have been at work for one, two or even more years, taking stock 
of the local situation and of educational needs. 

c. Applicant communities suggest expanding their own resource 
allocation to Jewish education. In spite of economic difficulties 
they do not suggest cutting resources and several write of ex­
panding these . Very few include conditional requests for support. 

d. Viewed in the aggregate applicant communities touch upon all 
the elements and programmatic areas viewed by the Commission as 
being conditions for systemic improvement and change . For example 
most mention the shortage of qualified personnel as a key problem 
and often add details from training to salary improvement . Many 
write of the need for in-service training. Much of this is pre­
sented in the language of the Commission. 

e. At the same time many communities place their energy in impor­
tant but secondary programs (e . g. holocaust studies) rather than 
in the improvement of basic programs (e . g . supplementary 
schools). Though we have not studied the cause for this, it 
may be that communities have little hope of solving major problem 
areas. 

4. In light of this analysis, it is possible that in addition to 
the lead communities project, now is the time for a major conti­
nental effort for the improvement of Jewish education. We should 
perhaps consider working with all the applicant communities. 
These 23 communities could build a coalition for macro-change in 
Jewish education; a coalition for the mobilization of human 
resources and for the development of the profession of Jewish 
education. Conceivably several more communities may be interest­
ed to join when the program is fully articulated . We may find 
that Foundations will be willing to follow the lead or join the 
plan. If we pool the organizational ability and resources of 
organizations such as CJF, JESNA, the JCCA; CLAL, the training 
institutions, the denominational education commissions, would we 
not begin the process of systemic change. We find that there is a 
lot of wisdom and potential for action that is mobilizable at the 
present time. 

5 . Following careful consideration of implications we may want to 
engage the 23 applicant communities in joining the CIJE for 
taking critical planning and selection decisions, as well as 
for participating in a broader-based project than originally 
envisioned . The communities themselves may be engaged in the 
selection of Lead Communities, as planned. 

6. Engaging them might lead to modifications in our work strate­
gy. For example we may now consider a strategy that would 
include several levels of implementation, -- the most extensive 
of which will be the 3-5 planned and full-fledged Lead Communi­
ties . To illustrate : 

~­. . 
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* 20 communities from among the 23 applicants may want to join 
the CIJE for limited efforts (e.g . in- service training for all 
their principals and a serious training program for their lay 
leadership) . 

* 12 communities may want to join a more intensive, but still 
limited project (e . g . in-service p r ograms for all their educa­
tors; Israel incentives savings plans; an increase in travel to 
Israel; a major maximizing change in their JCC . ) . 

* And finally those becoming Lead Communities for a long-term in­
depth program of systemic change might be a self-selected group 
of very committed and appropriate communities willing to move 
beyond the above scope of endeavor and to be the vanguard for 
systemic change. 

* The communities themselves might lead the selection process 
through participation in a continental planning seminar convened 
by the CIJE at which both the process and the content will be de­
signed . 

7. There are major potential advantages to such a pooling of 
effort : 

a. the critical mass and powe r generated by this network will 
open possibilities that are not availab l e to single communities, 
e.g. training insti t utions ma y b e wi lling to commit their re­
sources to the i mplementation of special programs because of the 
l arge populations inv olved. 

b. t his coalition of c ommunities will allow to combine the wisdom 
of all partic i pants, a nd one anticipate s that much mutual learn­
ing and support could t ake place i n t he des ign and development 
process . 

c . The climate throughout the commun it i e s and perhaps even 
throughout North America might b e signif icantly affected. 

-~ 8 . The implementation o f a program of suc h scope would raise 
major challenge s of c ont ent and res ources. The required organi­
zational, staffing, management, and funding resources, need to 
be carefully estimated and planned, their feasibility assessed. 
Preliminary thoughts in this area include: 

a . A program of this kind goes beyond the initial assignment of 
the CIJE. Its success depends among other on the CIJE and its 
leadership's ability to recruit, pool and manage varied re­
sources. So for example CLAL may be the address for the leader­
ship training endeavors ; JESNA may take on much of the communica­
tions, dissemination and coordination effort with communities; 
CAJE could offer specially designed programs for educators; 
training institutions in North America and in Israel could under-

3 
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take the design and development of in-service training programs 
some in conjunction with their MAF training grants . 

b. Foundations might respond to a call to give priority to the 
participating communities . This may be true for the CRB Founda­
tion in Israel programs; for the Cummings Foundation in helping 
supplementary school improvement efforts; for the Revson Founda­
tion in the use of communications technology; for Hausdorf's 
Foundation in helping day schools; the Blaustein Foundation for 
research, etc ... 

c. Funding will be required of communities themselves, and 
indications are that communities may be willing to fund partici­
pation in good programs. It may well be that ability/willingness 
to fund participation will be a key factor in communities ' deci­
sion to participate in the first, second or third tier of the 
program. 

d. The CIJE itself will coordinate and manage this whole proc­
ess, lending it expertise and leadership . Now may be the time 
to re-visit SHH's notion of creating the "Fellows of the CIJE", a 
group of perhaps 20-30 experts (mostly successful educators or 
academics with field experience} who would be available as con­
sultants to communities in their planning and implementation 
efforts and would also act as a professional advisory group to 
the CIJE . 

The internal funding needs of the CIJE will be planned and 
reviewed -- including funds for its own staff and consultants or 
for seed-money that may be required. 

e. A fundraising and funding strategy needs to be developed at 
this time. 

9. In ligh t of this analysis, MLM decided to convene a c onsu lta­
tion meeting in New York City on May 3rd, 1992 to c ons i der a lter­
native strategies for implementation. At that meeting assump­
tions that have guided the project would be reviewed and alterna­
tives discussed with a view of maximizing the impact of the 
pre:-ent momentum, and bringing about implementation of the com­
mission's recommendations. The overall concept will not be 
changed (Lead Communities as a means for in- depth change and 
improvement) ; nor will the timetable change (Launching the 
project following the Board Meeting of August 25, 1992}. The 
process and extent of involvement may change. 

10 . Participants in such a meeting would include MLM and staff, 
Chuck Ratner (chair of the CIJE's Lead Community Committee), 
possibly additional members of that committee. lay and profes­
sional heads of the partner organizations (CJF,JESNA,JCCA) and 
possibly CIJE consultants. (Exhibit 2). 
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11. The agenda of the meeting would consist of a consideration 
of alternative strategies. I will prepare a further document 
following your instructions and consultations with staff. 

12. A "camper" process (members of the CIJE Board; Lead Communi­
ties Committee) and a communications program should precede the 
meeting . Communities need to be effectively briefed (to preempt 
rumors and build anticipation) . Conclusions and possibly deci­
sions would be communicated to applicant communities possibly by 
May 5th as originally planned . 
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1 03/25/92 
2 03/27/92 
3 03/30/92 
4 03/30/92 
5 03/30/92 
G 03/30/92 
7 03/30/92 
8 03/30/92 
9 03/30/92 

10 03/30/92 
i 1 03/31/92 
12 03/31/92 
13 03/31/92-
14 03/31/92 
1 ~ 03/31/92 
1 G 03/31/92 
17 03/31/92 
18 03/31/92 
19 03/3 t/92 
20 03/31/92 

BC 
WI 
CA 
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MD 
MO 
NJ 
NY 
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co 
DC 
FL 
FL 
G,A. 
MA 
NY 
PO 
RI 
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CIJE LEAD COMMUNITIES 
Pre-Proposal Appl!calion 

Vancouver 
MIiwaukee 
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Winnipeg 
Baltimore 
l<ansaH City 
Metro West 
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Colt.imbus 
Toronlo 
Denver 
W.:\5hinglon 
PalnrBeach County 
South Palm Beach County 
Atlante> 
Roston 
New York/Suffolk 
Montreal 
Rhode Island 
Dallas 

20,000 
28,000 
42,000 
14,800 
94,500 
19,100 

12i ,000 
25,000 
15,000 

135,000 
46,000 

165,000 
65,000 
52,000 
67,000 

200,000 
98,000 
95,000 
17,500 
36,900 

EXTENSIONS GIVEN TO THE COMMUNITltS LISTED BELOW 
2i 04/02/92 cf Hartford.... ····-· 26,000 

22 04/02/92 ONT Ottawa* 13,o0O 
23 04/06/92 CA Oai<land 35,000 

* not ellglble 
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POSSIBLE PARTICIPANTS IN MAY 3RD MEETING, NEW YORK 
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HLZ 

Shulamith Elster 

Chuck Ratner 

Stanley Horowitz 

Annette Hochstein 

Ginny Levi 

Steve Hoffman 

----.. Art Rotman 

Jon Woocher 

Marty Kraar 

The Presidents of JCC, JESNA and CJF 

Art Naparstek 

Barry Holtz 

Jack Ukeles 

David Finn 
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Jerusalem, April 1, 1992 

Dear Shulamith, 

Re: Lead Communities -- review process 

First I would like to congratulate you on the wonderful response 
to the Lead Communities p r oject. The large number of applicants 
and the fact that they represent a significant proportion of all 
North American Jews, the variety of the applicant-communities 
and their quality, all offer a great opportunity for implementa­
tion and change, but also place upon us much increased responsi­
bility . 

Seymour and I began reading the proposals and discussed the 
review and selection process. We analyzed some of the issues you 
and I have talked about on Monday and came to the following 
conclusions: 

1. While the planning work is moving along very wel l, the process 
that would insure lay leadership involvement in the Lead Communi­
ties project has not yet been undertaken . 

2. The Commission and the CIJE are both predicated upon the 
assumption that success depends on a high quality joint endeavor 
between professional and lay leadership . Thus, decisions of 
content, of process, of resource allocations have all been the 
result of an ongoing dialogue, mutual and joint learning, and 
full disclosure . I know we are in agreement about this. 

3. As we discussed there is right now a significant lag in lay­
leadership involvement with the review and selection process of 
Lead Communities . I believe neither Mort nor the Lead Communi­
ties Committee or its chair are involved in the decisionmaking 
process. Yet it is to them that we will turn for the key deci ­
sions on implementation. 

4. We know that this lag is the result of changes and an emerg­
ing-but-not-yet-operative mode of operation. However it is 
immediately urgent to restore the balance and the process. In 
particular: 

a. MLM needs to be consulted on the review process and its impli ­
cations, on the role of the Lead Communities Committee, the 
panels, their chairs , the selection mode and process. 
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b . The chairman of the Lead Communities Committee - Chuck Ratner 
needs to be briefed and consulted, he must be in full knowl­

edgeable agreement with the process BEFORE ANY FURTHER STEP IS 
TAKEN (his role, his committee's role, panels, chairs, conference 
calls, criteria, materials, decisionmaking etc . . . ). 

c. The process needs to be reviewed following these consultations 
and any change must be integrated . 

5. Therefore Seymour and I urge that you put the review process 
immediately on halt until we catch .1rf2 with the above . No further 
materials should be sent to the review panels, before Chuck 
Ratner and Mort Mandel give us their advice and approval, or 
demand possible changes, or additional steps (e . g . consulting all 
members of the review panels) . In particular do not forward the 
community proposals - nor let UAI forward them today . 

6. Time is indeed quite important, and you people have moved the 
work along remarkably fast . But a week's delay (I hope and be­
lieve that it won't be more than that) will not make a major 
difference to the project -- while a short-changed process might 
make the whole difference. 

I will call later today to discuss all of this with you as well 
as next steps - in particular dealing with the Lead Communities 
Committee and its chair, with MLM and with the delays vis-a-vis 
panel members . 

Shulamith, I don' t want to dampe~ the good feeling we all have 
with the wealth of applicants, but believe if we don ' t do the 
above, we may jeopardize the success of the endeavor . 

Best Regards, 



,, 

CIJE WORKSHOP ON LEAD COMMUNITIES 

CLEVELAND, FEBRUARY 4, 1992 

Pa rt i ci pants : Shu 1 ami th El ster, Seymour Fox, Adam Gamoran, Mark 
Gu-rvis, Annette Hochstein, Bar ry Holtz, Ann Klein, Virginia F. 
Levi, Jim Mei r , and J ack Ukeles, 

SF presented an overview of what the community, personnel and the 
content of 1 ead communities should include and this formed the 
backbone and substance of t he day . 
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B. Content 

1. Vision: There is a cumul ative, community-wide definition or 
articulation based on : the mission of Jewish education 
articulated specifically by each constituency, or each 
institution. 

a . Excellence i s aspired to. 

b. Goals are specified by/for each. 

C . Scope. 

d. Minimum standards. 

e. Rationale is made explicit. 

2. Specifics: 

a. Scope -- the scope should include programs in formal and 
informal areas, Israel and age groups. 

Scope wi 11 al so be defined by the proportion of people effected 
by the total project. 

b. Standards: staff education for all will be continuous and 
ongoing. The minimum scope will be defined (weekly?). It will be 
done by high level and qualified trainers. 

c. Application of best practice: Best practices will be applied 
through explicit learning and reinventing process that will go 
from the current place where the best practice takes place to the 
lead community. 

This wi 11 involve understanding what it takes to move one 
(~~ program from one place to another. 

d. Cumulative impact of all the endeavors will be aimed at 
consciously. The purpose is systemic change. 
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The Second Jerusalem  W orkshop of the C U E

Implementing the Recommendations of the 
Commission for Jewish Education in North America:

Documents for Discussion—P repared  by S. Fox and  A. Hochstein 

In troduction

During its initial setting up period the CUE has succeeded in establishing a human, organiza- 
tional, and financial infrastructure that is now ready to launch work on several of the 
recommendations of the Commission. A first workplan and time line were established that in- 
elude the following elements (Exhibit 1):
• Establishing Lead Communities
• Undertaking a “best practices” project
• Drafting a policy paper towards the establishment of a research capability in North

America
• Building community support, including the preparation of a strategic plan
• Developing a masterplan for the training of personnel
• Developing and launching a monitoring, evaluation and feedback program alongside the

implementation work

This paper will deal with Lead Communities. Separate papers will be prepared on each of the 
other elements (forthcoming).

Lead Communities

In the pages that follow we will outline some of the ideas that could guide the CUE’S approach 
to Lead Communities.

1. W hat is a L ead Community?

In its report A Time to Act the Commission on Jewish Education in North America decided on 
the establishment of Lead Communities as a strategy for bringing about significant change and 
improvement in Jewish Education (Exhibit 2). A Lead Community (LC) will be a site—an en- 
tire community or a large part of it —that will undertake a major development and improve- 
ment program of its Jewish education. The program—prepared with the assistance of the
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CUE, will involve the implementation of an action plan in the areas of building the profession 
of Jewish education, mobilizing community support and in programmatic areas such as day- 
schools or Israel experience programs. It will be carefully monitored and evaluated, and feed- 
back will be provided on an ongoing basis.

Several Lead Communities will be established. Communities selected for the program will be 
presented with a menu of projects for the improvement of Jewish education. This menu, 
prepared by the staff of the CUE, will include required programs (e.g., universal in-service 
education; recruiting and involving top lay leadership; maximum use of best practices) as 
well as optional programs (e.g., innovation and experimentation in programmatic areas such 
as day schools, supplementary schools; summer camps; community center programs; Israel ex- 
perience programs). Each LC will prepare and undertake the implementation of a program 
most suited to meet its needs and resources, and likely to have a major impact on the scope 
and quality of Jewish education provided. Each community will negotiate an agreement with 
the CUE, which will specify the programs and projects to be carried out by the community, 
their goals, anticipated outcomes, and the additional resources that will be made available. 
Terms for insuring the standards and scope of the plan will also be spelled out. The agreement 
will specify the support communities will receive from the CUE. A key element in the LC 
plan is the centrality of on-going evaluation of each project and of the whole plan.

Through the LCs, the CUE hopes to implement a large number of experiments in diverse com- 
munities. Each community will make significant choices, while they are being carefully 
guided and assisted. The data collection and analysis effort will be aimed at determining which 
programs and combination of programs are more successful, and which need modification.
The more successful programs will be offered for replication in additional communities, while 
others may be adapted or dropped.

This conception of Lead Communities is based on the following conceptions:

a. Gradual Change: A long-term project is being undertaken. Change will be gradual and 
take place over a period of time.

b. Local Initiative: The initiative for establishing LCs will come from the local community. 
The plan must be locally developed and supported. The key stakeholders must be committed 
to the endeavor. A local planning mechanism (committee) will play the major role in generat- 
ing ideas, designing programs and implementing them. With the help of the CUE, it will be 
possible for local and national forces to work together in designing and field-testing solutions 
to the problems of Jewish education.

c. The CU E’s Role: Facilitating implementation and ensuring continental input. The
CUE, through its staff and consultants will make a critical contribution to the development of 
Lead Communities. (See Item 2a below.)

d. Community and Personnel: Meaningful change requires that those elements most critical 
to improvement be addressed. The Commission has called these “the building blocks of 
Jewish education” or “enabling options.” It decided that without community support for 
Jewish education and dealing with the shortage of qualified personnel, no systemic change is 
likely to occur. All LCs will therefore, deal with these elements. The bulk of the thinking, 
planning, and resources will go to addressing them.
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e. Scope and Quality: In order for a LC’s plan to be valid and effective, it must fulfill two 
conditions:

1. It must be of sufficient scope to have a significant impact on the overall educational picture 
in the community.
2. It must ensure high standards of quality through the input of experts, through planning, 
and evaluation procedures.

f. Evaluation & Feedback-Loop: Through a process of data- collection, and analysis for the 
purposes of monitoring and evaluation the community at large will be able to study and know 
what programs or plans yield positive results. It will also permit the creation of a feedback- 
loop between planning and evaluation activities, and between central and local activities.

g. Environment: The LC should be characterized by an environment of innovation and ex- 
perimentation. Programs should not be limited to existing ideas but rather creativity should be 
encouraged. As ideas are tested they will be carefully monitored and will be subject to critical 
analysis. The combination of openness and creativity with monitoring and accountability is not 
easily accomplished but is vital to the concept of LC.

2. Relationship Between the C U E  and Lead Communities

a. The CUE will offer the following support to Lead Communities:

1. Professional guidance by its staff and consultants

2. Bridge to continental/central resources, such as the Institutions of Higher Jewish Learning, 
JESNA, the JCCA, CJF, the denominations, etc.

3. Facilitation of outside funding—in particular by Foundations

4. Assistance in recruitment of Leadership

5. Ongoing trouble-shooting (for matters of content and of process)

6. Monitoring, evaluation and feedback loop

7. Communication and networking

b. Lead Communities will commit themselves to the following elements:

1. To engage the majority of stakeholders, institutions and programs dealing with education in 
the planning process—across ideological and denominational points of view.

2. To recruit outstanding leadership that will obtain the necessary resources for the implemen- 
tation of the plan.

3. To plan and implement a program that includes the enabling options and that is of a scope 
and standard of quality that will ensure reasonable chance for significant change to occur.

3. The Content:

The core of the development program undertaken by Lead Communities must include the “ena- 
bling options.” These will be required element in each LC program. However, communities 
will choose the programmatic areas through which they wish to address these options.
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a. Required elements:

1. Community Support

Every Lead Community will engage in a major effort at building community support for 
Jewish education. This will range from recruiting top leadership, to affecting the climate in 
the community as regards Jewish education. LCs will need to introduce programs that will 
make Jewish education a high communal priority. Some of these programs will include: new 
and additional approaches to local fund-raising; establishing a Jewish education “lobby,” inter- 
communal networking, developing lay-professional dialogue, setting an agenda for change; 
public relations efforts.

2. Personnel Development:

The community must be willing to implement a plan for recruiting, training, and generally 
building the profession of Jewish education. The plan will affect all elements of Jewish educa- 
tion in the community: formal; informal; pre-service; in-service; teachers; principals; rabbis; 
vocational; a־vocational. It will include developing a feeder system for recruitment; using pre- 
viously underutilized human resources. Salaries and benefits must be improved; new career 
paths developed, empowerment and networking of educators addressed. The CIJE will recom- 
mend the elements of such a program and assist in the planning and implementation as re- 
quested.

b. Program areas

Enabling options are applied in programmatic areas. For example, when we train principals, it 
is for the purpose of bringing about improvement in schools. When supplementary school 
teachers participate in an in-service training program, the school should benefit. The link be- 
tween “enabling” and programmatic options was made clear in the work of the Commission.
It is therefore proposed that each lead community select , as arenas for the implementation of 
enabling options, those program areas most suited to local needs and conditions. These could 
include a variety of formal and informal settings, from day-schools, to summer camps, to 
adult education programs or Israel experience programs.

c. The Role o f the CUE

The CUE will need to be prepared with suggestions as to how LC’s should work in program 
areas. Therefore it will need to build a knowledge base from the very inception of its work. 
The CUE will provide LCs with information and guidance regarding “best practices” (see 
separate paper on “best practices”). For example, when a community chooses to undertake an 
in-service training program for its supplementary school or JCC staff, it win be offered 
several models of successful training programs. The community will be offered the rationale 
behind the success of those programs. They will then be able to either replicate, make use of, 
or develop their own programs, in accordance with the standards of quality set by those 
models.
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d. Outcomes

The Commission on Jewish Education in North America was brought into existence because 
of an expressed concern with “Meaningful Jewish Continuity.” The pluralistic nature of the 
Commission, did not permit it to deal with the goals of Jewish education. However the ques- 
tion of desired outcomes is a major issue, one that has not been addressed and that may yield 
different answers for each ideological or denominational group in the community. The role of 
evaluation in the process of Lead Communities will require that the question of outcomes be 
addressed. Otherwise, evaluation may not yield desired results. How will this be handled? 
Should, for example, each group or institution deal with this individually? (e.g. ask each to 
state what is educationally of importance to them). Should it be a collective endeavor? The 
CUE may have to develop initial hypotheses about the desired outcomes, base its work on 
these and amend them as work progresses.

4. M onitoring, Evaluation and Feedback-loop

The CUE will establish an evaluation project (unit). Its purpose will be three-fold:

1. to carry out ongoing monitoring o f progress in Lead Communities, in order to assist com- 
munity leaders, planners and educators in their daily work. A researcher will be commis- 
sioned and will spend much of his/her time locally, collecting and analyzing data and offering 
it to practitioners for their consideration. The purpose of this process is to improve and cor- 
rect implementation in each LC and between them.

2. to evaluate progress in Lead Communities—assessing, as time goes on, the impact and ef- 
fectiveness of each program, and its suitability for replication elsewhere. Evaluation will be 
conducted in a variety of methods. Data will be collected by the local researcher and also na- 
tionally if applicable. Analysis will be the responsibility of the head of the evaluation team 
with two purposes in mind: 1) To evaluate the effectiveness of individual programs and of the 
Lead Communities themselves as models for change, and, 2) To begin to create indicators and 
a data base that could serve as the basis for an ongoing assessment of the state of Jewish educa- 
tion in North America. This work will contribute to the publication of a periodic “state of 
Jewish education” report as suggested by the Commission.

3. The feedback-loop: findings of monitoring and evaluation activities will be continuously 
channelled to local and central planning activities in order to affect them and act as an ongoing 
corrective. In this manner there will be a rapid exchange of knowledge and mutual influence 
between practice and planning. Findings from the field will require ongoing adaptation of 
plans. These changed plans will in turn, affect implementation and so on.

5. R ecruitm ent and Selection of Lead Comm unities

Several possible ways for the recruitment of LC’s should be considered.

1. Communities, thought to be appropriate could be invited to apply, while a public call-for- 
proposal would also make it possible for any interested communities to become candidates.

2. Another method could be for the CUE to determine criteria for the selection of com- 
munities and encourage only those appearing most suitable to apply as candidates.
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rect implementation in each LC and between them. 

2. to evaluare progress in Lead Communities-assessing, as time goes on, the impact and ef­
fectiveness of each program, and its suitability for replication elsewhere. Evaluation will be 
conducted in a variety of methods. Data will be collected by the local researcher and also na­
tionally if applicable. Analysis will be the responsibility of the head of the evaluation team 
with two purposes in mind: 1) To evaluate the effectiveness of individual programs and of the 
Lead Communities themselves as models for change, and, 2) To begin to create indicators and 
a data base that could serve as the basis for an ongoing assessment of the state ofJewish educa­
tion in North America. This work will contribute to the publication of a periodic "'state of 
Jewish education" report as suggested by the Commission. 

3. The feedback-loop: findings of monitoring and evaluation activities will be continuously 
channelled to local and central planning activities in order to affect them and act as an ongoing 
corrective. In this manner there will be a rapid exchange of knowledge and mutual influence 
between practice and planning. Findings from the field will require ongoing .acaptation of 
plans. These changed plans will in turn, affect implementation and so on. 

5 . Recruitment and Selection of Lead Communities 

Several possible ways for the recruitment of LC's should be considered. 

1. Communities, thought to be appropriate could be invited to apply, while a public call-for­
proposal would also make it possible for any interested communities to become candid.ates. 

2. Another method could be for the CUE to determine criteria for the selection of com­
munities and encourage only those appearing most suitable to apply as candidates. 

5 



As part of the application process for participation, candidate communities will be invited to 
undertake an organizational process that would lead to:

a. The recruitment of a strong community leader(s) to take charge of the process and to engage 
others to assist in the task.

b. Establishing a steering committee/commission to guide the process including most or all 
educational institutions in the community.

c. Conducting a self-study that will map the local state of Jewish education, identifying current 
needs and detailing resources.

d. Engaging a professional planning team for the process.

Some or all of these elements may already exist in several communities.

A side benefit from such a process would be community-wide publicity regarding the work of 
the CUE and the beginning of a response to the expectations that have been created.

Criteria for the selection of Lead communities were discussed at the January Workshop and at 
the March meeting of Senior Policy Advisors (Exhibit 3). They must now be refined and final- 
ized.

* * * * *

We hope that this document will help us in our discussions at the seminar. It is meant to be 
modified, corrected and changed. In addition we will need to consider some of the following 
issues:

1. How will the CUE gear itself up for work with the LC? In particular it will have to recruit 
staff to undertake the following:

a. Community relations and community development capability

b. Best Practices

c. Planning; research; monitoring, evaluation and feedback loop (a research unit?)

d. Overall strategies for development (e.g. plan for the training of educators; development of 
community support).

e. Development of financial resources—including work with foundations, federations and 
individuals.

2. How many Lead Communities can be launched simultaneously? This will require a careful 
consideration of resources needed and available.

3. What are the stages for establishing an LC, from selection, to planning, to undertaking 
first programs and activities.
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in: E s t a b l i s h i n g  L e a d  C o m m u n itie s  

M any of the activities described above for the bu ild ing  of a pro- 

fession of Jew ish educators and che development of com m unity  

support w ill take place on a continental level. H ow ever, the 

plan also calls for intensified local efforts. י • .

.Local Laboratories for Jewish Education

Three to five m odel com m unities w ill be established to dem on- 

strace w hat can happen when there is an infusion of outstanding 

personnel into the educational system, when the im portance of 

Jew ish education is recognized by the com m unity and its lead- 

ership, and w hen the necessary funds are secured to m eet addi- 

tionai costs.

These m odels, called “Lead C om m unities,” w ill p rovide a 

leadership function for other com m unities th ro u g h o u t N o rth  

America. Their purpose is to serve as laboratories in which to dis- 

cover the educational practices and policies that work best. They 

will function as the testing places for “best practices” —  exem- 

plary or excellent program s —  in all fields of Jew ish education.

Each of the Lead Com m unities w ill engage in the process of 

redesigning and im proving the delivery of Jew ish  education 

through a w ide array of intensive program s.
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Ill: ESTABUSHlNG LE.\D COMMUNiTIES 

lvfany of the activities described above for che building of a pro­
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plan also calls for intensified local efforcs. 

Local Laboratories for Jewish Education 

Three co five model communities will be es-:ablished co demon­

strate whac can happen when there is an infusion of outstanding 

personnel inco the educacional system, when che importance of 

Jewish education is recognized by the communicy and its lead­

ership, and when the necessary funds are secured co meet addi­

tional coses. 
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leadership function for ocher communities rhroughouc Non:h 

America. Their purpose is co serve as laboratories in which co dis­
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redesigning and improving the delivery of Jewish education 

through a wide array of intensive programs. 
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A 1 i me  To A c t

Selection of Lead Communities

Fundam ental to the success of the Lead Com m unities w ill be

the com m itm ent of the com m unity and its key stakeholders to !

this endeavor. The comm unity m ust be w illing to set high edu-

cational standards, raise additional funding for education, involve

all or m ost o f its educational institu tions in the program , and j

thereby becom e a m odel for the rest o f the country. Because

the initiative w ill come from the com m unity  itself, this w ill be.

a “b o tto m -u p ” rather than a “top-dow n” effort.

A num ber of cities have already expressed their interest, and 

these and o ther cities will be considered. The goal w ill be to 

choose those th a t provide the strongest prospects for success.

A n analysis w ill be made of the different comm unities that have 

offered to participate in the program , and criteria will be devel- 

oped for the  selection of the sites.

Once the Lead Com munities are selected, a public announce- 

m en t w ill be m ade so that the Jew ish  com m unity  as a w hole 

w ill know the program  is under way.

Getting Started

Lead C om m unities may in itiate the ir program s by creating a 

local p lanning com m ittee consisting of the  leaders of the orga- 

nized Jewish comm unity, rabbis, educators, and lay leaders in all 

the  organizations involved in Jew ish  education. They w ould 

prepare a report on the state of Jew ish education in their com - 

m unity . BaLsed on their find ings, a p lan  of action w ould  be 

developed th a t addresses the specific educational needs o f the 

com m unity, includ ing  recom m endations for new program s.
1
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A TIME To Acr 

Selection of Lead Communities 

Fundamencal to the success of che Lead Communities will be 

che commitment of che community and ics key stakeholders co 

this endeavor. The communiry must be willing to set high edu­

cational standards, n.ise additional funding for education, involve 

all or most of ics educational instirutions in che program, and 

thereby become a model for the rest of the country. Because 

t~~ initiative will come from che community itself, chis will be. 

a "bottom-up" rather chan a " cop-down" effort. 

A number of cities have already expressed their inceresc, and 

these and ocher cities will be considered. The goal will be to 

choose chose chat provide the strongest prospects for success. 

An analysis will be made of the different communities thac have 

offered co participate in the program, and criteria will be devel­

oped for che selection of the si tes. 

Once the Lead Communities are selected, a public announce­

ment will be made so that the Jewish comm uni cy as a whole 

will know che program is under way. 

Getting Started 

Lead Communities may iniciace their programs by creating a 

local planning committee consisting of the leaders of che orga­

nized Jewish community, rabbis, educacors, and lay leaders in all 

the organizations involved in Jewish education. They would 

prepare a report on che State of J ewish education in their com­

municy. Based on their findings, a plan of act ion would be 

developed chat addresses the specific educational needs of the 

community, including recommendations for new programs. 
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A  B l u e p r i n t  f o r  t h e  F u t u r e

An inventory of best educational practices in N orth  Am erica 

w ould be prepared as a guide to Lead Com m unities (and even- 

tually  m ade available to the Jew ish  com m unity  as a w hole). 

Each local school, com m unity center, sum m er camp, youth pro- 

gram , and Israel experience program  in the Lead C om m unities 

w ould  be encouraged to select elem ents from  this inventory. 

A fter deciding w hich of the best practices they m igh t adopt, 

the com m unity  w ould develop the appropriate  tra in ing  p ro- 

gram  so that these could be introduced in to  the relevant insti- 

tu tions. An im p o rtan t function  of the local p lann ing  g roup  

would be to m onitor and evaluate these innovations and to study 

their im pact.

The Lead C om m unities w ill be a m ajor testing ground for 

the new sources of personnel that will be developed. They w ill 

be a prim e target for those participating in the Fellows program  

as well as the Jew ish Education Corps. In  fact, while other com- 

m unities around the country w ill reap the benefits of these pro- 

gram s, the positive effects w ill be m ost apparent in the Lead 

Com m unities.

The injection of new personnel into a Lead C om m unity w ill 

be m ade for several purposes: to in troduce new program s; to 

offer new services, such as ad u lt and family education; and to 

provide experts in areas such as the teaching of Hebrew , the 

Bible, and Jewish history.

Thus Lead Com m unities w ill serve as p ilo t programs for con- 

tinen tal efforts in the  areas of recruitm ent, the im provem ent of 

salaries and benefits, the developm ent of ladders of advance- 

m ent, and generally in the build ing  of a profession.

6 9
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Exhibit 3

C rite ria  fo r the Selection of Lead C om m unities 

Senior Policy Advisors

W h a t C rite ria  Should be Used in  Selecting Lead C om m unities?

The following criteria will be considered in selecting lead communities:

a. City size

b. Geographic location

c. Lay leadership commitment

d. The existence of a planning process

e. Financial stability

f. Availability of academic resources

g. Strength of existing institutions

h. Presence of some strong professional leadership

i. Willingness of community to take over process and cany it forward 

j. Replicability

k. Commitment to coalition building (synergism)

1. Commitment to innovation

m. Commitment to a “seamless approach,” involving all ages, formal and informal education

n. Commitment to the notion of Clal Yisrael—willingness to involve all segments of the 
community

0. Agreement with the importance of creating fundamental reform, not just incremental change

Criteria for the Selection of Lead Communities 

Senior Policy Advisors 
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The following criteria will be considered in selecting lead communities: 

a. City size 

b. Geographic location 

c. Lay leadership commitment 
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i. Willingness of community to take over process and carry it forward 
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m. Commitment to a "seamless approach," involving all ages , formal and informal education 

n. Commitment to the notion of Clal Yzsrael-willingness to involve all segments of the 
community 

o. Agreement with the importance of creating fundamental reform, not just incremental change 



C rite ria  fo r the Selection of LC s

Ja n u a ry  1991 W orkshop

Possible considerations in selection process:

1. City size

2. Geographical location

3. Lay leadership commitment

4. Planning process underway

5. Financial stability

6. Availability of academic resources

7. Strength of existing institutions

8. Presence of some strong professional leadership

9. Willingness of community to take over process and carry it forward after the initial period

In general, there was difficulty in conceptualizing a clear set of criteria for choosing lead 
communities—and in deciding among the goals of replicability/demonstrability/models of 
excellence. What emerged from this discussion was consensus on the idea of differentiated 
criteria: different communities might be chosen for different reasons. On the other hand, we 
clearly cannot afford to fail: however we choose candidates, we must be convinced that 
between the community’s resources and our own, success is likely.

-.. 

Criteria for the Selection of LCs 

January 1991 Workshop 

Possible considerations in selection process: 

1. City size 

2. Geographical location 

3. Lay leadership commitment 

4. Planning process underway 

5. Financial stability 

6. Availability of academic resources 

7. Strength of existing institutions 

8. Presence of some strong professional leadership 

9. Willingness of community to take over process and carry it forward after the initial period 

In general, there was difficulty in conceptualizing a clear set of criteria for choosing lead 
communities-and in deciding among the goals of replicability/demonstrability/models of 
excellence. What emerged from this discussion was consensus on the idea of differentiated 
criteria: different communities might be chosen for different reasons. On the other hand, we 
clearly cannot afford to fail: however we choose candidates, we must be convinced that 
between the community's resources and our own, success is likely. 
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C. 

1. 

2. 

3. 

4. 

5. 

6. 

Personnel 

New people 

New positions 
a. Career ladder must be horizontal as we 11 as vertical 

Thoughtful improved conditions 

Ongoing educatton for staff 
a. Lead community -- targeted game plan 

Recruitment strategies 

Positing training institutions and other national resources 

7. Implementation must take into account understanding, 
motivation and ability 

8. Empowerment /involvement of front-1 ine educators in the 
process 
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A. Community 

The following elements should characterize what is involved i n 
what we call the community component of the lead community: 

1. Understanding 

2. The communities identified and engaged and knowledgeable as 
well as articulate about the project. 

In addition, i~ has 1) a champion, 2) a leadership group, 3) 
a wa 11-to-wa 11 process. 

Where the different ideologies or points of view are 
represented. 

3. Increased local funding for Jewish education 

4. Ongoing advocacy (community-at-large) 

5. There is a local CIJE (implementation mechanism) with a 
professional head 

6. There are local and continental joint planning and joint 
activities 

7. There is effective governance and effective governance 
structure in place (centralized or de-centralized) 

8 . There is an ongoing public debate on educational 
( ferment or w h at we ca 11 i n Hebrew II t es i s a 11 

• 

issues 
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CONTENT 

Vision - cumulative dGfinition based on; 

- the miss~nn of Jewish education for each c onstituency 
- articulated 
- specifically 

- excellence n~pired to 
- go~ls specified ~y/for e ~ch 
- scope 
- minimum standnrds 
- rationalA m~de ~xpJj cit 



SPECIFIC (CONT~ 

SCOPE 

formal 
informal 
Israel 
age Group 
proportion of pQopl~ affectod 

STANDARDS 

continuous - ongojng 
staff education of minimal scope (weekly?)~~ high leve l 

qu;:~l tr i~d trainers 
b~Rt practices applied through explicit l~~rnjng and 

reinvent ing process 
oumulative impact aimed at consciously? 



COMMUNITY 

understanding 
jdentified a~d Gngaged and knowledgeabl e 

- JP.adership group 
- champion 
- waJl"to- wall (ida ologicc represented) 

incranRed (local) funding 
ongoing advocacy (community at lnrqe) 
local 11CI3E 11 (implementati on mechanism) with professional 
head 
local nnrt continental joint planning and act iviLy 
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*Effact1vP. Governanc~ Structure in place centralized or 
decentr:-\lize.d 

*PubJic debate on Qducational i~sues 

PERSONNEL 

-new people 
- new positions 

- cnreer ladders must be horizontal as well as verli~al 
- thouqhtful, improved conci 'I. t.ions 
- ongning education f or ntaff 

- L . C. - targatP.d ~am~ pl~n 
recruitment strnte~iec 
posi tionj ng training ins ti tuto and ot..11~.c natio1,al 
resources 
implement~~\on must takQ into account understanding, 
mot~vation and abiljty 
e mpowe rment - involvement of front line educators in 
procei:;~ 


