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May 17, 1992

Dear Seymour,

Re: Our rele and tasks » "-h the CIJE “rom now to Dece ° 1¢7 3.

Fol” »wing this morning's lovely conversation here are sone ele-
ments for our discussion on a winner's scenario for "us and the
CIJEY", 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 con the development of tests, outcomes,
standards, etc...

4. A financing program is established, including congoing work

v foun tio and major communal organizations, and involwving
an i1nitial grant to the communities selected as well as the
fi " er :© opt at c1 ting a "pot" for tt pro- :t.

5. A community planner facilitates the planning and implementa-
tion process in and acress 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. CILJE staff convenes and staffs the Board and Board communi-
ties.

8. A communications program is established.

* k % ok ok * Kk * F kx



Under such circumstances 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-input ~- as it 1is
popped-up or created through the institute's hard labors.

NOW TO SEPTEMBER 1992
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 guali-
ty)
2. Design the first year of Lead Communities:

a. How they plan (process and staffing)

b. What they plan (content)

c. Self-study and needs assessment

d. Develop proposed S5-year program

e. Detailed plans for pilot project/s

f. Link
3. Design and outline the joint CIJE-Lead Communities planning
seminar.

Much of the above needs to be deone BEFORE September 1992
x * * * * * * * %
SEPTEMBER 1992-AUGUST 1993
a. Follow-up on all consultants' work (1-8)
b. Run/participate in first CIJE-LC seminar
¢. Ongoing feedback re-documents and products

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

The Best Practices Project
Progress Report and Plans for 1992-93
Barry W. Holtz

Introduction

In describing its "blueprint for the future," A Time 1o 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 CIJE, 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 parricular 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.

he Best ices Project as v

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 suck 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 cenducted 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.

We have come to refer to each of the different areas as a “division," in the business sense of
the word. (..uas 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 o talk about best practice in the area and to help develop the criteria for assessing
"success”; Phase 2 {s 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,
particularly 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; ¢} as the director of the project, it was
the area in which L had the most experience and best seinse uf whivin T could tumn 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 reports (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 abourt 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 [ 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 teari of report writers. The 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 s
pul *  together a group of JCCA staff and in-the-field practitioners to develop the Phase 1
“guidelines” 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) wilt be
assembled to do the actual write-ups,

Finally, a fourth area-- best practices in the Israel Experience-- has been taunched thanks
to the work of the CRB Foundation. The Foundation has funded a report on success in
Israe] Experience programming which was written by Dr. Steven M, Cohen and Ms. Susan
Wall. The CLJE 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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Ne eps: 1992-1993 r
New Areas

As mentioned above, we should have reports of the Early Childhood division completed in
the early fall. The YCC 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 planina
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
weil 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 excellenze and not for its over all
“goodness." 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.

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 supplementary 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 1o 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 schoals, we sent 2 letter 1o all the
members of the Senior Policy Advisers asking for their suggestions. In addition, we worked
with Dr. Eliot Spack, Executive Director of CAJE, 10 send a similar letter 10 "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 this 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 Comununity 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 Communities: 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 coming 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 ir. the Lead Communrities. The
challenge this year is 1o develop the method by which the Lead Community planners and
educators can learn from the best practices that we have documented and begin to0
introduce adaptations of those ideas into their own communities. This can occur through a

wide range of activities including: site visits by Lead Community planners to observe best
practices in action; visits by best practices practitioners to the I pad Communities:

workshops with educators in the Lead Communities, ete. 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 CLJE staff.

From Best Practice to New Practice

On other occasions we have spoken about the need to go beyond best practices in order to0
develop new ideas in Jewish education. At times we have referred to this as the
"department of dreams.” We believe that two different bu: related matters are involved
here: first, all the new ideas in Jewish education that the energy of the CI™™ 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. Itis 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 iinagining
innovative new plans and projects for Jewish educational change.
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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. Michaet Zeldin (HUC-LA)

Additional Consultants:

Dr. Isa Aron (HUC-Los Angeles)
Ms. Gail Dorph (University Of Judaism, Los Angeles)
Dr. Samuel Heilman (Queezns 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 Rotenberg (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. S

Date §-4-94

=

Name of the School_r 7 n 8 _greant

Address 3329 Ridge Rd. _

(""11ﬂr'r‘ni'l"‘tm_‘mhi1 .:!ﬂQdﬁB‘iﬁ —
Contact Person at School:’
and his or her
Positiom: __Pi rpr-hor nf Foiecetdpm

Approximate Number of Students _365 (X - 8) s 9¢h-12th part of
From ages _avesto 14715 yrs Commumi ty Refarmm H.S..

Number of Teachens: __ 31 ptus 23 Madlrikdnim

Approximate budget (if available) _ $175, Q0O

What particular emphases of this school axe worth notimg
(e.8. Hebrew foeus; teacher education emphasis; rabbi-schoel relatiomship,

etey Many areas as seeh im the repeort. :ebut note
how the sehoel participates im the Life of
the econgrsgation
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Report
Beat Practice in the Supplementary Schoel

Isaac M. Wise Temple Religious School
Cinciinnati, Ohio

There is learning goimg on in the Wise Temple Religious Scheol. There is excitement
in the classrooms and the hallways. The school is a vital presemce in the

compregation and the community. This school can be counted as one of the 'best
practice’’ schools,

The gusls off the Wise Temple Religious School are taken directly from tihe natiomal
gualls articulated by the Union of American Hebrew Congregation’s Joint Commission
am Jewish Education. Several years ago the Education Committee of the Temple
adopted these goals as part of a curriculum review. The goals were them rafified by
the Bamrd of Trustees offthe comgregation. Though only part of the curriculuwm of the
school comes from the UAHC, the entire program is founded on these goals.

Each year the school publishes a Parent Hamdlhook that is distributed to each fammifly.
Promiment 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 childrem im the
school, but form a life long learning agenda for all congregants.

The school seeks to syeate Jews who actively and knowledgeably participate in the
life offthe synagogue and the Jewish commmunity. Since this is not achieved im one’s
youth, but as an adult, it is difficult to measure. It may even be too early twm measumre
iff we are to look solely at the children. But some thimgs clearly can be seem.

In many areas efinvolvexment there is a marked inerease in participation by studemnts
firom the school if one looks at the data over a period of several years. Durimg the
past fiew years the numbers of student3 attending UAHC summer camping programs
greatly inereased. The number of students participatimg in Isreel experienwes, UAHC
and oher progFams, Fises each year. The B'nai Mitzvah Program, a very extensive
SORYRLIY action eurrieulum, gels stronger and stionger. The Temple Youih Group
is very large and active and because of demand a Jumior Youth Group, called the
Wise Gutys, 1§ vigerous. Mest impressive s that thete are virtually NQ drop outs
after Bar/Bat Mitzvah until at least through 10th grade. This year’s 12th grade elass
will graduate wikh twe-thirds of the eriginal religious scheol elass. (The scheol keeps
Yery acourate records comesrning whe registers and who dees not each year.)

In a gosl area where it may be mere diffieult to "see” the inerease in invelvement, the
schoel attempts to medel that behavier during sehool time. Tfilet are am example.

The school new has T'Hlah every week in sehoel 5o the students ean preriite Jvwvish
life behaviess.



Omne of the strongest aspect of this school is how it participates in the life of the
aamgregation. Wise Temple as a comgregation has a core value of responding to the
sociial issues facing Cimcimmati and beyond. The school is a full partmer in amy
response. For example, the comgregation is part of a coalition called the Interfaitih
Hospittality 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
osts are placed. The children made curtains for the rooms. They make cards of
welcome to put on each cot. They even made shlach manot durimg Purim for these
people needing shelter.

The students esillect all kinds of supplies, from tooth brushes and paste te mops amd
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 comgregants with over 33 social service needs
projects in the commmunity, Last year over 600 comgregants participated along with
cihilldiren 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 comtaining articles from

the world of Jewish education, secular education, Judzica 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 Patents. Even the

lgzilfwayﬁ dafe covared....with letters thanking the students for tzedakah projeets they
ormed.

There is a weonderful feeling in the seheel. Yes, there are diseipline problems at
times. Usually in the upper grades. But the "trouble makers” tend to cause preblems
in emly small ways. Talking tee mueh when it is quiet time, for example., Net
listening to the teacher is another. Yet the school has a policy of REWARDING
pesitive behavier. Each semester teachers select students in their class who exhibit
"ssireet” behavier. There is a speeifie list of eriteria for the teachers to follow.
Students reeeiving this reward are ealled a Class Aet. They have their mames
published and they reeeive ice eream eertificates, or movie passes, and a eertifieate
off Fecogmition.

Overall, the diseipline philesephy and pelicies of the seheol are adwmirehlie. Parents
are semt a full deseriptien of the behavier philesophy, diseipline pelicies, and the
Cllass Aet Progeam at the beginning of the year. Post eards are sent home after each
dlass session if needed. These cards range from the "We missed you hope yeu ake
ckay” to " ¥ou should knew that your sew/diaughter was wenderful in elass today”.
The schoel alse keeps exact reeords regarding referraly of students to the effiee and
&aidacts wikh parents when required.
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Affier analyzing the systemic issues in the school one is a bit overwhelmed by Wise
Temple Religions School’s efforts to be a "goed” school. They are committed alse t¢
improvement and growth. And they are aware that a status quo really does not exist.

The teaching staff at Wise Temple Religious School most certainly is the heart of the
program. There are thirty-one paid teachers and 28 madrikhim. It should be noted
here that the school includes grades preK through 8 with grades @ to 12 as part of
the commmumiity sponsored Cincinnati Reform Jewish High School. The Educators and
the Rabbis are cemtrally involved in the high school program.

Approximately 40% of the teachers at Wise are congregants, 30% rabbimic students
from Hebrew Union College, 109% are students at the University of Cincinnati, and
20% are from the gemeral Jewish conmmmunity. More than half of the staff are
veterans off 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 Judmica/Hebraica to the schosl. 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 learmimg
oppartunities offiered by the school, Temple, and the BJE/Community. Faculty
meetings are regularly dedicated to enhamcing the Jewish knowledge of the staff and
theirre teaching skills,

The teaching styles of the veteran teachers are very rooted in imformal educational
methods, All the classes have a strong discussion compoment, 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 Kindergartem. This Open Room has
been goimg for 16 years! There are 5 teachers, 3 madrikhim, and a music specialist.
There are about 62 chilldren in the Room. The staff is expert at managing and
teaching such a program. The other area is Cooperative Learming. 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
comming into the scheol. She uses those times to help them prepare for the school
year, whether they require eurrleulum support, administrative assistamwe, or the like.
1t is alse a chanee to begin to ease the neweomer into the culture of the scheool.

The Temple itself has a fine resource that must be noted for its importanze to the
school ... its library, The library has over 16,000 volumes! It must be one of the
largest synagegue librarles in the country. There is a very kmowledgeable librariam
whe is ea site almest full time and assists teachers, and students, with their research
needs,



As stated earlier, the curriculum of the school begins with the national curriculum
offthe UAHC. This is followed through grade 4 and then the curriculum is a straight
subject matter corriculum. The course work is enriched with special areas such as
music and art. Parents and teachers receive a fully written out copy of the
curriculum so they can see the course off study as a whole.

Every grade level has one major project each year that relates to their area of studly.
This project usually culminates with a large program, frequently including parenits.
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
com@regants to nominate members of the comgregation who perform(edj such acts amd
the class voted to whom the awards should go. Another grade studied Shabbat and
culmimated with a Family Day on Shabbat.

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

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

Materials used in the school, both print and non-print, come from about every souice
possible. All the major denomimational and non-denomimational publishers are
represented. The Educator is commiitted 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 assessment before they
move to the next level. The other cllasses are not tested in a traditional manmes. Yet
looking at the projects of each of the grade levels, looking at the programs in which
they participate, and taking inte accowunt the overall level of participation im Temple
life, it does seem that learning is going on.

The school does send home report cards twiee per year. Called Progress Reports, the
teachers relate the student’s achievements in class direetly to the objectives of that
particular ellass in three areas..acadennic, hebrew, and eitizenship. Most importamitly,
the teachers have to write a narrative commment about the student so the parents
have a comfext 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.



In-service traiming for the staffis 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
comsultants several times a year to work with the staff. In fact this past year the
teachers attended three workshops at the Temple, one on copperative learmimg, one
on children and death, and another on legal issues and teachimg.

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

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

Ovwerall 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 comsulted, no staff member or comgregant 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 Prineipal’s Couneil 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 commected with the school had a low self image, as did the entire schoel
"systemn”, Sinece that time the school is on a meteorie rise with ne limits in sight.
There are areas to work on, to improve, But people are saying "how do we get thesie”,
"wihen do we get there”, not "we're satisfied; it’s not importamt’.
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June 4, 1992 13130 $91-1075

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, Cincinmati, Ohio, I want to add some
thoughts regarding the large percentage of students who remain in
the program after bar-bat mitzwval.

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

Clearly there is a trxadition in this congregation for post b'nai
mitzvah schooling. It may be a historical reasom, since the early
Reform congregations frowned on bar mitzvah and tried to replace
it with Confirmation in 9th grade. This congregatiam, founded by
the "father™ of Reform in the U.S., %o 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 Confirmatiom.

Add to the expectation of "at least 10th grade™ the fact of the
Cincinnati Reform Jewish High Schoeol. This program, ten years
old, is zun jointly by five congregatioms.. It meets for three
hours per week on Sunday evenings. All 9th-12th graders of those
congregations are eligible to attemdl,, and over 200 do! The High
Scheool is the meeting place for a large segment of Jewish teens
in this city. A report on the High Schcol 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 mitzwvalh.

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,
inveolvement, practiee, and actiom. Thera tco is the expectationm
of further Jewish educatiom.
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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. Agaim, 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
facter is a very powerful one in keeping students in school post
b’nai mitzwvath.,

T must report that the b'nai mitzvah program itself is probably a
tactor. The students spend a year working with a private tutor on
their Torah and Kaftorah readitng. 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.

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

Sincerely,,

A

Rabbi Samuel K, Joseplh, PhD
Professor of Jewish Education



ez Banty,

At 1ast. Emdlosed you will fiimd twe "best practice” reperts, twe
colllections of mztierials from the schools visiteadl, and receipts for travel
SXpenses.

Both the experiences of visiting B'nal Keshet and Chisuk Amné and
the process of writimg up the repotts have been enjoyable. | do want {6
share with you a couple of reflecticons. First, the act of visitihryobkseruiing
has an “interventional” aspect to it. Stuart Selitzer talked to meé about how
my observations of and interviews with teachers affected them
pasditively; he chamacterized the encoumiters as "a shot tn the arm.” In some
situations of "shmusing” | suspect that | also may have given some helpful
adivice or conveyed a useful idea or twa.

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 intriggues me. The quellity of their programs and the tenor of the
institutiooms is impantantly affected by orgamizzattiomsl/structural
decisions. You or | might nammally be quicker to look for comtent and
meaming, in fact, decisions about the structure of each orgamizatiam, about
who is in charge of what and how many hours of particiipatioom are required
thave had sigmificant impact on the queility of programmiing. (Maybe tihe
orgzmizational development people wilk inhaTit the eartih after all.)

it really has been fum. Let's talk soon. Please give Sophia, Elan, and
Begthamie my love,

As ever,

faky

Kathy
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Cisuk Amuno Camgregation does many thimgs very well. 1t 1§ Both
numeegticallly and piwssically a large Institutioon, a Consnalive synagegué of
between 1,200 to 1,300 member families, housed in a sprawlimg buildling
at an expressway exiit in suburban Baitimore. Ky primary contact persen
and informiant at Omisuk Amuno was Rabbi Stuant Seltzer, a graduats of the
Jewish Theological Seminary, and for the 1ast four years the director of
the synagogue's religious school.

Reipbi Selitzer chemacterized Chisuk Amuno as an umbirella which
reaches over four separate, albeit not automous schools, each with its owm

programs and staffs

=Schools Within A Schawil-

First, let us briefly look at the four schools, their programs, and staffis.
Dr. Pawl Schmzider serves as edutaitional director, placimg him in a
supEvisory pesition above Rabbi Selitzer; Dr. Schneider is also primciipal of
Chisuk Amuno's Solomon Scheciitter Day School. The day school for chilidirem
from K through 8 began 10 years ago witth 117 childirem and currently has an
emmoliment of 342, of whom 40-40% are childirem of Chisuk Amuno
rmembers. Rebbi Joel Zaiman, the senior rabbi of the synagogue, explaimed
that he worked for the establisihment of the school as a strategy to infuse
what he perceived as an aging and faiteriing congregation withh young
people and new activity.

While Dr, Schmeider believes that 20-25% of the SSDS students come
from other congreggitions and perhaps 30-35% are not affilabat], the schoof
is suhsitiireri by Ohisuk Amuna Twitiom 18 under $5.000 ner year, and a



spring triip for graduating 8th graders to Israel was fimanced inm such a
manner as in insure that no chilid was deptived of the oppantumity to go for
fimancial reasons. The Solomon Schediiter Day School's PTA is represented
on a PTA Counil along with represemtatives of other Chisuk Amuno
schools. Dr, Schmeider runs a “Middle School Minyan™ which meets twiice a
momth in the synagogue and is only for childrem. Rabbi Seltzer and Rabbi
Za@iman each teach courses in the SSDS. Thus human and adimimiistra tive
integration of the school withim the larger Chuisk Amuno structure is
apparrent. Professionals (such as Retiibis Selitzer and Zaiman) are visiible
withim the school and can be effected by their own experiences of contact

with students, faculty, staff and parents.
~The Religious Sohawil-

Teachers employed by SSDS also teach in tie religicus school,

which maintains classes for grades K through 7. While the total religius
school emrollment is 388, class meetimg times vary in duratiem and

schedule slots. Kindergarteners and first graders only attemd classes on
Sumdays. 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 withh double emroliment over its
first year, 26 religicws school students in grades 5, 6, and 7 have elected
to attend school for two addiitional hours each Sunday. Students follow the
reguiar curricuiwem of the six hour program but are the bemefficiaries of
special programming in the additional twe hours. Classes in Torah

e



eanttiUation and Ziohism have been offered, and the question of possibly
wsing the adititional time to develop an enhanced Hebrew language tract
hes been raised.

Is. Rita Plaut, who directs this voluntary "enrichment program” is
vesty [roud att hawing received a grant for next year to fund a liffe history
wrmiit. fin thia umiit @ goriatric cocial worker will traim students im
iinterviewinmg technigques; children will collect information fram residents
off am instfitution for the elderly; a professional writer will help childirem
translate theiir interview data into a play; and fimally tihe childirem w illl
penform theiir play for their elderly infermants. The childirem will also
study traditimnal Jewish texts retated to issues of growiing older.

fFar the last four years Rabbi Jim Rosen, Chuisuk Amuno's
aistant rabbi, has directed a Hielhrew bhigh school program, where alumni
of the religious school and SSDS can meet. A typical activity which draws
ahboutt 100 teenagers is a momithly, Tuesday, social dinner meetimg. Umiil
the @nd of this school year (1992) more serious religjiaus schook graduates
were @ncouraged to attend a three session a week BJE program and come to
attamurah study session at Ghiisuk Amno on Tuesday nights. SSDS alumni
were emcsuraged to participate In a similar BJE strueture, By enrollimg im
amy Tuesday eveming youth program at Chisuk Amne a student
aulomatically hecomes a member of USY, A special studenti/faculty
cormmittee called “Lift" s respensible for social programming, A
struetural problem oF ehgllenge for Chisuk Amne is that eighth graders
whe are slready gradustes of the religious sehoel may seek out youth
@roups separate from the eighth graders whe are stilll students in the
Swlemen Seheatrier Sehest.



Ime MOIOWING Structure and system fui auuuiiiftlidiingod fifering imtercots
on the parrt of students has been designed for next year. Students wie
chose may attemd a weekly, one evening {Tuesday) high school program.
Wiithin this program there are two tracks. They may opt for tie "bet
midrash/' which 1s text oriented; lead by Chisuk Amno rabbls; has
homeswork, grades, and required attsmndiance. Ot they may decide to attfend
the "Hiawwurah® which is centered around discussiom. Alumni of Solomorn
Sameatitter Day School or serious graduates of the religjtows school may
elect to attend Baitimore's Judaic Academy for two evenings a week and
the “bet midrash” at Chisuk Amno on Tuesdays. The reliigiows school and
S5DS graduates will be placed in different classes at the Judaic Academy,
lbecause of the variation in their levels of Hebrew language skilli. All
panticipates of Tuesday evening programs wilk aisao be invited to the

monthly soeial dinner. Co for, beeawoe of the age of the Selemen Sehoshtor
Day School, there have omly been twao graduating clkesses. To date very few
graduates have gone on to day schools, thus sending member chilidiren back
into the pool & Chisuk Amno young people.

-Pre=Schol-

Angther "school withiim a school" is the pre-school, which is
cmectea Dy NS, Saney Lever. Approximately zou umiumeh aueiv e

pre-school. The pre-school accepts children as young as twe 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 for a class for chilldrem

r. o4 loe



molt quite ready to emter Schecthter's kindergartem. interestimgly, parents of
pre=school graduates who do not Inténd to send their childiren to SSDS tend
to resist sending theiir children to Chisuk Amno's kindergartem, chosing to
emmll them In the religiows school for first grade. Their reasoning 3ccma
to be to allow their children more tifme for transititom to "regular” school
kindergarten, feelimg also that the children have received a lot during their
Teesstiool years.

-family Edlucation=

Ms. Menietta Jaffe, a graduate of Brandesis- Harenstein program and
& teacher withim the religilous school, directs three family education
comdiinators who began working with kindergartem and first graders and
thoir familioe but hepo te expand thoir work upward through the gradee.
The curricufwm for sessions with parents is desigmed to support what is
meppeEming in children's classes. The rich resources of Chisuk Amno are
reflected in some of the matierials designed for a recent family education
event. Cftildren were learning about their Herew names. One of Chisuk
Amno’s three on stafff art teachers designed and calliggemired special birth
certificzdiess. Paremts were supplied with xeroxes of perpetual calendars t@
look wp their children’s Hethrew birtihh dates and filll in tihe birtin
centificcdees. Later parents received mailings of suggested strategies for
celepratimg Jewish birtindays in educattionzily enrichimg ways.

Ms, Jaffe explained the bemfits of such programs: a way of

informiing parents what is happening in class; educatimg parents
themselves; public relatioms for the school witinim the entire syragegue.

F.r/ 1>
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There are a numiber of frameworks w ithim which chilkdfem ficnen
the religious school and from Solomon Scheihter can interact. Graduatés
of either school can earn $5 an hour working as tuters, helping the canter
in the "Heazam's Program.” To quelify for this panticular program students
mustt demgTstirate camtorial proficieancy. Relligious school aldes are aiss
paid $5 and are required to keep journals destribimg their work witth
younger children. According to Jane Raohel, a ninth grader who works as a
religious school aide and attemded SSDS, the $5 an hour pay represents an
impartant incemtive, giving the program a filrmer faundation than if she
and ther friends served as volunteers, Next year 10 young people have
commiitted themselves to attendimg a two hour a month education course
as welll as combined study in the Judaic Academy and Chisuk Amno and

journal kegping to work as religjious school aides or aides to tie Havurah
and younger children’s youth groups.

-Youth Groups-

There are three youth groups for elementary sehoo! students (3rd and
4th graders; Sth and th graders; and 7th and 8th graders). Shabbat

Morning sould find the foltowimg granpe fnaxtinming Rurende AF Fha main
sanctusry serviee: Toran fof Tets: Junior Congregation (lead by Rabbi
Seltzer and comprised of young families, 2/3s of the childrem wiho lead
gawvening are from SSBS; 11/3 from the religious sehool); Middie Seheoo!
idinyan Mreeats two timmes 8 menth and is enly for kids, lead by Dr.



Setedider and attended by 5S0S students). Once a month there is a firee
sihatitbatt lunch attended by any and all'kitiis?and their parents; at this lunch

tirtivdays are announced.

=Staffimg=

Whiile the stafff of the religitmus school is well traimed (out of 17
teachers, there are lims.w., 7 ms.ed's, liclose to finkdhing ms.ed,, ! ph.d.),
what is probably special or unusual about the faculty, according te facuity
memibers interviewed, is the emtthussiasttic and full time leadership of
Stuant Seltzer, Rethibi Seitzer explained that teachers are recruited thmough
the BJE placememt service, and their salaries follow the BJE scale. Only

(wo leacvhers Who wwrw mvitibe s of Ib& racuity foll yeo 5 agu whisreRZHE
Setizer ibegan his tenure remain today on the faculty.

Whet does Rethibi Seelltzer look for when hiriivg a new teacher?
Kmowledge of subject matiter to be taught; atbillity to present the subject te
studemts; sense of vocation or mission; love of kids; comfortableness In
teaching in a Comszenvafive synagogue. (According te Ms. Jaffe, 4 out of 10
teachers with whom she works directly in the school would net drive on
shatihat.) Ratihi Seeiitzer expressed willinggress te change curriuium @
cxpitalize on the individual talents of teachers. Wiile he neither requires
teachers to suthmiit lesson plans ner schedules formal observations of
teaching, he expects teachers to attend momthly admimistrative staff
meetings over dinner and team meetings of teaehers werkimg in the same



grade level. He frequemttly enters classrooms and j@itns in tive chilgren's
aditivitiees. He will draw and color with children and telis teachers to call
on him to amswer a question, If he ralses his hand. He believes that he has
eatned the respect of teachers by pulitimg himself "on the line” by teaching
at SSDS, Siigmiificantly, he is a full time principal of the religjtws school.

Wizt is the religimws schopl's curricuiwm, and how did it evolve?
Clearly the BJE's Synagogue Councdil, which grants an annual subsidy of
$12,000 to Cmiisuk Amno, as an arena for developing  curricular teachimg
maiterials, has Influmnce. Rabbi Seltzer maintains that tihe school's
cutrent cunriculum grew out of diallogue between the primcipal and his
stafff and that he worked with two guiding principles: 1) You can't teach
everythimg; and 2) Each year should be different. Further, he bwilt on what
existed when he came to the school and made changes slowly. Some
changes he rade includie: phasing out comensatianal Hebrew; requirimg
teachers to design and share with students a “seder she! yom"; encouraging
teachers to develop classroem goals which enable him te outlire a
cunticular ower=view of the school.

It is Rebbi Seltzer's dream that each classraem teacher begin the
yiar uvith an itGmized deeumant of gesale For oach etdmt. Moxt to sanh,

goal is a space for the teacher's signature when the goal has been
achleved. Cunmenttly these documents are in use thrawgh the "heh" level and

are in the wurks fur higher grades. Curicular eontent is listed below by
grade Jevel.
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- Ledtter idemtification leading by tive end of tite year
to oral reading - Throughout the grade levels,
uncenstanding of Hetrew words [s taught. On tests
in higher grades students are expected to writke
Helyrew words, hames, etc., in response to questions
(ie. Avraham {in Hetbrew) left Haran (in Hebrew).
We learn this in Sefer Bereshit fim Hebrew)]

- Mgiton holiday materials

= Famiily educattion programs orchestrated by
Nexfietta (for example, the moon & the calendar;
Jewish birttidays & names)

= The year of havdalah; family education program;
learning first part of shalharit: Israel; holiday
vocabuilary; Qur Living Past.

- Katidllat shabbat: home ritualss; Ron Welfsen's seder

shel shatbat materials: Melton work bogks for
Rerpshit and kashnit Through thpiF wark 8

kastruth students have become enthusiastic
callers with guestiond to Baltimere's Halaeha
Hetlime. Near the end of the year the Rav whe "mans”
the hetlime visited the class and enabled ehildren to
meet the person behind the veice on the telthre.

P.11/1&
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Hizh ers, Rashi thraugh Melton
Vav = Tikun Olam with reading of Jonah (self); Esther

(respanssidility); Ruth (extra acts of leving
kindness); amidah.

At the comydietion of the vav year an examination of Jewikin
lknowledge 1o given. im order to graduate from religjoows school students
st pass this examination. Corzsionally students fail and are given an
efpeotturmity to re-take the exam. Children failimg the examination have
theen 2ssigned an alternative: reading five books and writiirg reports. It
s happened that a child did not pass the examinatiam, chose not ta fulfilll

zm alternative assignment and was not allowed to graduate.

At the end of the school year summer homework and/or reading
lists are handed out.

Ratbhi Setlizer identtifies as one of his strengths the abiility te ¢reate
#ifective and efffective school wide events and crediits his years of
exparience working in Ramah camps as the source of this knowlkdam.
Wit follows below are two of this observer's favorite examples.

/0
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1) For Yom ha Shoah an enormous collzge type poster was created
by teachers and artists in the school. The pester consisted of a map of
Europe withh photographs illlustratimg Jewish creattivity and liffs which was
native to patticular citims and regiams Ctiildrem were asked tm 00k at the
positer very careffully and speculate about the people whe lived before tihe
Second Warld 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

e given omly a very small percentage of the remanent of the poster and
tOIU that they could try te crcntc another collage workimg witih poster
paper on which were tdemiified citiees that had received refugees after the
war: Tel Aviv, Haiifa, Jerusalem, Mamireal, New Yark, etc. The childirem
became oo engrossed in their attempt at reconstructiom that the schoob

day ended and they did not want to leave their project. Thus they
panticipated in a graphic illustratitom of destructiom and resurrectiom

2) "Raibibis and Romans” is a game played in celebration of Lag
b'Qrest on the wide lawns and playing field of Chisuk Amno. Areas are
marked as caves and tunnels, which are safe spaces. Children are dividied
into two teams: Rettibis and Romans. Midway through the game, a whistle is
blown and children switoih, (Rabbis become Romans, and Romans become
rabbis.) Each teaching of Pirke Avot is cut out on a separate slip of paper.
Raiibis can only learn Pirke Avot In a safe place, but a whistlle is blown te
limit time available in any given cave or tunnel. The wimner of the game Is
the team of rabbis who has learned the most Pirke Avot, A rabbii captured
by a Ramnan can no longer learn Pirke Avot. Perhaps the nicest aspeet of

/!



the game is that the rules were worked out by Jaceb, a young teaching aidgie
iin the sehool.

-Measuring Success-

By what yardstick can su¢tess of Chisuk Amno's schools be
measured? |If enneilment is a standard, then ciearly the programs are
sueeessiul; witmess the religious school's teacher roster which shows an
increment of mummibers of classes in each grade level witih the largest
mumibest ot increases parallelliing Rabbl Selitzer's presence witihim tine
school. Accotding to teachers, SSDS and religimus school Students are
meeting pasiitively witihim the walls of Ohisuk Amno, acknowledging
diifferemces in their educztions (esperizlly in Hebrew language) but also
finding commanadity in Jewish commitment, While this positive visitom
could omly be validated through extensive Interviewimg of students and

parents, Retibi Sellizer in part accounts for the successful integratiom in
the follewing way: Dy Riring Rim oo o foill time profcsdiosnall doveted te tha

religious school, the synagogue’s leadership made an important statement
#boutt their valuing of and commitment to the legitimmaecy of the
supplemeritary school and its programs. (Other strategies for positive
integration heve been noted abeve.)

The appamemt success of Ciiisuk Amno in terms of increasimg
emmoliment and expressed enthusiasm on the part of faculty,
sgmmistration and siuuenis Is cuity auiciury lw Lulii udh 1eut demegraphic
studies and patiterns observed withim the United Synagogue. When asked

n
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sbout the apparemt comtradiction, Rabbi Selitzer joked, "Welcome to
Toronto." By this he meant that Bzlitimore itself represents a more
traditiomal Jeweish communiity than many other U.S. citiéess.

In terms of impllicit goals of nurturimg positive Jewisth ident ity
and commitment, Rabbi Selltzer and teachers eagerly cite examples of
children and teenagers who devote extra time and efffort to programs
withiim: ifse symegepue @ to HBuem poad Uivy arfoat wnl) enthusiasm .
classrooms as manifested by Ms.Sima Leah Cohen's fourth grader skit
writers or Or. Nioshe Shuelly's video interviewers,

it showld be pointed owt that from those interviteved, two themes
expiaining success were most frequently artimukdest. Rabbt Selzter,
himself, was praised emthussgsttically, and Rabbi Zaiman was credited witth
sigmiificant adfnmifisirative acumen in creatimg the orgamizational structure
within the synagogue’s educztional programs. 1t should be noted that one of
Rethbi Selitzer's first tasks, assigned by Rabbt Zaiman, as he entered
Chisuk Amno’s employ was to write an adgmimistrative manual for the

reitloous school. Fimally it should be appreciated that the synagegue both
had money and leadership which enablea it to seex sk1iimui any laivu ey

professional staff.

Chisuk Amne Congregation Kathy Green
June 11992



not quite ready to emter Scheohter's kindergartem. Interestingly, parents of

pre=school graduates whe do not intend to send their children to SSDS tend

to resist sending their children to Cmisuk Amno's kindergarten, chosing to

enioll them in the religinws school for first grade. Their reasonimg seems

to e to allow their children more tiime for transititon to "régular school

kindergarten, feelimg also that the children have received a lot during their
‘8=§Chool years.

=Famiily Educadtion=

B, Wemiietta Jaffe, a graduate of Brandesis' Horemstein program and
a téacher withim the religitous school, directs three family education
coundiinators who began working with kindergarten and first graders and
theiir famflies but hope to expand their work upward thraugh the grades.
The curriculum for sessions with parents is designed to support what is
happeming in children's classes. The rich resources of Chisuk Amno are
reflected in some of the matterials designed for a recent family educatiam
event. Ctildren were learning about their Hetrrew names. One of Chisuk
Amno's three on staff art teachers designed and calliggearned special birttn
centtificzatees. Parents were supplied witih xeroxes of perpetual calendars to
look up theiir children's Hebrew birtir dates and filll in the birith
centificzttes. Later parents received mailimgs of suggested strategies for
celebrating Jewish birttidizys in educattionzllly emriching ways.

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

informing parents what is happening In class; educating parents
themseives; putbllic relatims for the school withim the emtire synagegue.
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B'nai Keshet is a thirtteem year old Reommsétucdtiomist congregatiam of
125 family umit members. it is a tenant of 8 Badtist church and meets In a
section of the church buildimg at the corner of Church Street and Trinity
Place in Manttclair, N.J. When Dan Ettmemirantz, B'nai Keshet's rabbi for tie
last four years and a graduate of the Remosstucttiomist Rettibinical College,
came to the congregation, he perceived a need for family educatiam, a
vehicle for reaching out to aduilts and chilldirem. He began, in comsuiltatitom
with members of the Esucattion Cemmiittee and tie Hebrew school
principal, to design a proposal for a family education program.

Funther comsulltation with represemitatives of the JEA lead him to
craft a grant proposal which met witih positive response on the part of tie
Jewish Commmuriity Foumstettion of MetroWest, a New Jersey Jewiish
Fedenattion group. Rabbi Efmemirantz proposed and received a grant of
$14,100 to fund half of a fiwe year, family education program. At this
poiint in time (June 1992) curricula for three years of the program have
been writtbsm, and two years of the program have been implemented. The
synagogue has matched MetroWest's funding, absorbing the program’s cost
withiim the larger synagogue budget. Frugality has allowed Rabbi
Eimemikramtz and his staff to spend grant money at a slower rate tiam
Iniitialty amticipated, thus extending the amount of time that the money is
lastimg.

Ezrly on Rabbi Etmemikrantz emlisted the alde of Rabbi Jeffray Schein,
who directs educattional services for the Fesknation of Remmsstumttionist
Comgregettions and Hawurot. Rabbi Schein, collaboratimg witin Rabbi
Etmemikrantz, became the curricuium writer for the program. Rabbi



Ehieiikiamtz saw himself as “implementor” who would test curricular ideas
2nd supply “feedback” to adapt and modiify the curricuilum as it evolwesdt.
Shsitly before the program actually began, Rabbi Scheln paid a visit to
Bnal Keshet and offérsed a teacher traiming in-service session to help
acguaint faculty witih the curnwium.

Whit no one, including Rabbi Etmenitantz, could have anticiipated as
the program was being inititateed was the profaund, ripple effect it wouid
have on the naturé of B'nal Keshet as a whole. This report willl fiinst focus
on the family educattion program, its structure, goals and evaluatiton, and
will 1ater turn to considering some of the larger effects of the program on
the congregation.

-HEBREW SCHIDT =

The family educzattion program exists witthim the context of the
synagogue's school, which now has an enrollment of 85 chilidiren. The
paiitern of attendance in the school is as follows: three and four year olds
come to the school one Sunday a month; fiwe to seven year olds attesnd
gwery Sumday for two hours; and eight through twelwe year olds attend
Sunday mornings for three hours and late aftemoons on Wednesday,
totallimg five hours per week. There is also a pafitern of required
attendance of Shatbbat services; the patitern and its Increments per year
are as follows: three year olds - two services; four year olds = Uhree
services; five year olds = filk@; six year olds - eight; and seven year olds
and above = twenty-eight. Older children, approaching bar/bat m itz




join Rembi EMeiiiahtz on the bimah and help lead sefvices. The general
cunriculym of the Herew school includes the Behrman House series as a
tool for teaching reading of Siddur. Graowth In Aumbers of students in the
Heiprew school panaillels Rabbi Ementaamitz's tenure in the synagogue with
Pumbers increasing incrementizilly from the lower grades up. Cunrently tem
teachers work in the school; it is hard to make statements about stability
of téacher tenure; Raihbi Eimerkaamitz reports that some of the teachers
mave bean at B'hal Keshet for several years while others represent rapiid

turnover.
=STAFF=-

Two teachers are working, one witih each themaiic year, im tthe family
educadtion program. In comirast to the common expecitation of fifrding
women teaching in Hettirew schools, at the end of this school year all those
working with the family education program were men. The staff consists
of the synagogue's rabbi, the Hebrew school principal, and two teachers.
Witett the two teachers most sigmiificantly share in commen is extensive
timme livimg in Israel. Tom Guithentz, mow a student at HUC/JIR, previously
worked for five years as a teacher on kibbutz and also comes to B'nai
Kesihet with a number of years experience as a HaBomim camp counselor.
Joe Friedland lived in Israel on a Shomer haZasir kibbutz from 1968 umtif
11980. He comes to B'nal Keshet with previeus experience teaching im
tietrew schools but is employed as the vice president fer preductian of a ,
morthern New Jersey mamuffacturing company and sees his teaching as a
"labor of Jove." Harvey Riitter, the school principal, is regularly employed
#s apublic school psycholiogiist; he also is a veteran of elementary age



yeshivah edueztion. NF. Ritter came {6 B'nai Keshet a year before Rabbi
EnfenGantz. Rabb! Ebfenikrantz explaimed what he iooks for in hirling a
teasher: We are seeking teaching skill and Jewish knowixitie, When we are
lucky, we get both!

FAMILY EDUCATION STRUCTURE:

Witthin a conitext of expected attandiance, family education is
structured in the followiimg ways. Year long themes have been chosen for
five years of schoolimg. In the first year of the program, when students are
gight years old and in the aleph year of Hebrew school, the tiheme is Hidur
fit2vah The nextt year's theme for bet class students and their famifites Is
Ieitswh ichikesit: the followiing year is devoted to Tzionut Themes for the
fourth and fiftth years are Kedusha and Tikkun Ollam/ Hokhma, respectiiveslyy.

(Tramslations of these theme names are provided at the beginnimg of tite
school year but are rapidly dropped witih the intent that tie tenmima gy
ghiter the panticipamts’ yenacwlar.)

On what basis were these topics chosen? They seem t@ have
emerged from dialogue between Rabbl Schein and Rabbi Efrenkrantz and
reflect anticulated values found withiim the Regorsstuattionist movement im
gemeral and in particular in Crestiive Jewish Educetion. edited by Jacob
Stuab and Jeff Schein (Recomsstucttionist Rettbimical College and Rossel
Books, ¢. 11989).

There are four components for presenting material related to g theme
in any given year, One hour of student class tinne on Sunday morning is

R



uoted to the topic. M. Friediand, whe taught Bet students in the
Neah SCAW it program this year, speke emthurirastically about student
TeSponses. e would read scemaries from Bl Somnwarntz's Moral

ical Guijide f¢ ish Teachers (Altenmatives in
fRediigious Exturation, IRG., ¢ 1283) and encourage nine year oids to debate
thelir respenses, He found that students quickly became involwed in arguing

2hd drifending thelir positions. He also used Mally Cone’'s Who Knows Ten as
& trigger for discussion and contrasted pesitive levels of attentalvesnass
with their involvement when he taught materials not im the famiiy
eligadtion program.

Anithet componenit of the program is requiriimg that chilkbrem and their
penentts do projects at home together. This is accomplisthed by sending
meLteials home for pamemits and children to work on together, for example,
famiilies in the Hiidur fiitzvah year were asked te search timeir houses or
aneanttmentts for oibjects which made their homes identtifieably Jewiign. On
anudiher eocasion they were asked to chose a quotation fraom Pirke Avot
which they found mest meamingful and create an art project illiustedingg
the guotte for display in their homes.

Sttill amuither aspect of the program is aduit educatiom
sessions on Sunday momings for parents. Topics for such sessiems might
finciude the @rigin of the menorah as a symbol at Hanukah time; or @
Pspciitgist leading @ session on memsdiilicht ways of interactirg witth
cthildren amd stragies for encouraging mensdillicht behavier in ehiltnesn,
Tuming the ikesechlicikelt year adults sttended 8 session devoted to
ethical wills. At the end of the class they were Aet asked to write ethical
wiills thut rather were asked to list values and ideals whieh they hepe to

I'I



hend down to thelir ehildren. They were then toid that their ehildiean's cless
would compile a list of vaiues and ideals which they believed their parents
wanted t6 inculeats, and the lists weuld be comparad. These adult sessisms
which @ecur three tifées a year for each year's theme are geneially lead by
frelbi Hmeniramiz and occasionaily by a pald, expert, guest speaker. The
330N are Separate from adwlt education courses taught in the
synagogue.

Adidits and children join together for three sessions on Sunday
marnings. A classic panentt=child session was a trijp to a Jewiksn musewm
when Hidur Mitzvah was being studied. In the Mmgatilichkeit program
panenis and children chose to hand out leaflets about recyclimg and
gmiiironmenital concerns at a local shopping malll.

~UPON REFLETTION-

Wit Rethibi Eimemdramtz perceives as unique about B'nai
Kestredt's famiily educattion program is the combination of thematic
Zpproach with varying matirixes of interactiion (teacher/chilttiesn;
marerTis/children at home; teacha/aduits, paremits/chilktireem im trijps or
spesial events). This year there were twelve chilldirem in the Hidur Mitzvein
theme year; they came, as Ratblbi Erfirenterantz quips, fram tem and a half
famiilies (two twims and two step-siblifrgs were part of the program)).
Sixteen ehildren in the Mensehiichkeit program this year represented
fifteeen families, accounted for by the presence of one set of twifrs.

Attendiance ie expescted, and either Rabbi Efrervrantz or Mr.
Ritter, the kiehrew scheel's prineipal, try to fellow up absenee with a




telephone call. Umentticipated when the program was being planned was the
sitwatiom of a family witihh more than one child in close age proximity. In
such a cirqumstance Rabbi Effmemirantz suggested to a mother that she give
pmiority to any program which included her children and “cut™ adilt
education classes in which matierial being presented seemed similar to
what was addressed the previous year. This is an example of idiosynoratic
dettails that could not be planned for in advance.

According te Mr, Riitter and Rebbi Efremikrantz, parental
reactioms have been positive and enthusiastic, Rabbi Efrremikrantz could
think of a family witih young children that joired the synagogue in part
because of the positive image of educatienal outreach to familis. He alse
notes that the synagogue, alttreugh numeriicallly small, filllss its calendar
witih as many events as much larger and beiiter statfed instittuioors. That
means that demands are made upon congregamts which, combined witin
expecitation of participatiom in om-going family education programs, has
lead a few families to leave the congregatiam.

-GOALS-

What goals did Rabbi Effmemkrantz formulate as he tallied about the
family education program? He began by discussing the importance of Jews
learnimg about such concepts as hidur mitzvah or memsgtlichkesit. “In a
nom-Halacchic age, how are people going te fimd themselves Jewishly?
Perhaps they can be helped by refractiing their lives thraugh such concepts
(as memsitilichikeit or hidur mitzvah). We can influsnee the culture of the
family. We can bring new vocabulary and symbols into the home." Rabbi
Eimemikrantz sees tihe program as being good for children to see their
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parents 1n Hetrew school and good for parents to see what efforts their
chilgiren are exenting in school. He believes that the program is enhancing
pairents' Jewish educaittons and aliowimg parents who perceive themsebvwes
as Jewishly ignorant to function in modest, teaching roles with their
childgiean. A friinge bemedfit of the program is that by gatheriimg parents of
young children together and molding them into a group, they become a
sSuppett group for one another as their childiren appreach bar and bat
mitzvah, Furthermore, the rabbi and school staff have had an oppantumity
to infliuemce posiitively famliilies’ values and expectations as tihey prepare
for bhaii/bnot mitzdn Another beneffit of the program Is that of families
witih Heltrew school age children about 20 per cent are inter-marméxt. Thus
the aduilt educaition aspect of the programs facilittetees reaching out to
nenr-Jewish spouses. Pzments are required by the family education program
to come into the school for six Sunday mornings durimg the year; over a
five year petiod minimally they have atteemded thirty educational sessians.

=RiPPLES-

Perhaps most Interestimg is the ripple effect of the program on
the demography of the synagogue, The synagogue is young, with many young
families and a youthful rabbi. The number of young families means that it
is not unreasonable to amticipate that as the initial fine year program is
completed roughly half the members of the congregation willl have
participated in the family education program. Because the program is
contimuous, it will take a family with one child six years to become an
alumni of the program; the more children, the longer the fnvolvement.
FRatbbi Ermemitrantz hopes, in fact, in the future not only te publish the

14



program zs a model for use elsewhere but also to design a similar scheme
forr munsery school childirem. Thus as time passes, it does not seem unlikely
that more and mare of the synagogue's idemitity, pubblic Image, and
adiivities wiill be associated with family educaticon.

=EVALUATION=

When asked by what criteria the program could be evaluatedi, Rabbi
Hinekoamtz and his staff all ppinted to "positive feedback,” enthusiastic
commemts, attendance, attentinamess and involvement on the part of
students. The program has received positive reviews fram the JEA,
lawdiitory local newspaper putlilicity and an award fram the Federation of
Rezoos stuctliomist Comgregetions and Hawurot. When asked what might be
dione to improve the program, the followiing ideas emerged: planning lang im
advance with guest speakers in place and on the synagogue calendar as
much as @ year in advance; clearer, more expplicit statements of curriculis
for teachers; more staff meetings; either a loose leaf binder or its
enivalent on computter which would serve as a schedule diary and tell the
user ‘mow is the timme to send out reminder notices, ete."; greater
comsistency in follow up telephone cails to parents.

Rettvi Erremiramtz explained that he was more intimmately involved im
the aahnifiistiration of the program during its: first year (1990-91) and
hecause of other respanssinlities within the congregation pulled baek 8
Jittlle this year and gave the school principal more responsthility. He
elieves that as the program continues to grow, mere agmiimistrative time
willl he meassaiily devoted to the emterprise. That wilh mean either up



grading the principal’'s job from Rallf to thres quaniters oF fulll titme or
miting someone t6 act purely as family education admmimistrator.

A probiem within the synagogue which is not addressed by ithe fam iy
edicaion pregram is what to do with post Helbrew school childien whe
wiill e veterans of the family educaltion project. At this point a few
Shiildren ¢o on to a regional iKettew high school; a fledigliing, faltearing
yeuth group is beginning . Raiibi Etrenkerantz is very proud that this year (im
coiifrast to one student 1ast year) eight or hine teenagers fiom tine
comgregadtion are going to HzBwnim's camp Gallil.

Binai Kesihet Kathy Green
Jure 1992
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June 17, 1992

Best Practice Project
Progress Report and Plans for 1952-83
Barry W. Heltz

The Preoiject as of todav
The Areas of Jewish Education

This pas® year has been spent in learning about the way tc con-
duct a project that has never really been done in Jewish educa-
tion before, How do wWe locate examples of best practice in
Jewish educaticon? As the year has procezeded a method of work and
a set of issues to explore has evolved. We began by identifying
specific programmatic "areas" in Jewish education to focus on.
These were primarily 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 similarities and differences between each area 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 or how the examination of
best practice operates in any given subject area. Thus the area
of "supplementary schools™ has something in common with the area
of "early childhecod." 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 "round" 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 exgerts to talk about best practice in the area
and help me develiop the criteria for evaluating "success'; Phase
2 is the site visit and report writing done by members of the
team. This year we launched four 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, particular-
ly in the lay community, that the supplementary school had
"failed"; b) because the majority of Jewish childxren get their
education in the supplementary school and because of that percep-
tion of failure, the Lead Communities would certainly want to ad-
dress the '"'problem" of the supplementary school; c) as the direc-
tor of the project, it was the area in which I had the most expe-

rience and hest sense of who I could turn to for assistance and
counsel.

I will not repeat reports that I have offered throughout the year
which described in detail how we went about the process, but suf-
fice 1t to say here that we held a meeting of experts; I then
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wrote a Best Practicas in the Supplementary School guide; a team

2 ed and assignments 3 given to e
Tteam to Locate good Sscl nd good "“"stand-~alone" programs. 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 (BUC-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. 1In 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 prcoccocfs" we will have the examples that people
can look at and visit.

Last month Shulamith and I met with nine early childhood Jewish
education pecple 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 plece and these nine (plus one other} will ke
asked tc do reports in a style which is similar to the sup-
plementary schcol team (il.e. Phase 2= writing of reports). The
writing will take place in September and October.

Two Question Marks

This year alsc left us with two areas that were partially launch-
ed and remain as question marks. The first is the Israel Experi-
ence. QOur sense is that Steve Cohen and Susan Wall’s paper on
the Israel Experience certainly gives us a sericus running start
in that area. This paper was funded by the CRB Foundation and
was a fine piece of work. wever, what the paper does neot do is
"name names." Steve and Susan might well serve as consultants
for us and might bhe able to give us the names, but that is a
guestion mark that ought to be explored., In the meanwhile the
paper does give some worthwhile principles about successful pro-
gramming in this area. One gquestion, 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
gquestion, 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 JCC 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 1 "guidelines" for this area. But the
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~—estion remains: it be written up. The curre
wilnking is a few _ . . ?in the field (Bernie Steinberg,
Doniel Hartman, etc.) could do the Phase 2 reports. Barry Chazen
has expressed interest in doing "portraits" here (see below for
more on this matter of pertraits) and we ought to talk about how
to move on this, 1f 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 reacticn of Charles Bronfman at a CIJE Board
meeting in which he argqued that "the mora documentation the bet~
ter." It is clear to me (and this is a point that Seymour made
from the beginning) that the Best Practices Project is operating
'n two levels: there is best practice as a mode of "service" to
the field, namely, as an aid to the development of the Lead Com-
munities. And there is best practice as f£illing a profound gap
in the research arena-- research about the successes of Jewish
education. (It is this aspect that @I have ralated to my sugges-
tion for creating a Center for the Study of Jewish Education.)

Both of these dimensions drive the preject, but the Lead Conr~-
munities side 1is, obviously, more pressing and the type of docu-
mentation 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. Broniman 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 acros- the svectrum (i.e. at many different
areas), I have come to cthink about this matter using the follow-
ing "slogan"-- from report to poxtrait to study. What I mean is
this: We have been gathering "reports." Reports are short (6«
10) page documents, narrative in form, but which essentially fol-
low the gquidelines which I have prepared for the report writers.
In the shorthand of the CIJE this might be thought of as "succes-
sive iterations." The next stage would be to return to the same
sites and deo a "portralt." 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 Surviwv 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 cgualitative 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

g the 37 : a lea ', in the :a nmuni s g .
(sna certainly at the first iteration, we can‘’t expect much in
the way of hard data.) This will leave us jen 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: e 1992-~1993 Year

Here is the proposed plan of action for this coming year, with
questions and issues that are on the agenda, This is a very am-
pitious plan and I don’t think that everything here can get done
within one year, but it can be seen as setting the agenda for the
ongoing work of the Best Practices Project.

New Areas to Cover

As I mentioned akove, 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 its own interesting challenges, 5So far
the area among these four that we have begun to plan (in a
preliminary way) is day schools. Here the thought 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 2 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 other. One solution
that Shulamith and I have been thinking about is to have each

school that is written up be analyzed for gn2 particular area of
excellence and not for its over all "goodness." Thus we would

have X school written up for its ability to teach modern Hebrew
speaking: another for its text teaching; another for @ts 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 Qld Areas
Another task that needs to be considered is finding more examples

of best practices within those areas that we have already lookKed
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 is such a wide range of supplementary schools
across America that wa ought to hav sor >re brt “th "1 this
area. A similar case could be made for early childhood programs.

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. 1In addition, I worked with Eliot
Spack to send a similar letter to “friends within CAJE." Because
of these initiatives I now have a list of 20 to 30 Hebrew schools
that we might want to investigate. Such an investigation, how-
ever, does raise two guestions. First, unlike our first group of
schoels, many of these suggestions come from people whom we don’t
really Xnow. That deoesn’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 the first group of schools was already well-known to the
report writers. They could do the job quilickly 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 cone raised by Jon Woocher. At a recent
neeting he said to 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 reports of supplementary schools
or twenty or sixty? I don’t know the answer to this. I suppose
sore of it will have to do with repetition of information or in-
sights. Perhaps it’s better to concentrate on derth, in other
words, rather than breadth (see "Phase Four" below).

Nonetheless, my own feeling is that ten is still too few and we
could certainly use another set of schcols 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 cellec-
tion of schools? That is, we may disccver that we have no exam-
ples of effective teaching of Eebrew o¢r programs in mitzvet edu-
cation or family education-- areas that we have already talked
apout in the original (Phase 1) meeting. What we might want to

do is "f£ill in the gaps." This might not be tec difficult be-
cause most of the letters that I have received name schools and
describe briefly what characterizes the schosl.

Phase Three: The Report Writers Meet Again

In thinking about the coming year, I would suggest that we should
gather together our teams from each of the divisions for addi-
tional copnsultation and conversation., I would see four goals for
such meetings:

1) We ocught to read one another’s reports and talk about what we
have and what seems to be missing., Perhaps such a discussion
should precede Phase Two, so we ¢an see those programs that
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haven’t been covered yet and send people ocut to find exanmples to
make Ar ranarte more inciusiva ‘v ~, what if we have nothing

7 / L )

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
"portraits" 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. DbPuring the year
we could, budget permitting, begin to launch the portrait phase
2f the project in a number of different areas.

Lead Communities: Implemsntation-- and How to do it

The other main initiative this year should ke 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 exploratien.

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 vear, 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 pew
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 guestions remain, as any reader can see from the
remarks above. As I have sald also, not everything here can be
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accomplished in one year, but I think we _ran use this document ace
the basic framework for discussion and planning. Thanks.
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May 15, 1992

To: Mort Mandel, Isa Aron, Adam Gamoran, Mark Gurvis, Steve
Hoffman, Jack Ukeles & Jim Me er, Jon Woocher, Seymour Fox
& Annette Hochstein

From: Barry Holt:z

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 T send out a "reprint" version to each of you.

Many thanks to Seymour and Annette who first suggested that T
read the Smith and 0O’day article discussed in the article.
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Prospects for Innovation in Jewish Education

'Y Barry W. Holtz

t would not be an exaggeration to say

that the issue of change and innova-
f tion has been the dominant concern

In Amencan educational writing for
thc'past two decades. In fact, as one recent
article put it, “William Torrey Harris
whose influence waned in the carly 19009‘
was the IaSF major figure in American edu:
cation not identified with change™!

Of -3¢ the term “change” means dif.
fcren. .ngs 10 dilferent writers. For some
it means finding ways to change the cur-
rent pedagogic practices used in schools.

17 these writers change can happen
i gh new curricular materials or teach-

er education programs (either in the “pre-
service” phase of teacher training or
through innovative “inservice” programs)
For others it means focusing on issues of
personal growth either for students ar
tea_chers. For others sull, it suggests devel-
oping systems {krough which educational
*ructures such as schools can avoid being
locked inio rigidity. Change in this last

sase is a macter of administrative and sys-
emic Mexibility,

Although the literature employs ajl
three of these meanings for change, by far
the most prevalent usage is the furst:
change means introducing new ways of
teaching and learing into educational set-
tings. The search =~ the “new and
improved” is 2 particularly American con-
cern, of course, but in a certain sense, this
enormoys emphasis on change points to a
deeper malady: any educationat system
which so obsessively looks toward change
must have considerable daubts about its
own success or effectiveness! Jewish edu-
cation, too, shares these doubts, thus the
literature on change and innovation has
significant impticatians for our work as
well, What does contemporary wriling
abous change tell us? And in what way is
this research relevant to the situation of
Jewish education today?

The process of change, a3 understood in
the magner 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 opersting. Second. an
alternative educational mode must be pro-
posed, whether it be a method of teaching,
a conception of subject matter, a vision of
educational organization, ar anything eise.
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 the "best practice”
approach) eisewhere. Finally, the innova-
tion must be introduced into the field.
tested and evaluated. Thus, to choase 2
well-Xnown example, the dissatisfaction
with the teaching of science in Amencar

. public schools in the late 1950s, spurred or

by the Russian Sputnik launch, fed o the
creation and implementation of the “ne¥
science” curricula af the period?

Of the three stages of change it is th
last—the implementation phase—that h2
er  dered the most research. The reaso
may oe obvious: there is no dearth ¢
information about phase one, dissatisfa
tion with education (both in general ar
Jewish contexis). And in the general ed
cation field there is certainly a good de
of literature proposiag inngvation -
delineating best practice. The deep
question is something else: why—with
of our discontent and with all of the ma
proposals that peapie have made for in:

Barry W. Holtz is co-director of the Mel
Rescach Canter and an editor of this Journa
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ition—why has so little changed? As
‘arshall 8. Smith and Jennifer O'Day,
ithors of !

e topic, ha v puc i

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. ...

‘et 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
most parT, (e processes and <ontent
of instruction in the public school
ciassrooms of today are little different
from what they were in 1980 or in
1970 ? '

Smith and O'Day are by no means the
st to raise this kind of complaint. Their
iesrions acho one of the classic works in
¢ 1d, Seymour Sarason’s The Cuiture
the School and the Problem of Change
Jtyn and Bacon, 1971). It was Sarason
1o neatly summed up his thesis by ask-
1. why is it true that in education the
are things change, the more they remain
: same? As a social psychologist, Sara-
1 saw the answer in the nature of human
:eractions in fixed structures such as
100ls,
Sarason pointed out that work in
100ls proceeds by a set of established
meworks and ways of acting which he
med “regulanities.” Some regularities
: “programmatic,” that is they relate to
: specific pragrams of the schoal (some-
1es '~« state or district mandates
se}- .ch as the number of hours that
1ain subjects meet, the dismissal time,
: report cards, etc, Qther regularities
: “~ehavioral™—they concern those spe-
I. «Ctivities which tend to be on the
nail scale” such as the number of ques-
ns that teachers ask students when run-
1g a class. In both cases, Sarason
inted out, the established patterns of
ion are very difficult to change. When
rason a3 a researcher began raising
1es about the nature of both programs
1 behavior, he faced enormous re-
ance,
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Sarason would challenge his listeners by
playing the role of a visitor from Mars
who asked the most basic questions about

¥ 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 therc were programs in
place for many years, when the way things
were done seemed to be the only way that
ane could do them, What Sarason discov-
ered from these exercises of analysis and
questioning was that the narmal mndase of
behavior were so powerful that people
often could see no other way of acting,

We know the phenomenon of regulari-
ties weil from Jewish education. For
example, many aspects of the program at
Camp Ramah (how Shabbat meals are
done; prayer; organizational structurs;
classes, etc.) have often seemed inviolate,
These are the way things have to be done.
If you ask why, you can often get a host of

interesting answers, but mors gften than
not, lurking behind them is the real point:
because it’s the way things have always
been done.

Or couasider another example: Some
years ago the Melton Center tried to
argue in its curriculum for Holi

days/Mitzvot/Prayer that Hebrew schoos
should eliminate the school-wide model
seder. The curriculum writers made a
strong, and I believe convincing. case for
the change. The problem was no one
would accept it. The model seder was
forak min ha-shamayim—ta change it, 10
e¢liminate it, was impossible, no matter
how incisive and compelling our argument
was.

Sarason’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
how human being behave; there is little we
can do about it. More recent writers, how-
ever, have (ried to explore the question of
change from different perzpectives (o see
if there may be some way in which change
can effectively be implemented.

Probably the most famous of ail the
recent explorations of change in schools
was the project launched by the Rand
Corporatien in the late 1570s, usually
called the “change agent” study.* Recenty,
one of the principal researchers in the

P.ds?

change agent study, Milbrey W. McLaugh-
lin, revisited the Rand study to reflect on
what th  assageof years! = mtio
her view of the original work.” Lhe article
provides both a useful summary of the
earlier findings and thoughts by the author
on which of those findings have heid up
and which have noe,

QOne of the important findings of the
original study had to do with 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
bgplcmiciiuy chiange, Rand argued [hat
projects planned in a collaborative way
with teachers and staff work better than
either top-down or bottom-up approaches
to inservice work,

Although McLaughlin’s new thinking
does not reject the ofiginal finding about
collaboration as the optimal model for
inservice work, she now amends that posi-
tion and argues that sometimes “belief fol-
lows practice”, That is, it is possibie for
the outside agent to come in and “con-
vert” the on-site people to the need for
change, even if the insiders didn't invent

or call for the new program or change to0
be impiemented.

The “new"” Rand, likewise, is much less
skeptical about the roie of “external
agents and their abiiity to promote posi-
tive change in local practice.” The real
key, McLaughlin points out, is that the
ouiside consultants must not impose a
standardized practice from above, but
rather must recognize the importance of
"muiual adaptation.”

The other main emphasis in the new
Rand echoes other recent writing about
the change process—the need to view
change as part of a large scale effort rather
than attempting to introduce small bits of
innovation in a piccemeal way. As
Me¢Laughlin states toward the ¢nd of the
article, “special projects focused on single
issues ignore the systemic and intercon-
nected conditions that 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
failure of school reform. Cuban suggests
that we can define two types of cbange—
“first-order changes” are those which
change particular practices in schools,
“without disturbing the basic organiza-
tional features, without substantially alter-
ing the way that childrea and aduits
performn their roles,™ Such changes might
include “raising salarics . . . selecting bet-
ter textbaoks . . . and introducing new ver-
sions of evaluation and training.™



MY 15 792 92:48PM MELTICMN JTS

scond-order changes are more radical.
sy effect the deepest structures of
sols themselves, They “introduce new
$ir
uhar ways o} doing NS \DI0 New
¢s of solving persistent problems.""?
zse might include open classrooms,
icher programs or teacher-run schools.
s this type of radical change which
i0ols have resisted most pawerfuily.
¢ probiem, Cuban argues, is that
ormers tend to underestimate the prob-
15 of intraducing second-order change,
3 in doing so they make promises that
1not be fulfilled. “For those who seek

indamental, second-order changes that
ill sweep away current structures and
-art a~»w . ., basic social ond political
hang. vould need to occur outside of
thools” (emphasis his)." What Cuban
alls for is “clearer and more modest
orions of what is passible within current
tures of schooling.""

Nothing more cheracterizes the recent
terature on change than the focus, such
s Cuban's, on the ways to effect the strue-
1res of institutions. One of the bast exam.
les of a “systems”™ approach to change is
1¢ article by Smith and O'Day mentioned
reviousiy. These two writers argue that
urrent résearch has shown certain basic
haracteristics of good schools—"a s¢hool
/ide vision and school climate conducive
> learning, enthusiastic and knowledge-
ble teachers, a high quality curriculum
nd instructional strategies, a high levet of
ngagement, shared decision-making, and
rarental support and involvement.” The
irobi+, then is not that we don't know
vha.  rks: what we need to discaver is
why aren't more of our schools like this?
..why are these schools so exceptional
nd 50 valnerable?™

or Smith and O’Day the answer is that
nost reforms which have been introduced
1ave not touched the bagic structures of
chools; they have been scattershot and
nintegrated, Smith and O’Day want 10
«e approaches that hit the basic organiza-
ional modalities of schools: “If the new
cform movement is to have a lasting
t{fect on what happens in the classroom, it
vill thus have to overcome the current
ragmentation of the system and provide a
;oherent direction for change and the
esourcey (o accomplish those changes.™
n their article they try to outline what this
vould mean, By and large the recommen-
jations of the Smith and O'Day article
1im at utilizing the power of states (rather
‘han local authorities) to “design and
srchestrate the implementation of a
saherent insttuctional guidance system.”
Here is how they sum up their ideas;

The cornerstone of the system would
be a s=t of chailenging and progressive
curriculum frameworks. The frame-

works would be developed through a
coilaborative 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 schoo! 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 particular students."*

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 grow and
develop.

Smith and O'Day are not, I believe,
calling for “second-order™ changes in the
way that Cuban has described this phe-
nomenon. They are hoping to improve
what currently exists rather than secking
to reconceptualize the whole notion of
schools and schooling. In that sense one
might belicve tbat what they propose has
the possibility for success. As Cuban has
sugpested, most reforms siocs the turr of
the century have succeeded to the exient
that they supported and improved “the
quality of what already existed—what had
come to be called traditional schooling—-
and not to alter the existing organizaticnal
structures,””

But 10 my mind Smith and O™Day are
overly optimistic in belicving that the state
could take such an active and positive role
in determining currieulum, leatning 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, at
best a rather flat and uninteresting set of
“objectives”™ with no bite or content or at
worst the serious meddling into education-
a) planning that will completely dis. * ap.
chise the teacher, 1 hope Smith and u Uay
are right, but I don't hold much hope their
pian will be implemented with the serious-
ness that they recommend. Without that,
it seems unlikely (o me that it will work.

Looking at their article, however, gives
us a sense of the ways that Jewish educa-
tion both resembles and diffess from edu-
¢ation in the public sector and suggests
ways that the issue of change may be
approached within the field of Jewish
education.

-

-

To begin with, of ?dusnfc. like the field
of general education in America, there is a
good deal of dissatisfaction with contem-
porary Jewish education and the desire to
impl¢ -~ tchang sim ° =~
educatuon has seen a pietnora ol reports
and recommendations during the last
decade and a half in which a number of
ideas for change have been articulated.”
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 North America, a dis-
tinguished panel of community leaders,
institutionel professionals and academi.
cians. The Commission's report, A Time fo
Act, outlines the crisis in contemporary
Jewish education and sounds a call for
change and innovation. Thus like Amen-
can education, Jewish education has
entered the first phase of change—deter.
mining that something is wrong,

When we tumn toward the second phase
of change—idezs for innovation and prac.
tice——the situation differs from what we
have seen in American education. To take
the Commission on Jewish Education as
an exampie, we note that uniike reports
such as the Carnegie Commission or A

Nation at Risk, A Time 16 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 educataors
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 {or Jewish education), sithough it
listed twenty-three such options that had
been raised in its meetings,

Insiead the Commission called for
esiablishing 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 scems that two factors influ-
enced the decision not to choose specific
programmatic approaches. First, the Com-
mission wished (o hold on 1o the unusuaily
broad-based coalition that it had managed
to assemble. Had it opted for some pro-
grams over others, it might have endan-
pered that delicate balance. But beyond
that specitically structural agenda, some-
thing more important was at work here,
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ion aver another because it did no!
w which one 1o choose. In other words,
«rare nf Jewish educational research

AT ILD J3UTT L Mu W e b e =
cation) is such that we simply do nat
w whether an investment in, say. early
jhood education ix better than invest-
in coltege age students or curriculum
rm. We have opinions or hunches, but
‘¢ is no inherent logic by which the
acy of one option over another could
raved.

century of research in general educa-
kas led to conclusions about what
¢s and what doesn’t, But the goals of
sh education are different from gener.
ducation, especially when the stakes
dby - Commission’s report are so
: noli....g less than the continuity of
Jewish peopie. In those areas in which
sh education closely resembles gener-
g -tiea (such as day school educa-
), ..e might be able to extrapolate
1 one to the other and say that in so
1s any school is still a school, we can
s what would probably work in a Jew-
lay school,
ut nothing in general education can
tmine what will help children identify
Israel or leamn to expericnce prayer
elebrate the Jewish life cycle. At this
we da not know what aspects of Jew-
rducation, if any, will really enhance
»ossibilities for langterm Jewish conti-
y. Thus the call for the establishment
ving laporatories through the Lead
imunities takes the term quite literaj-
crhaps by such experiments, by blend-
opti in interesting ways, we can
n 10 .gure out what realiy will make
uccess.
‘nere the research in general educa-
v be helpfu] is in the issues of the
u hase of change—implementing
vations. First, the findings of the
d studies seems 10 urge us toward st
ta certain level of boldness. McLaugh-
0inis out that "ambitious efforts were
¢ likely 1o stimulate teacher change
Iavolvement than were modest, nar-
Projects.”™ Ag the same time she
35 that hese changes need to be intro-
‘din a way that they would not over-
'm the implementing system. To me
suggests that it is important to think
':‘“V' fo plan serious and significant
Bes for Jewish education, but 1o be
:":hl:‘ build support and structure for
REEsIn & meticulous snd carefully
Aructed fashion,
%¢ hew Rand findings siating that out-
:;:;:‘i:;';:a:lan be of assistance in
ge is also a hopeful sign
AOvaton work in Jewish education.

il

Nonetheless, the warning that these out-
side consultants must work in an “adap-
tive” way with the local constituents is
sotnething that we must take quite seri-
ously. In Jewish fon, even ¢
than in general egucation, we tenu 10
believe (and perhaps accurately) that
there is a great paucty of expertisc at the
local level. Many teachers, for example, in
the supplementary schools are not pro-
fessionally trained or see themselves as
“avocational”; a similar sicuation obtains
in much informal Jewish education.
Nonetheless, the need to adapt to the spe-
citic setting to work collaboratively with
the local personnei is crucial to success. As
McLaughlin puis it, "Rand's conclusion
that local choices about how (or whether)
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. Change continues o be a
problem of the smallest unir” (emphasis
mine).®

Finaily, we tmust heed the waming that
a focus on single issues is unlikely to pro-
duce significant resuits. Change needs to
be broad, fystemic and on-going.

Bur what are the means of moving the
system toward change? Jewish education
exists both on a different scale from gen-
eral education and within a different orga-
nizational system. Thus it is unclear if the
suggestions in the article by Smith and
Q'Day can be of assistance in thinking
about Jewish education. Smith and O'Day
assume an educationa] framework which
is under the supervision of public officials
and under the control of state authorities.
Their idea is to use that legai structure as
a way of goading the system inta 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 voiuntary system that has few of
the enforcement controls that general
education docs. By comparison 1o 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) answers
primarily to itself and not to any outide

agency.

T Course, tIE' "3 necessaniy oad,
Unlike the complex iegal and bureaucratic
structures of public education, Jewish edy.
cation is {at least in theory) significantly
leaner and easier to move. Jewish educa.

mmay ! eady,inot  wc i forthe
second-order changes that Larry Cubar
has discussed.

It seems to me that the particular natur
of the concemns of Jewish education ma
help lead toward reform. I see this in tw
almost contradictory ways: First, becaus:
of the sense of crisis engendered by th
recent CJF MNational fewish Popularios
Survey ! particularly around the issue ¢
intermarriage, there is 2 coasiderahl
interest in viewing Jewish education as
means of ensuring Jewish continuity fe
the next generation, An impetus towar
change may emanate out of both the anx
ety created by the CJF study and the pe:
ception that until now Jewish educatio
has failed. In other words, the leadershi
of the community may fee! that if 1k
tuture of the Jewish people is to be pr(
served, we must now introduce serioy
change into Jewish education.

Ironically, change may also be possib
because of another tendency as wel
Namely, the very marginality of Jewit
education in the lives of most Jews. Tk
tactor might work in the following way: |
public education every propased chans
calls forth an enormots hue and cry. Maj:
political battles are fought; special interes
protect their turf; unions and minoritie
parents and teachers view any possib
change with a great deal of scricusness ar
often suspicion. Moreover, in a certa
sense the entire system in set up in a w
that will nor allow change 10 happen.®

But perhaps in Jewish education chan
can happen more easily because the stak
are perceived as b~ : so low! That
except for the leaders of the communi
who are disturbed by the CJF study i
who hope that education may be able
stem the tide of intermarriage, mo
American Jews find Jewish education
he rather low on their list of priorities:
certainly not as high as the public or p:
vate education that their children are g¢
ting. It is this latter form of educatio
after all, that will get their kids into e
leges and carsers, Jewish education, f
most of American Jewry, may be a kind
barely tolerated frill.

Because of that very fact, howeve
because the concernr is low, changes in t)
system of Jewish education, even maj
second-order changes, have the kind
chance to be introduced in a way th
would never be able to happen in pubi
education.® No matter what the motiv
tion mueh will depend on whether we, &I
Jewish educationai community, have ©
will, the imagination and the boldness
aim for serious change. &
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Qddly enough, for that very reason, it is
the area of day school cducation that we
may see the least openncss to change.
Since day schools are not only responsible
for the Jewish education of children, but
for their general education as weil, parents
may be much more wary of intraducing
second-order change inte the day school.
There the atakes are perceived as being
“Higher"!

-
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Wil CENTER

. N May 12 1992
for Jewish Education ‘

Seymour Fox and Annette Hochstein
Mandel Institute

Dear Seymour and Annette,

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. Part of this is trying to figure out
the way that the Best Practices Proiect fits in to all this and
where it might go.

At my meeting with you, Annette, you saii "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 wmore time. But, given my
necessary cbligations to Melton and JTS, I don‘t see how it can
be too much more than what I’m currently offering. How all this
will fit 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 "propesal." Hera’s what I am thinking:

The Best Practices Project is one that has enormous potential. I
am flndlng it to be extremely 1nterest1ng and, I believe, it is a
project whose underlying purpose is quite lntelllglble 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 peints that such a Center cculd
explore:

1) Research

TMis mponent would be e P LI :
would 1include:

a) Best Practices of today: The documentation, study and analysis
of current best practices in Jewish education. Essentially, this
means moving forward with the work of the Best Practices Project
as we’ve done it sc far. However, it means expanding that work
as well by seeing the project as an ongoing research project in
which the success stories of Jewish education are studied in

depth and successive “iteratiocns' of research are performed on
each setting.

The Jewish Theclogical Seminary of Amaerica
3080 Broadway e New York, New York 10027 » Telephone (212) §78-8031 » Fax (212} 749-3085
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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.

Bb) The Nenartment -~“ Dreams: This is the area that we've often
talked ..out—- all che 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 Pracktices of the past: Looking at those success stories
of the past (e.g., Shragge Arian's famous school) teo 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., 1In particular this would mean
working c¢losely with the Lead Communities as they try out the
ideas discovered by the analysis of best practices, past and
present and of dreams for the future.

How would such a Center for the Study of Jewish Education be
organized? There ate many peossible routes, It seems to bhe that
one could view such a Center asg a joint project of the Mandel In-
stitute {for the research side) and the CIJE (for the Lead Com-
munity side). Perhaps the Center would be physically located at
an institution currently in place-—- JTS or Brandeis. Perhaps at
JESNA, though I would prefer not to see it there. Perhaps the
Mandel Institute's connection with Harvard could he formalized
via the Center for the Study of Jewish BEducation. All this would
need to be explored.

My questions to you two are: ls this something that is worth ex-
plering further? If so, how? 1Is there a possibility for fund-
ing? 0r 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,

Koty

Barry W. Holtz
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RESEARCH
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. ] May 4
for yewish cducation '

To the CYIJE Team: Shulamith, Jack & Jim, Seymour & Annette, Steve
From: Barry Holt:z

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 losing 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 X
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 egarly 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 I ars meeting with 9 early
childhcod Jewish education people to map sut our approach to that
area and this week Shulamith and I will speak to people at the
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 serious running start in that area. The only
really crucial area that needs immediate attention is the Day
School. My own sense is that this 1s probably the touchiest area
of all and needs caraful 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 earlier 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 T told Mort that I wasn’t losing any sleep over this, I
was only telling half of the story: Although Best Practices is
not XKeeping 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 gquestions of
the whole Lead Communities Project have not been addressed at
all! we have spent an enormous amount of time developing an ad-

The Jewish Theological Seminary of Amenca
3080 Broadway ¢ New York, New York 10027 » Telephone {212} 678-8C31 » Fax (212) 749-9085
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munities. What we haven’t done at all 1s deal with what I have
been calling (to myself) THE DAY AFTER. 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.

1) The Educational Plan

Yes, the individual Lead Communities will have chosen supervisers
to head up thelr projects, but how exactly does the real planning
take place? How does the educational plan get formulated? Who
are the players?

To me the number one problem is staffing and supervision. Right
now the CIJE is operating with a staff of cne~- 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-fleld projects run
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 said to me that he assumed that once the Lead Com~
munities were chosen that the CIJE would, as he put it "staff
up", that there would ke one CIJE staff person assigned to each
Lead Community. Well, guite honestly, I have never seen this in
any of our written decuments. So how will it be done?

And who is going to supervise the financial picture of making
shidduchim with foundations, local philanthropists, et ? 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 one~ing Work

Developing the educatienal plan, however, is only part of the as-
signment. How is the actual ongeing work going to happen? Who
exactly is going to do the work-- the inservice sessions, the
teacher supervision, the curriculum work, whataver=- 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



things hook up? TLet me give a ' I
cover 10 _. 1 supplementary sct . .aa always talkea
about the findings of the Best Practices Pro;ect as being a kind
of "ecurriculum” for the Lead Communities. Well, who implements
that curriculum? Is it me? Am I supposed to develop a plan to
teach the Lead Communities about supplementary schools? And if
so, that means that the CIJE is in the business of providing
direct educational services, something we never planned to do.
and 1f 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 realize. TIf so, I would like to hear about it. If
not, I would propose that we need some very sericus work on this
and we need it soon. We need tc be able to have something to say
to the Lead Communities on the "day after" they are chosen. We
alsc 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 komb and that would be a
disaster.

Perhaps we should put together two days of discussion on this—- I
den’t know who should be involved, but I do believe we ocught to
think about this soon. Any responses would be welcomed here.

Thanks.
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BEST PRACTICE IN THE SUPPLEMENTARY SCHOOL
Carol K. Ingall

Temple Emanu-El, Providence, Rhode Island

GOALS

The Temple -El Religious School articulates its goals as foliows:
"We want our children to:
--demonstrate a knowledge of Hebrew language, synagogue skills,
rituals and ceremonies;

--observe mitzvot and demonstrate a commitment o ethical
behavicr and social justice;

--understand that perscnal Jewish growth and learning begins, not ends,
with Bar/Bat Mitzvah;

--develop a sense of K/ al Yisrael/ ( a sense of commitmaent with and
responsibility for all Jewish people);

--develop a sense of dor fe'dor (continuity and history of the Jewish
people); .

--develop a litelong 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-£l, weekly newsletters to families, reports to the
synagogue Board and other constituent groups which support school programs
(8.g., the Men's Club which supports a school-wide Jewish Book Month program)
and through regular programs which implement these goals.

The gcals were develaped first by the faculty, then brought tc 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 schooi
stresses tefilflah, including a weskly Minhah service, Havdallah on Sunday
mornings, and a mandatory Shabbat experience for students and their parents
once a month. The Shabbat expérience 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 halakhic 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 curricutum of the school. Students
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 mesets in the school building.
Generally 60% go on to Midrasha; this year's 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 egucations with summer trips to Israel.
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Israel features prominently in the school. Students perform 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.

R ND INST TION

The locai Bureau of Jewish Education accredits each of the state's
religious schools. As part of the accreditation process, the school must produce
a curriculum. Emanu-El, having recently compieted its accreditation review, has
produced a curriculum inciuding behavioral objectives, learning activities,
textbooks and materials and methods of evaluation. The schooj uses some
commercially available curricula, such as the Melton Bible, Holidays and Rashi
material and the Behrman House Hebrew and Heritage Siddur track. Most of
the curriculum offerings are teacher-designed. The eachers 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 staft 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 [sraelis who are professional educators, scven secular educators,
a professionally trained music teacher and a professicnally trained iibrarian, and
the youngest member of the staff, an enthusiastic, "artsy” coliege student (the
daughter of a rabbi.) There is no one "Emanu-El style;" the approach toward
instruction is an eclectic one.

The staff is a very stable one, In afaculty of seventeen, two are new {0
the school this year. The principal meets with new teachers individually to orient
them 1o the life of the school. Only the college student was truly new to the
school. The other new facuity member was in fact a parent. Relationships
between facuity and students are cemented through long-standing family
connections, Many of the children's parents were taught by the "old-timers” on
the facuity. Mast of the faculty belongs to the synagogue. Approximately half of
themn aftend synagogue services regularly, where they may run into their
students.

| have discussed affective experiences earlier in this paper. | want to note
that the Shabbat and prayer experiences wers first suggested by the parents.
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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 thelr
children. "They drive me, " she said. They wanted her to send information home
on Thursdays for Shabbat evening table tailk. They are a committed group who,
athough 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 facuity.

in addition 1o the programs menticned earlier, the school is planning a
tamily retreat for November 1992. The goal is to capitalize on the parents’
interest and train them as enablers in a "see one, do ons, teach one" mode.
Befors thay attend the Shabbat retreat, they will participate in a series of
preparatory workshops. Upon their return, they must commit to inviting cther
families to a Shabbat experience. Other family programs inciude the
consecration sarvice in which parents participate as Torah readers and prepare
tamily heirlooms like wimpsls and scrapbocks, and a "Roll OQut 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 reguiar
commitment to professional development. Faculty members are regulars at
conferences sponsored by the Bureau of Jewish Education. The scheol's
proximity to the Bureau's Resource Center means that Emanu-El facuity 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 Bureau's Morim
pregram, 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 aducaticn from the Jewish Theological Seminary. She is seen in the
synagogue community as a strong advocate for her school. The inveolvement 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 schoot 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.
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Cover Sheet

Best Practice in the Supplementary School
(For Individual Schools)

REPORT BY; Carol K. Ingall

Date Marrh 27 !992

Name of the School_ugzry rivin Midracha

of the Bureau of Jewish Education of Rhode Island
Address 130 Sessions Street

—>rovidence, B .T. 02006 (401) 331-0058
Contact Person at School:__Zvelyn Brier

aud his or her

Position: Fducational Director

Approximate Number of Students 163

Fromages _13 to_18
Number of Teachers: 20

Approximate budget (if available) £70,000

What particular emphases of this school are worth noting

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

ete.): . .
) Affective education through informal activities
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BEST PRACTICES
Harry Elkin Midrasha
Bureau of Jewish Education of Rhode Island
Providence, Rhode Island

I._Svstemic Issues

A. Background

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 vears old. The result of a merger
between the high school of Temple Emanu-E] 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 commiittee
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

1
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monitors the budget of the 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 avaijlable
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 love 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

2
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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

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 [sland. 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 surnrer
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 refillah component. Students
receive modest course credit for leading services in their respective

3
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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 Yisrae!l by
involving the students in 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'@l Yisrae! 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 s:udent 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 perceniage 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

4
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6:00 PM. 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.

{I. Curriculum and Instruction Issues

A. Fommal 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 school. 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
members, material with which they are comfortab.e.

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 f«
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. Imstruction

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
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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. The 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 schoo! 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 zallitot 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 : 1 am teaching the latter course. [ am

6
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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 vearly. 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.

Consuitants 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. Teacters 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.

Tancto 237 17 72
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earlier meme shewld be taken seriously: best prastice may be a
RiSnOmer; we are really talking about goed practice or evem !good
eneugh" practisce.

one ef the impoertant issues that emerged out of the meeting was
the discussion of whether one could find best practice im a
seheol that was not a "good" school. Are we looking for examples
2f gocd programs or examples of structures or systems in sup—
plementary scheols/synagsguss. By and large the group strongly
toek the view that best practice is a term that should refer to
examples of successful supplementary schoel and that therefore
the whole system of the scheol-— its personnsl, lts leadership,
its commlitments to inservice education, its workimg relatiors,
and its commection to the synagogue in which it is housed-- is a
major, if not the major factor in ldentifying am example for our
imventory.

Some of this follows in the line of Joe Reimer’s Commission
paper. For our meetimg, Jjoe wrote Dmemo (@ppended hews) which
spells these ideas out in some detail and which I think will be
very uwseful imn helping to identify our sites. He provides almost
a check list of what we might want to keep our eyes om.

Howewer, our group also wanted to recognize the fact that exam—
ples 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 schoel that runs a
wonderful tzedakah program, but has lots of cther problems in
dealing with Jewish knowledge or contemt.)) We would like such
examples to appear in our imventory. Thus ocur "location finders"™
would be asked to locate examples of best praectice in the school-
wide sense and good programa in the localized sense we're usimg
it here.

The four relationships described in Joe Reimer's 12/22/%1 mene to
me {B=mrry) can help serve as an overall picture to help guide our
work, Here are some specifice that came out of our meeting that
can help pinpoint things even more:

A "best practice® supplementary schoel sheuld be a place:
(Systemie Idasvesl

=—yith well articulated educatiomal and "Jewish" ¢goals

=—where stakeholders (such as parents, teacheis,
laypeeple) are invelved in the articulatiem or at
least tHe validation, 6f these goals in an ongeinyg way

—with shared compunication and an engoing visiom

=—where one feels goed to be there and kids enjeoy learm=

ing
=—Where kids eentinue their Jewish edueatien afeer
Bar/Bat Mitzvah

g 2d Siz NOYBF- W0 &F we. WY wht
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[Carriculum and Instrectiem]]
~-which takes curriculum sericusly and has a seriouwm,
well-defined curriculum
~=-and in which, therefore, kids are learning real %een=
tent"™
—-in which one sees interesting and "streng“ teaching

[Supervision]]
~=which engages in reqular serious inserviee sdueatien
and/or supervisien of teachers
—-with an effective principal who sexrves as a true educa=
tional leader
--with family or parent education pragrams

The group recognized that net every one of these items would be
in place in every scheel. In that case we would have an "ideal"
schacl 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 inventoery.

Finally, it wae our sense that we de not need te find hundreds of
examples of good supplementary schoels., Even a dezen would help
advance the cause of the Lead Community Project immensely.

In addition our group defined certain specific Program areas that
are werthy of particular attentiom. These may be part of a "geoed
schoel"Y or they may be "stand-alene™ examples that could alse be
of use to the Best Practices Project in the manner discussed
above.

=-Teaching Hebrew

=-Teaching Israel

——Bar and Bat Mitzvah pregrams

~-Succesgful post=Bar and Bat nitzvah programs

=-Family education Programs

=--Junior congregation programs

IIT. On eoingwyr gquestiens

I consider this part of this report teo be particularly important
because these are the guestions that have heen raised about the
Best Practices Project which I believe need to be addressed.
Sorie are my ewh; ethers were raised in various discussions.

i) At the Senior Policy Advieers the question was raised!: was the
group of advisers that I assembled in December, admirable though
it might be, toe "academic" and did I need te run a similar meet-
ing fer a greup of practitioners in the field (d.e. principals or
teachers)) abeut the question of what is success or what is goed
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-
uwlar teachers or principals and may not be transferahble?

3) What do we do about the fact that there is an amazimg amount
of flux in Jewish education and that a place that teday we might
consider an example of best practice, next year or at the time
that the Lead Communities gear um, wegyy nott??

4) What level of documentation div we meesld im crdisyr tomdks this
whole project actually useful for the Lead Commumities? This
question has come up over and over again and I am still quite
concernaed about it. When we designate a place as am exanmnple of
best practice, how much will that help the Lead Commumiitty, if it
doesn’t somehow get the story of that place told te it and im
some detail? This is particularly true because we seem te be
moving more and more toward a sense that best practice egquals a
system, not a particular program or "trick" that one cam cepy
with ease,

%) And, of course, this question raises again the issue of
replicability or "translating™ from best practice te the Lead
Community. What ultimately is the purpose of this projest: to
prove that somewitoreM at least, good practice exists or teo ac=
tually get communities to be able to adept these examples of best
practice? If it’s the latter, How iss tHils to Heppen?

6) And if the examples of best pravtilce arwee tHuwse whidicH nesalllly
represent either synagogue’s or community’s high level
policy/ies, how is that translated, explained er implemented in
the Lead Comnunity.

7) Isn’t what we are leeking fer a large-secale intedgrated example
of pelicies, not 1little bite and pieces? And hew will the pre=
ject reaily pick that up?

8) Finally, every time I speak abeiut this the guestien of !Besk
Practices Is not Enough™ continues te cese up. I raised this in
my original memee when I talked abeut the Departwmemt of Dreamw,
but it’s net just me. Shulman diseussed it at the @A, the Senier
Policy Advisers peeple raised it tee. We really nead INew Prae=
tices, because peeple believe that the situatien ef Jewish edueca=
tien is such that intreducing Best Practiees is really met ‘
eneugh. Se=- whese area is this? Mime? Homeene else's? Hew is
this handled?

IV, Next &£tess

I will new draft a letter te the grigimal group Based on the SuR-
mary of the meeting abeve and fsllew=up esnversatiens with Ehe
@Ejﬁ sE€afF. A geeend letter wiil ge to ERe Senier Peliey Ad-
vigars.
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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 decument this
im the appropriate fashiom.
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Dr. Barry Holtz
Melton Research Center
3080 Broadway

New York, N.¥. 10027
Dear Barrys:

Following our recent phone conversation I want to use this
letter for two purposes: to review the criteria for describimg
the good synagogue school that appeared in my Commission paper
and to reflect from my current perspective on those criteria.Om
the basis of my further research and presentatiom of these ideas
in several forum of educators and rabhis, I have a better sense
of the complexity of "best practice” within the "good synagogue
schooll..”

I find it useful to think of four relatiomships as beimg key
to describing the good synagogue schoal:

()the relationship between the synagogue leadership and the
sehosl, (2) the scheel leadership and the teachers, (3) the
teachers and the students, (4) the synagoguefsch@@l and the
parents. Each relatienship is both mutual and complesk, but takem
as & whale I believe they define the health of the educatiemal
enterprise., This meodel may allew cne to study a givem synagogue
and its scheel te assess points of strength and weakmess in the

whele system.



1. The Relationship Between the Svmmryoue 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
congregatiom. What my first informants told me has been repeated
many times: education in the synagogue always goes con within the
context of the congregational pelitie;; the rabbi is one party
with political influemce; the synagogue lay leaders are more
likely to place the educaticmall 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 potemtially there in the lay body, the rabbi can
make the difference as to how high a priority it consistently
remains on the congregaticmnal agenda.

This early formulation of mine has undergome two basic
revisiong in more recent thinkimg. First I underestimated how
volatile support for the scheol’s agenda can be within the
congregation. Secend,, I underestimated how active a role the
scheoel prineipal may play within the congregational politic.

There are seo many factore that play in a given congregation
as to hew the scheel's agenda or budget will fare. It is
simplistic te think of a congregation as being "supportive% or
Ynon-supportive” of the educational agemda. One has to leook at

the demegraphiec and the eccnemic pictures, the committee system
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within the congregatiom, the role of parents and the relative
imfluence of day schools within the area. There cam be a
economically-strong congregation in which parents of schosl age
children are powerful players in the leadershiip, but where therse
is a split between day and supplementary schoel parents. There
czn be a congregation to which day school educatiom 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.

T assumed that voice had to be the rabbi's., While I still
believe his voice is crucial - with more to add bhelew - I now see
the principal can also be a significant player. The principal may
choose to work through the rabki and the school committsss, but
she has to know the ropes if the support is te materiimlize. I
have learned that the new or politically inexperiemced primcipal
is at a majer disadvantage if she cannet call upom established
relationshipe with key leaders in the congregatiem at times whem
the scheel needs friendly advice and suppert.

But this current formulation errs teoo much on the side of
practieality. If gynagegues are eternally rife with poliwicss,
they remain symbelically sensitive institutiomns. I have seon ope
PrEineipal whe werked very elesely with an impressive schesl
committae €6 teach the mefibers - whe were hestly parenes = the
symbelie value of Hebrew te beth the seheeol curriculuh and the



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 wvery beautifully in a conversation. # You
need a cultural leadership [in the synagogue] that rehearses the
central values through myth and ritual.le 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 1is 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 cannct here
enumerate. Rather,, I wish to focus on one role - articulater eof
the school’s mission - that Sara Lightfoot writes about and Gaill
Dorph emphasized at that same CAJE consultatiion.

Lightfeet made me aware that in some schools the leadership
is rather continually articulating the mission of the schoel in
ways that provide direction to all involved.. I had never fully
realized hew helpful that can be and how disorienting it can be
when no one is really quite sure what the mission of the
school {(er synagegus) is about and hence what the staff and
students are supposed te be accomplishiimg.

Schoem'’s study is a very paimful case of where the
articulated mission bears little relation to the reality of the
scheel. "The Jewish way of life" functioned at that scheel as an
empty slogan reminiscient of the domino theory during the war in
Vietnam. No wonder both staff and students in the school wandered
abeut in a half-dazed state. They literally did not know why they
were there and what they were meant te acceomplish while there.

Early on I realized that the synagogue schoels I was
studying steed in stark contrast to Schoem's case. In
interviewing the twe respective principals, & was clear each had
a visien ef what Jewish education meant in that synagegue and
seheell. It was a vision deeply shared with the senior rabbi. As I
began ebserving I could tell the vision informed daily practice.

Teachers would ceome to the principal with a problem and receive
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answers that felt coherent. "Oh, vyea, now I remember how we
handle this here and why we do it this way.” Students and
parents would receive simlarly coherent messages and, qguite
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 1in 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 1is 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 1is most helpfully put in

curricular and pedagogical terms. "This is how we teach humash or
pesach.” #This 1is 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



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 poimt. At the temple where mastery
of synagogue or siddur Hebrew was stressed,, a group of paremts
studied on Sunday mornings how to read tefillot in Hebrew. Whem
they achieved enough proficiency to read aloud in pubhlie, the
principal organized a short service for that grade of childrem im
which the several parents led the service in Hebrew. When the
serviee was complete, the principle gave each paremt a
certificate and called up the parent’s child te thamk him or her
for having helped the parent to reach this milesteme achievement

At the temple where Melton Hebrew was taught, the 7th
graders put on a shert play in Hebrew for all lower grades om the
last day ef scheel. The play wasa’'t of high gquality, but the kids
leved it and all the clergy came to view it. The primcipall steed
ip after to tell the younger children that they too would reach
the peint ef Hebrew profiecieney where they could put on a play.
Then he asked them to all thank the teachers whe had werked 8o
hard €e effer them this gift ef Hebrew.

1£ these ececlebratory moments steed in iselatiem they eould
be viewed as enpty gestures. But I experieneed them aleng with
the members of the schesls as epiphanal meoments whem what
EVEerysne undergtesd te bs the eentral values were Reing enached.
They wWere alse ceofifiunal mements when studentws, teaciis, ParviHiss,
prineipal gnd elergy wWere drawh inte eleser embrace areund Ehe
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articulated mission of the scheel-

Lightfoot, in her descriptions of the good high schoolss, is
very helpful in pointing out what psychologists call the
parallelism in relatiomships. I have adaptedl for
this context. How the rabbl 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 studemts.

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 primcipals” feeling well supported
and respected by the rabbi paralleled how they treated their
teachers. In turn that style of relating tended te carry over
into the c¢lassroom where the children were treated with alot of
raspect. I rarely witnessed either the shouting at or browbeatimg
of students that in the past I so often witnessed in Hehrew
sehoels. That was not teolerated as acceptible behawior. Sure,
there were behavieral problems and teachers got angry and raised
their veiees. But that was not the nerm, and the norm creates a
very different atmosphere for learmimg.. I never left these
seheels with a headache or that sinking feeling that I had just
Witnessed a ehild being humiliated by an adult er a teacher
everwhelmed by a barnyard of cut-of=-contreol childien.

I did see elagses that did not wewmk, teachers whe lest



pedagagle control and students who misbehawedl.. But here is the
érucial differemce: 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 am owt—
of control class and students were not left to act ocut their
boredom. Help was only minutes away. It might mean the primcig=al
walked imto the class to settle everyone down to be followed with
sessiens with the teacher on how te deal with the problems that
had arisen. The working assumption was clear: we are in this
tegether and the more effectively we can structure the childrem"s
learning experiemnce, the more focused their behavier will becamee.
I alse witnessed many more classes where the teacher was im

pedagegical contrel, the students were invelved in their learmimg
and the principal or lead teacher entered te observe and conmatin,
but net diseiplime. There were vast differences in how
experienced and skillful different teachers werwe, but in speaking
£te the teaehers, they eften €ited the facters ef suppori,
SUPEFVision and eurrieulum in explaining theiv own effectivwimsss,

1, Suppert = The teachers knew -berause theywere ¢old inin
many different ways= that what they were deing was wedlwesd by tHe
Sengregatieon., They felt appreeiated, but Ilse supperted by by
parents whe cared, the prineipal whe helped out immpdny ways g
fellew-teachers whe shared adviee and reseurees. Ceremenies
RSRSFing teaschers were an extra= pniee form of suppert and
appEeciation.



1@

2. SuperwigionieiNe teagherwent waswperv¥isedviIsdboth both
schools the principal or lead teachers would move from class to
class observing and then conmentimg. In additioen, boeth scheols
offered after-school group and individual supervisiom sessioms im
which much training and resource-~development occuredl. There were
also teacher meetings devoted to reviewing eurricular 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 Hebmrew, the teachers spoke
favorably of the training they rec¢eived and the orgamizatiom that
the curriculum offered. Yet they often innovated within that
strueture. In cases where they were teaching subjects that wemes
net se curricularized, they appreciated the principal’s offerimg
of & geed textbook or other teaching devices. They also looked to
one another to help with the devising ¢f lesson plans and more
ereative teaching methods. In one schoel a fair amoumt of team -
teaching developed among teachers within the same grade lewel.

fhe results for student learning were fairly predictadles.
Fhe best learning I saw toek place in these classes where there
Were experienced and well-trained teachers workimg im innevative
ways with a structured curriculum. One rebbi captured the
child¥en’s attitude best when he said in their namess: * I den't
rind coming te Hebrew seheel; what I ecan't stand is when you
waste my €ime.% Seme parents reperted teo me that their childrem
¥ere happiest when they felt they were really learmimg semethirng
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concrete in school. Hence they liked Hebrew best because they
could see tangible preogress in their own learmimg.

But those observations miss one a crucial peimt that I
picked up in my study. The children cannot sustain on either
Sunday mornings or weekday afterncans whole perieds of time in
which they singularly focus on Hebrew or Bible. What the nere
successful teachers do is quite predictably alternate the mere
cognitively~demanding time with lighter, more experiential
exercises. The teachers come armed with learning games that they
pull out when they feel the students attentiom has wandered. O
they devise skits or story-telling opportumitiies. Both scheels
used music and art very successfully as down-times between meore
pressured times. What the alteration allowed is fer the learning
to continue in more fun ways so that the children did net

experience much of the twin evils - boredom or wasted time.

The Relationship ketween the Schoel and the Parents

So much has already heen written about the alienatien ef the

home from the schoel and the need for programs to draw parents
into the school's orbkit that I will repeat none of it here. My
research confirmed my initial belief that while family educatien
programe will not turn assimilated parents inte baale teshuva ,
they will, when successfully rum, attract a fair percentage ef
the parents to come on a reqular basis - perhaps every twe 6¥
four weeks - to learn more about themselves as Jews and what

their children are learning in seheol.



What I had not befors realized 1s the potential feedback
loop between family education and congregatiomal support for the
school. Many parents 7join the synagogue when they enroll their
child in the schoel. Their main contact with the synagogue is
through the school. They may come for High holidays, but
otherwise are non-participating nmembers.

When the school attracts the parents into the buildimg for
family educatioem, there is a real potential to develop
relationships with the synagogue. If the rabbis are involwed],
they meet and get to know cone another. If the synagogue sponsors
havureot, the parents are candidates to joim. Some hecome
interested in involvement with the schoel commitee or PTA. If the
synagogue has Shabbat services for families, they tend to come.

In short their involvement in the synagogue begins te grow.
As more active members, they begin to have more say in the
congregational politic and give voice to paremtal perspectiwas.
The synagogue leadership may be grateful to the scheel for this
increased participation of these mewbers.. But perhaps even more
important, the adult study of Torah grows appreciably withim the
eongregation.. Perhaps the greatest contribution of family
edueatiom, when done seriously, 1s that it may mark a change in
the ceongregational eculture in which people ceme to realize that
oene powerful way to draw people inte the synagegue is te offer
them educational preograms that speak directly te their curremt
Aeeds as parents. Who knows = they may even start to study ene of

Bar¥y Heltz” recent veolumes?

€ ¢ e A3 Uit 28, 82 Ner
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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 schooll. I think the good school may have
to have all four in place to be deserving of that designatidon.

I hope these reflections prove helpful.

With best wishes,

T

Joe Reimer
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MELTON
RESEARCH
CENTER

for Jewish Education November 27, 1991

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"dJ
that~SKulamith has a telecon scheduled with you for Tuesday inorn—"
ing already; perhaps I should be added to the end of that, Let

me know. —

Here 1is 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——
A

Hoffman yesterday: N —

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 Seminary 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

a

been trying to research (for later reference in our work with! n t
the Lead Communities) the literature on introducing change/ ~ J

into educational settings.” - 04a .y.0'V /
w 1

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 11lth meeting.

Best wishes,
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EETTER OF INVITATION FOR DECEMBER MEETING

Nevember 18, 1991

Dr.

Dear

I want to confilrm our phone conversation invitimg you to a meet—
ing about the Best Practices Project of the Council for Initia-
tives in Jewish Education (CLIE). The meeting will take place on
the evening of Tuesday, December 10th here at the Meltom office
beginning with dinner at 6 PFM, running until around 9:30 or 10:0Q0
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 beem 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 teo write for the CIJE. You may find it
of assistance in understanding what we are up to herw,

The Best Practices Project
1. Imtroduction

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 educatiemal
practices im North America™ (p. 69). The primary purpese of this
imventory would be to aid the future work of the Coumnciil,, partic-
ularly as it helps to develep a group of model Lead Communitiess,
"local laboratories for Jewish educatiom.™ As the Lead Com-
munities begin to devise their plams of actiem, the Best Prac-—
tices inventory would offer a guide te 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 varicus lLead Communitiicess.

Thus the planners freom a Lead Community could ask the Council
"where in North America is the in-service educatiom of teachers
done well?"™ and the Council staff weuld be able te find such a
program or school or site some place in the country through com~
sulting the Best Practice inventory.
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What do we mean by "Ybest practice®™? The contemporary literature
in general education points out that seeking perfectiom whem we
examine educational endeavors will offer us little assistance as
Wwe try to improve educatiomal practice. In an enterprise as com—
plex and multifaceted as educatiom, these writers arque, we
should be looking to discover “good"™ not ideal practice. As
Joseph Reimer describes this in his paper for Commissiem, these
are educational projects which have weaknesses and do not succeed
in all thelr goals, but which have the strength to recognize the
weaknesses and the will to keep working at getting better..

“Good" educational practice, them, is what we seek to identify
for Jewish educatiom.

A project to create such an inventory begins with the assumptiom
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 te the
particular Lead Community asking for advicge. The encouragememnt
would come through the knowledge that good practice does exist
out in the field in many aspects of Jewish educatiion. By viewimg
the Best Practice of "X'"l in one leocatiom, the Lead Commumnity
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 ppzagyaphh abovec Hezomsee waveriillll hiaaree
to carefully examinechshevawayvchhitthee inveatbeyy odf ggodd educakica-
tional practice can best be used in living educational situa-
tions. Certainly significant stumbling bleocks will have to be
overcome. In what way, for example, will viewimg the Best Prac—
tice of "X" in Bostem, Atlanta or Montreal offer confidence
building and preogrammatic assistance te the persenr sitting in the
Lead Cemmunity? Perhaps he or she will say: "That may be fine
for Boston or Atlanta or Montreall,, but in ocur community we dom't
have YA' and tHéwefdrecaraht tdgo ‘BB M

Knowing that a dhést pracridecesistss 1N onee pRbaee andd everersessiqiong
that program in aetion does not guarantee that the Lead Com—
munities will be able to succeed in implementing it in their
lecalities, ne matter hew geod their intentioms. The issue of
translatien from the Best Practice site teo the Lead Community
site is one whieh will require coneiderable thought down the road
as this preject develeps.

The Best Practices initiative for Jewish education is a project
with at least three interrelated diwmensions. 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 guiiidnoe aboit speciiffitc
new ideas and programs. For shorthand g@quHEESVWE(EHn(Eﬂﬂl thiiss
"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 titiimkk adjoutr tiiee weorkk tiiestt
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 worikiimgy;.,
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 Communitiies. For shorthand
purposes we can c¢all this "the data base.* This will be de-
scribed in detail in the next section of this meme belaew. 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— locatimg, studying and decumenting in
detail the best work, the "success stories,"™ of contemporary
Jewish educatiom. (I say "contemparary™ here, but a research
project of this sort might well include a historical dimensiom
too. What can we learn about the almest legendary supplementary
school run by Shrage Arian in Albkany in the 1960s should have im=
portant implications for educatienal practice teday.)) This werk
might be done, for example through a Center for the Study of Ex~
cellence in Jewish Education established at a institutiom of
higher learning with a strong interest in Jewish educatien, in a
School of Education at a university or created as a 'free-
standing" research center. Obviously, this preject intersects
with the research plan that the CIJE is also develemiing.

For the time being, hewever, our concern will be with vBest Prac—
tices for assisting the Lead Communities. Of course this focus
and "the long-range plan" are neot mutually execlusive. The latter
flows from the former. As we begin to develeop a data base for
the Lead Communities, we will alse begin te study Best PBractices
in detail. The difference between the two preojects is that the
Lead Communities will need immedlate assistamee. They cannot
walt for the results of long-term research befere aetimg. But
what we learn from the actual experience of the lLead Communities
(@och as through the assessment preojeet whieh will be implemented
for the Lead Communitiew) will then beecewe part €f the rieh deewu=
mentation central te the leng=¥ange plam.
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II., BRast rPoactica aand thiae Lhaad Clnmonnitédes

Of cowurse there is no such thing as “Best Practice' in the ab-
stract, there is only Best Practice of "X" particularimy: the
{@eed enough) Hebrew Scheoel, JCC, curriculum for teaching Isras=ll,,
ete. The first problem we have to face is defimimg 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 differemt
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

--Farly childhood programs

~~JCCs

-~Adult Education programs

Or we could look at some of the subject areas which are taught in
such sightss:

-- Bible

== Hebrew

- Israel

Other modies are also possible. Hence the following questiom

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:z

a) what we predict the Lead Communities will want and need,, based
on a survey of knowledgeable pecople (see step 1 bkelaw)) 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 cam
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 feollowimg
steps:

1. Define the categories

To do this we should quickly poll a select number of advisers who
have been imvolved in thinking about the weork of the CIJE or the
Commission to see what categeries we cam agree would he mest use~-
ful for the Lead Communities. In addition we have looked at the
local Commission reports to see what those cemmunities suggestead
were their needs-- on the assumption that the Lead Communities
would in all 1ikelihoed resemble the local communities who have
had commissiens on Jewish education.
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After some investigation and a number of conversatiams, it has
become clear that one of the key categories— and the one that we
will begin with-~ is the supplementary school. We have chosem to
start with this area for two reasoms: first, there is no doubt
that Lead Communities will want tc work to improve their sup-
plementary schoels. Simply too many students are serviced by
these imstitutions to ignore them. Secomd,, my own expertise and
contacts are in this area and to get the project up and runnimg
here would be easier for me than to begin with, say, the JCC pre-
school area.

._Gather a oup of experts.
Here is where you, ?2??, come in. We are geoing 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 im
the supplementary scheol™) and we would hear about successful at-
tempts at "building the profession" (e.g. "how one school imple-
ments a good staff training program").

Omoc we afenedoiteld whiiia lList of didesme cr components, we wouldl tilven
ask: 1) What examples in real life do wekkiwow odf thhe BBest PPoae-
tice of these components? 2} Ardddimowing these exmmplss, nownow
what would all this mean for the Lead Communities? How useful is
it? After that discussiom, the group of five would go home and
do some "scouting™., They would look inte preograms that they per-
sonally know akeut: they would call people they know for some ad-
vice and suggestioms. Let'’s assume that this would take twe days
of work. After scouting aroumd, they weuld be in touch with us
(Sfmlzmith and Barry) with their report..

3. Widen the net of contacts

At the same time we would use thHdclist of ideas develapell by the
group of five to try to cast a wider net for specific examples of
Best Practice. The €IJE would make direct contact through letter
and phone teo a group of 30=40 well-commectad, well-traveled
people in the field and solicit their advice for "candidates" of
Best Practice, based en the tepics that the greup ef five has
suggested. In additiom, a few graduate students could he engaged
to look at back issues of Pedagogic Reporter and ether published
sources for possible candidates. I weuld talk with the Cenvenamt
Foundation people for their siuggestions based en their werk, ete.,

4. Next Steps
When all this is ecempleted, we may want te have anether meetimg
of the group ef five er we may find it neeessary 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 recommendimy. Howewver, 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
visitss..

5. Ewvaluating what we have done

Once the sites visits are completed, we would them 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 alse ask a few
outside ¢ritics for their grade. It’s possible at this poimt
that we would say that this process is a "good encugh® cut at
dealing with our issue. If so, we've learned a lot about how to
get imteo this quickly and usefully. A more refined versiom could
then be imvented for later iteratioms. If we have serious ques-
tions about what we've done, we should then be able to rethimk
the process to figure out how to fix it. Mest importantly it
would give us a model for determinimg Best Practice im areas that

we have less knowledge of familiarity with—- the other categeries
of #1 above.

If this method is good enough to be of use te the Lead Com—
munities, it might mean that we could go immediately inte the re-
search component. Here we would be doing sericus examinatiom ef
the Best Practices that we've listed, trying te analyze and de-
scribe in a reflective way the nature ef the work goimg om im
these places. It may be, in other words, that for lmmediate aid
to the Lead Communities, the serious researeh is Ret neeessary=—
it can kick in later dewn the read, as we move the werk inte a
higher stage of analysis. What we de have te thimk akout is how

much do we need to know in erder teo be able to help a lead Con=
munity..

., The Next Phase

Here there are three optiens depending eR hew we answer the gques-
tion immediately above. Teo help the Lead Conmumnities: A) We have
enough just simply by having a Reledex eard with the name of the
site and relevant en-site pa@@h@” the nature ef the werk deme
there and the seal of appreval frem our group of 5. B) We weuld
need 1 te 3 page write-ups 6f tha,gf@qramg we've seen, ©) We
would need serieus pertraits/profiles of the seheeol® in the mam=
ner of Sara Lawrenee Lightfoot's The Geed High Eeheel.

As yeu ean see, I would like you to be one of gur figreup of five#
deseribed abeve and the purpese of our meetiRg iR December is te
deal with Step #2 abeve and aim teward future wewk. I thimk thak
this is 2R ex€iting preject Whieh Ras impertant impliecatiems fer
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Jewish educatiom. 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 seo that you can be reim~
bursed.. Thanks so much for your help. I’ll see you soom.

Best wishes,

Barry Holtz
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To: Steve, Shulamitir, Seymour, Annette:
From: Barry Holtz

Re: The Best Practices Plan {(Revised))

Dear Friends,, > A

This memo will crouoesse thlee "fimed! phpikan £Hor thize SRsst PRRa¢titess Pro—-
ject, based on my meeting en September 5, 1991 with Seymour and
Shulamith and on subsequent discussioms with both of them.

The plan as it currently stands is an attempt te find an efficient
and realistie way to implement the Best Practices Project. It tries
to work, "“guick 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 unkmowm. We would work like this:

i YEAR ONE

/ A. We would decide on the four maim areas or categories (such as
/ "tthe supplementary school™ or "early childhood pregrams")) that the

Bestt Pradiibess Reojpee shoalld foomus omn. The sumgrestions wonlld come
ﬁhﬂmngniihlngEﬁﬁﬂlﬁ?fﬂﬂli@vaﬁyEBEESSEﬂmﬂCﬁﬁMﬂV'Wﬁﬁfﬂd@g“of‘ﬁhﬁﬂ CUIE

sumption that the Lead Communities would in all likelihoed resemble
the local communities who have had commissions on Jewish educatian..

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 te help a Lead Community. We would rake cne of the four cats-
gories of ™A" above and play it out. We would take the category
that we felt that we alresady had some good contacts and ideas abaut.
Most likely candidatm: the supplementary schoel. We would gather
(lidemlly for 2 days)) five good pecple with knewledge of that are=.
These five are people we know or knew ef threugh our current con~
tacts and we wouldm't worry at this point about all the good pecple
whom we havem”t ineluded. Eventually we will gather others.

Phase One

The group ef five weuld look at eur categery and ask the guestion
what do we mean by Best Practice in the realm of X (e.g. sup-

Vihe Jewish Theological Seminary of America * 3C80 Bueaaway * New Yerk, New Yark (€027 + Tolbphere (212) 575:803)
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Z
ewlementary school)? In answering this question mattazrs=— £6 use the
language of A Time to Act and the Commission=- of beoth & Program-
matic amd enabling type would surely emerge. In other worEs, wWe
wowld hear about good programs (@.g. "hoWw to teach Hebrew in the
sumpplementary school™) and we would hear about successful attempts
at "buwilding the profession™ (@.g. "how one schesl implements a good
staff training program")..

Cmnce we generated this list of ideas or compomenits, we Would therm
ask: 1) What examples in real life do we know of the.Best Practice
of these components? 2} And knowing these exampless, now wWhat woulld
211 this mean far the Lead Communities? How usefil) is 1it? After
that discussiom, *the group of five would go home and'doc some "scour—
Iimg”.. They would Llook inte programs that they persomally know
abows:; they would call people they know for some advice and sugges—
tions. Let's assume that this would take two days of worik. 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 certaim 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 mot be
needed since the group of five will have recent and direct comtact
with the Best Practice sites that they are recomendimy. Howeswear,
it is also likely that in researching for other examples, indiwidiu—
als will hear of sites that ought to be locked at. We anticipate up

. 70 five such site visits.

\ir\ Next Steps: Evaluating what we have done

C. Omce the sites visits are completed, we weuld then be in the
rosition to "“give ourselves a grade.™ We would ask: "De we need
more in order to help a Lead Community?" We would alse ask a few
outside crities for their grade. 1It's possible at this peimt that
we would say that this precess is a "geood enough™ cut at dealimg
with our issue. If se, we've learned a let abeut hew te get inte
this guiekly and usefully. A mere refined versiem eould them be in-
vented Lor later iteratiems. If we have serious guestioms abeut
what we’'ve dene, we should then be able te rethink the process ta
Tigure cut hew to £ix it. Mast impertantly it would give us a model
foxr determining Best Practiee in areas that we have less kpewledge
of familiarity with=- £the ether categeries from "A™ abeus.

If this methed is geed eneugh 9 be of use te the Lead Commumiititess,
it might fean that we eould ge immediately inte the research com~
ponent. Here we weuld be deing serieus examipnatien of the Best
Practiees that we'’ve listed, €rying te analyze and describe im a
*eflective way the Rature 6f £he yerk geing eon in these placess. It
may bg, iR other yords, that £er inmmediate aid to the Lead Con
RuAities, the serigus researeh is REE ABeesgary—- it eam kiek im
Jlater dewn the ¥ead, as we meve the werk inte a higher stage of
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3
analysis. What we do have te think abeut is hew mueh &8 wWe nResd te
know im order to be able to help a Lead Commumithsy..

This wowuld lead us €6
Phase Three

Here there are three options depending on how we answer the gquestimn
immediiately above. To help the Lead Commumities: A) We have encugh
just simply by having a Rolodex card with the name of the site and
relevant on-site people, the nature of the work dome there and the
seal of approval from ouxr grgup of 5. B) We would need 1 to 3 pags
write-ups of the programs we've seem. C) We would need seriocus
portraits/profiles of the schools in the manner of Sara Lawremce
Lightfoot’'s The Good High Schewol..

Round Two

Round Twa, also to be done in the first year, would deal with a sec-
and area/category from the A. list above. We would tazke 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 nmosss,
however, that it is likely that each subsequent "roumf®" will takes
more time to implement, even though we will be refimimg the process
as we go along. Why? Because we are going to begim with the
area/category we know best, where we have good and reliable experts
and comtacts (Ee.g. to make up our group of 5). But im the later
rounds we will be moving into areas that are less familiar te us amd
we will need more time to figure out who the right experts are amd
to gather the imformatiom.

YZAR TWO

Year Twe would consist of develeping additiemal "roumds™ (te deal
with other areas/categories—see A. abeve) and implementimg what we

have learned from Best Practices inte the Lead Communmities them—
selwes..

This latter process== what we have ealled “the issue ef tramsletiomn"
ih other memes=— sSheuld invelve a serious diseussien and expleratian
by the staff of the ENE befere we undertake the wewk. It would be
impertant te Ef¥ to determine amenRg other thirgs: a) the particwlar
nature of Iest Praetieces €Hat we have seeh and the potenmtial dif~
ficulties in meving any individuyal best praetice from its 'heme’ teo
the Lead Community, B) an evaluatien of the eeconemie implicatiems of
Best Practices— What dees it eost €eo implement and rum the prograns
we have seen and what might it eost te take a pregram from ene place
and imtroduce it iate 2 lead Community. B5tartup cesks may have to
be taken inte copsideraticn, fer exampl®, ef hiddem eests that may
not be appaFent UREil we £#v £e meve a praetiece inte a lLead Com—
HURikty: & SeyNeur Ras peinted eut that we will need to invent a
Vegsrieulumh “or translating ary particular Best Pragtiee inte a
lead €ommunity. FRr other werds, one issue ERat we will have te dezl
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with is findling a way for the educators and involved lavpeople in
our Lead Community simply to understand the Best Practice we wamt
imtroduce. Then we must figure out the steps that cam move the
practice imto the Commumity. In that regard we ought te loaok at::
the literature from general education about the introductiom ef
change into educational settings and particularly the questiom of
what happens when change is mandated "from above.” This might be
very useful in our thinking about the Lead Commumit-iicss.

Barry

cc. Isa Aron

L
[§]

i
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TFAD COMMUNITIES PROJECT: TASKS AND TIME (DAYS)

KELATED TO REASSESSMENT OF L.C REVIEW

TIME

MONTH

APRIL

MAY

TOTAL

TASKS

4/2
4/6
4/7
417
4/8
ff
4/13
4/21

4/24

IBU

1Y |
TOTAL RE-ASSESSMENT
9 6
14 6
23 12

Memo to AH on revised timetable

Meeting with SE

TOTAL

RE-ASSESSMENT

1

Memo to CLJE steering group on alternatives and next steps

Memo to review panelists to halt process
Meeting with SE

Calls from # half of panelists

Telecon with Israel on options/next steps

Meeting with SE re process revisions

Memo to AH/SE on alternatives: timetable and process

> UKELES ASSOCIATES INC.
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TASKS

5/1-2 Preparations for 5/3 meeting:
. Revisions of timetable
. Review of process
5/3 Ruder/Finn meeting
5/af Notifying panelists to continue (calls to explain - mostly by SE, follow-ups, JM)

Rescheduling panel teleconferences (tnanagement)

5/6 Mecting w. AH (in NYC) on future steps
ST Revising timetable/options for recasting finalist process
5/11 Revision of above
5/12 Meeting w. Rotman (per AH) re aiternatives for finalist review
ff Reconsidering and recasting finalist process in view of Rotman meeting
5/18 Revised timetable; faxed to Israel
5720 Israel telecon: one item is revised process
5/20 Meeting with SE and Rotman re next steps

* UKELES ASSOCIATES INC
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MEMORANDUM

To: Arthur Roiman
From: Jack Ukeles ,) - ./,'
Yimg Mejer 7 !
Date: May 21, 1992
Subjnret: Attached draft Lead Communitics material for Mort Mande)

There are two packets of matetinl for you to tnke with you fo Isiaclh

n A draft of the maletials 10 be sent to Lead Communities Commiitee members
o Cover Jetter
o LExhibit A: Lead Communitics Program Goidelines (Januvary 1992)
6 Exhibit B: Suimmarics of the Proposals
o Exhibit C: The Review Panels
o Exhibit 1: Summary of Pupelist Ratings, by Region
o Exhibit I3 Summary of Panclist Ratings by Ciy Sizc
o Exhibit I: Recommendations for Lead Community Finallsts
Jesues: Should we include the names of the review panel members (Fxbibit C)?
Should we include recommendntions or [et it emerge Feam the discussion (Exhibit
1. Given the teleconference environment mud thein limited background in Lead
Communitics, T rupgest that the recommendations be included.
n Additional background material for Mort and Chuck
o Community Scares by individual pancis
o Summary  of  paoclist comments on the Lead Gousmnunities  preliminary
propuosals
Issues: When and how will Chuck see this inaterial (or the next version)?

When and how will the Lead Comunities teleconference be scheduled?

* UKELES ASSOCIATIS INC



May 21, 1992

Mr/Mrs, X
Business
Address
Address

Dear Mr./Ms. X:

I am pleased that you have accepted Morton Mzandel’s invitation to serve as a
member of the L.ead 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 1 1rs.
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.!

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 ) for this purpose.

'We would be pleased to provide committee members with copies of the full preliminary
proposals from any or all of the communities.

x i



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

cach 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:

Is 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:

o

Leadership:

O Multi-agency involvement and prior collaborations
o Qualifications of prospective chair

o Qualifications of professional director

Program:

o) Participalion rates

o} Past record of innovation

> Record on building a profession of Jewish educator
o Israel experience

Financial Resources:

o Per capita expenditures on Jewish education

© Percentage allocation to Jewish education

Planni

o} Clarity on needs and priorities

0 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 __.



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 fina] 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. 1 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, Chait

Lead Communities Committee,
Council for Initiatives in Jewish Education
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MEM O RANDUIM

May 19, 1992

To:  Shulamith Elster
Annette Hochstein
At Rotman
Ginny Levy

7

From: Jim Meier/,./ﬂ-——ﬂ

Re: Teleconference on May 20th

I suggest the following agenda for our teleconfercnce on May 20th, 10:30 (EST):

1. Package to go to Lead Communities Committee for sclcction of finalists. Relatad
materials, attached, include:

» [AUIS] Memo to Mandel/Ratner/Rotman with summaries of panelist
ratings and rankings.
° [B] Dutdibeld llisiigg off pparmdlist sopoess (frakicupp too ssummmaayy stieess).
Sample pages, in rough draft form of:
¢ [C1-2] Panelist comments on each proposal, grouped as pros nd coms.
# [D] (@nseppagesypoppsisod{cesbhppoppssil

2, Involvement of lay leaders

3. Process and fimeline for remainder of scleetion proeess (i.c. June 5 = August 23).
o [E166] A revized preposed wokplem/timdine.

4. Preliminary list of site visit teams.

#{F}  Prepesals from Shulamith en lay and prefessional team raembeis.

5, Issues: e.g. seiting a limit on number of finaligis.
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'To: Morion Mandel
Charles Rainer

From: Jack Ukeies / JPU
sirm Meior J/™

Daie: May 19, 1992
Re;  Update on Preliminary Selection of Lead Communities

cc:  Arthur Rotman
Shulamith Blster
Annette Hochstein
Seymour Fox
Virginia Levi

On Friday, May 15, we completed the third arid last review panel teleconferemes.
The consensus is that the process wemt very well. The panelists did their
homework; the discussions were thoughtful and substantive. In mamy instamees,
clear agreement emerged about which communmities and propesals were the

silongest, and which appeared fo be the least well prepared to undertake the
challange at this time,

Tomorrow, Wednesday, May 20th, we will review the results of the review pamels
with the core professional group on Lead Communities. The primary purpese of

the teleconference is to prepare for the Lead Communities Committee meeting to
select finalists.

The purpose of this memo is to share the initial results o date; while these are
changing daily with new information and new analyses, we nced to be sure that
you are eomfortable with the content and proeess of the effort at every stage.

> URBJiUS ASSOCTATES MC.
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To recap: cacli panclist gave each proposal a score (from 0 10 100); the scores
were averaged and a range computed (from the highest to the lowest score); each
communiity’s proposal was discussed by panelists and staff/consultamts om a
teleconference; individual scores were adjusted based om the discussiom and a new
average computed for each community by each panel. A chart was prepared
indicating the score of each panel for each community (Exhibit A, attached).

Panel 1 gave consistently lower scores (an average of 20% losver) tham Pamels 2
and 3. Their scores were increased 20% to bring them into line with the other two
(like grading on a curve). The adjusted scores arc shown on Exhibit B.

UAI reviewed the results and sorted the communities into three groups: "Probable
Yes"; "Probably No"; and "Maybe", using the following method and critteid:

o Every proposal which both panels scored BO and over was classified a
PROBABLE YES

@ Every proposal which both panels scored 65 and under wiug classified a
PROBABLE NO

© Every other community was classified a MAYBE

Exhibit € summarizes the results of this analysis (with the average score im
parentheses).

A8 8 last step, we sorted the results by region (Exhibit D) and city size (Exhibit E).

> DKULLS ASSOCTATES MIC:
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19-May-92

EXHIBIT A

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 /SLF. 0 59 57
OAKIAND ) 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 80 0 m
VANCOUVER 44 0 62
WASHINGTON 69 o3 0
WINNIPEG 42 0 58

Average 60 73 4l

Note: "0 indleates proposal not remewed by panel.
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BOSTON
Baltimor e
ATLANTA

PALM BEACH
METRO WEST
WASHINGTON
COLUMBUS
ROCHESTER
OTTAWA
MILWAUKEE
MONTREAL
KANSAS CTTY
OAKLAND
SOUTH PALM BEACH
TORONTO
DALLAS
DENVER
HARTFORD
NEWYORK/SUFF.
VANCOUVER
RHODE ISLAND
SAN DIEGO
WINNIPEG

Average

EXHIBIT B

ADJUSTED PANEL AVERAGES

Panel 1

116

97

103

Panel 2

0
92
85

0

0
93
82
83

0
82
68
84
73
56

0
50
55
64
59

0

0
76

0

73

Panel 3

94
90
0
83
75
0
0
75
69
68
0
0
63
76
7
70
63
0
57
62
68
0
58

71

19-May-92

Combined

105

o1
89
89
88
80
79
76
75
7
68
68
66
66
60
59
59
58
57
57
55

72

Note: “0” means proposal was not reviewed by that panel
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From  : Ukeles Associates Inc.

PHDONE No. I 12122608760

EXHIBIT C

Preliininary Selection Groumimms

May. 19 1992 6i0zPM PES

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§ " »

Oakland (68)

Ottawa (76)

Rhode Island (57)

Rochester (79)

San Diego (55)

South Palm Beach (66)

Toronto (66)

Criteria

Probable YES
Probable NO

L3Both pesiel s dadjusted cigeiesy vier ¢ Bonvvier
Bath pansls :adiusied seones were 65 o llower

s

MAYBE

NOTE:

AAothercammuinigics

Caathined sseone jin ptwwiibhesis

> URLO:S ASSOCTATILAS MNC:,



From ' Ukeles Associates Inc.

BHONE No.

EXHIBIT D

w 12122608760

Summary of Panelist Ratings, by Region
(Adjusted Average Stinross)
Arranged from Highest to Lowest

May. 19 1992 6iazem

H¢

HAST SOUTH MIDWEST WEST CANADA

Boston {105) Atlanta (91) Columbus (80) | Oakland (68) Ottawa (76)

Baltimore (9J) | Palm Beach Milwaukee (75) | Dallas (60) Montreal (71)
(89)

MetroWest (89) | S. Palm Beach | Kansas City' Denver (59) Toronto (66)
(66) o8y

Washington San Diego (55) | Vancouver (57)

(88)

Rchester (79) Winnipeg (54)

Hartford (59)

New Yark (58)

Rhode Island

*7)

8 3 3 4 )

> ORGLESASSOCIATLS RUC
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PHONE Ne:

EXUILIT B

» 121226088760

May.19 1992 6:02BM PO7

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 beach (89)

Ottawa (76)

MetroWest (89)

Rochester (79)

Kansas City (68)

Washington {88)

Montreal (71)

Milwaukee (75)

Vancouver (57)

Oakland (68)

Rhode Inland (57)

Toronto {66)

South Palm Beach (66)

Winnipeg (54)

Newy York (58) Dallas (60)
Denver (59)
Hartford (59)
San Diego (55) '
7 - 10 6

» KK U5 ASSOCIATHS INC:

o7



6:04PM P01

1992

May.®D

Inc. PHCNE  No. 12122608760

Associates

Ukeies

rom

£Q|I

ATLANTA
BALTIMORE
BOSTON
COLUMBLIS
DALLAS
DENVER
HARTFORD
KANSAS C.TY
METRO WEST
MILWAUKEE
MONTREAL
NEW YORK/ SUFF.
OAKLAND
OTTAWA

PALU BEACH
RHCCE ISLAND
ROCHESTER
SAN DIEGO
SCUTH PALM BEACH
TORONTO
VANCOUVER
WASHINGTON
WINNIPEG

Abramson

90

100
56

44
36
80

60

44
75
45

30

45
85
37

Panel

Berger

85

9C
70

45
45
85

60

75
75
40

45
45
60
45

AVERAGE SCORES

1
Geffen Spack
€5
as

70

45
50
9Ci

65

86
85
30

25

51
41
61
45

Dubin

85
96

85
6a
51
90
85

85
55
65
75

90
75
65

95

Panel 2
Ettenberg Gurvis

S4 86
SO 90
€5 90
40 50
55 55
57 50
80 85
82 87
75 75
55 65
97 62
80 77
70 8a
67 45
95 90

Schiff

75
92

87
50
60
58
85

75
65
50
60

85
80
47

90

Joel

90
101

76
69

60
61

5a
53
75
84
63
84
80
95
75
75

64

Lee

91
95

55
61

77
66

43
75
50
9
65
77
80
52
57
42

47

Panel 3

Rubin

ey
100

77
65

85
82

70
70
70
80
75
75

87
80
70

55

Woocher

88
80

72
58

76
63

61
55
79
77
66
62

6e

62

64
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COMMUNITY: ATLANTA
JEWISH POPULATION:

SUMMARY STATEMENT: Atlanta’s proposal highlights the dramatic growtth
undergone by the city’s Jewish community over the last few dccades. It points out
that the funds available to the Federation have also increased significamtly.
Whereas other large cities community campaigns had an average growth ratc of
2.9% between 1988 and 1990, Atlanta’s rate was 13.7%. Federatiom Endowmenst
Funds grew by 78.1% during that same period. The city aspires to be a regiomall
center for Jewish activities.

Current Status of Education Programs: Atlanta currenily supports a full roster
of formal and informal activities, including day schools, supplementary schools and
high schools and a range of formal and informal activities for youth and adwlts.

Leadership and Planning: The Council for Jewish Continuity (established 1992)
follows up on the work of the Year 2000 Commumity Services Task Force which
commissioned a formal study of Jewish education in 1990, Im additiom, Atlamta has
more recently employed Jewish education experts Dr. Chaim Peri and Dr. Adiriemme
Bank as censultants in its planning proecess. Atlamta has formally articwlated
several geals, ineluding establishing a new agency dedicated lo the training amdl
suppert eof edueaters and edueatiomal Institutions, a mnew endowment fund
specifically for new education programs, and the creatiom of a Jewish Heritage
Center housing a Holocaust Center, library, archives, and teacher resource cemter.

Chair: William Sehatten, M.D. past Presidemt of Atlamia Jewish Federatiion

Staff: Professional staff 10 be hired
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TASK

F/S

P/FS

F/S
F/S

F/S

Lay Inv

END DATE
May 18/Mon COB

May 18/Mon
May 19/Tue
May 20/Wed

May 21/Thu

TBD

May 26/Tue
May 26/Tue
May 26-28/Tue-Thu

May 28/Thu

Jun

DRAFT
MAY 18, 1992

PROPOSED TIMETABLE

PRELIMINARY PROPOSALS

First draft of materials for Lead Community Committee are compiled (including
results of panels) and faxed to Core Group.

Ist draft of proposed site team members.
Ist draft of finalist review process and site visit protocol to Core Group.

Teleconference of Core Group on finalist recommendations, and planned agenda
for forthcoming LC Committee meeting.

Proposed draft of package forwarded to CIJE Chair and LC Committee Chair
for review.

Staff meetings by phone with individual LC Committee Members.

[May 25 Memorial Day]
Phone invitations/line up site visit teams.
2nd draft of finalist review process and site visit protocol to Core Group.

Input on package for LC Committee from CUE Chair and LC Chair. Package
forwarded to LC members.

Core Group teleconference to finalize site visit protocol.

Conference: LC Committee Chairman, Core Group regarding LC committee
meeting.
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P/F

F/S

F/S
F/S
F/S
F/S

F/S

Jun 1,2,3,4/
Mon,Tu,Wed or Thu

Jun 5/Fri

Jun 9/Tue

Jun 11/Thu
Jun 25/Thu
Jun 29/Mon
Jun 29/Mon

Jun 30/Tue

CUE Proposed Timetable

LC Committee meets to decide on finalists.

Finalists announced. ,
[June 7-8  Shavout]
FINAL SELECTION

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, with 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 format

Materials sent to Site Team (if time; otherwise reviewed upon arrival at site).



F/S

F/S

™ ™ ™

Jul 17/Fri

Late June/July

June - July

Jul 20/Mon

Jul 20/Mon

Jul 22/Wed
Jul 27/Mon
Jul 28/Tue
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; Ist draft of package materials to Core
Group.

Materials forwarded to CUE and LC Committee Chairmen.

Input of Chairmen received.



F L Aug 13/Thu

F L Aug 17 or 19/
Mon or Wed

F B Aug 19/Wed
Aug 24/Mon
Aug 25/Tue
Aug 27/Fri

Task Code:

P Preliminary Selection Process

FS  Final Selection Process/Site Visit

[Aug 9 Tisha B’av]
Materials revised based on input; forwarded to LC Committee.

LC Committee meets.

Materials forwarded to CIJE Board.
Dress rehearsal.
CUE Board meets to make final decisions.
Announcement of LC selection.
[Sep 7 Labor Day]
[Sep 28%*29  Rosli Hashanah]

Lay Involve:
B Board of Directors
C CIJE and/or LC Committee Chair

L Lead Community Committee Staffing/Decision making

Core Group = Shulamith, Annette, Seymour, Art, UAI

CUE Proposed Timetable



[ 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 OIE st fenmssilisartt
[0)] 1 pprrofBesss bomed | (@ethoeettorfibanmeey)
© 1 Iy lkeedtar car Zind protBsssormdl

u Logistics and timing require a limit of finalist communities, preferably 8.

0 Assames CINE stafff/camsudtantss too imadhtbe:
« Shulamith
~Art
< Jack
< Jim

© Assumes over 3 wesh peiad thedt Stukdamith amdt Jiim ozen sypenrd 11 1772 weekk omn
road (3 visits); Jack 1 week (2-3 visits); Art less than 1 week (1-2 wisis).

= 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.

CIE Propesed Timetable 5



DRAFT
MAY 11, 1992

SCENARIO FOR SITE VISIT

Preliminary Agenda:

L Intro &Orientation 2 hours
Presentation to Site Team by LC Leadership (Pro & Lay)

TRestt anseomplidhneatss

Tt azgpatyy ((progranss & plarmigg)
Vision & Plans

Needs & Concerns

Gt off Chivaretesss ((heabushiyessoomed] )

90000

11 Meeting with Local Edueators (at a site) 2 houwirs
Shew & Tell -> Questions by Team (lunciw)

.  hiwiggTour

1V Meepe tivighwhita Pyeitaral dued deealigrship late afternoom
(JCEC, Ed, Planners, Synagegue eonsortia, ete.)

] Ragds Ml naneaiimiadifreditotss

©  Cnmrpdnits nesslss
o  Huinydfigss frsr QI (Wit communtyy meeds from CIJE fo suceeed)

V.  Dinser Meeting with Lay Leadership

€E Propesed Timetabie 6



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 sclected other CIJE board members.

Professiopals

Abramson
Berger
Dubin
Ettenberg
Lee

Rubin
Woocher

Staff/consultants

Elster
Meier
Rotman
Ukeles
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PANEL 3 SUMMARY OF PRELIMINARY BATINGS

SCRTED BY VARIANCE IN RBATINGS (greatest variance in score to least variancé)

VARIANCE
btwn High
JOEL LEE RUBIN  WOOQCHER | & Low Score
NEW YORK / SUFFOLK 53 43 90 61 47
DALLAS 94 48 77 72 46
SOUTH PALM BEACH g5 52 87 68 43
VANCOUVER 84 42 70 62 42
METRO WEST 55 77 o5 76 40
OTTAWA 75 45 65 79 34
OAKLAND 53 75 70 55 22
ROCHESTER 84 77 75 62 22
MILWAUKEE 61 66 82 63 21
BOSTON 101 95 100 80 21
TORONTO 78 67 86 70 19
WINNIPEG 64 a7 55 64 17
PALM BEACH COUNTY 84 91 80 77 14
RHODE {SLAND 63 65 75 68 12
DENVER 61 65 58 7
BALTIMORE a0 91 91 88 3
SORTED BY AVERAGE SCORE thighest to lowest)
PANEL
o _JOEL _  LEE_ _RUBIN WOOCHER | AVERAC™
BOSTON 101 a5 100 80 g41 1%
BALTIMORE 90 91 91 88 9g| ¥?.J
PALM BEACH COUNTY 84 91 80 77 83| ¥2.5
SOUTH PALM BEACH g5 52 87 68 761¢7.5
METRO WEST 55 77 o5 76 76|73
ROCHESTER 84 77 75 62 75128, 5
TORONTO 78 67 B6 70 TSl
DALLAS 94 48 77 72 73)0¢, 5
MILWAUKEE 61 66 8z 63 68 2
RHODE ISLAND 63 65 75 68 681. .
OTTAWA 75 45 65 79 66% &
VANCOUVER 84 42 70 62 65 |5 #
OAKLAND 53 75 70 55 63| F0
NEW YORK / SUFFOLK 53 43 90 61 626G
DENVER 61 65 58 6tica ¢
WINNIPEG 64 47 55 64 sglgz
Panelist Average 63 59 73 64 65
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PANEL 1

SUMMA ¥ OF PRELIMINARY_RATINGS

SORTED BY VARIANCE IN RATINGS (greatest variance in score to least variance)

VARIANCE
btwn High
ABRAMSON BERGER GEFFEN SPACK | & Low Score
OTTAWA 44 75 86 42
SAN DIEGO 63 30 25 38
ATLANTA Q0 85 55 35
COLUMBUS 58 ap 65 34
RHODE ISLAND 63 40 30 33
WASHINGTON Q2 60 61 32
PALM BEACH COUNTY g5 83 05 30
METRO WEST 63 85 lo] 27
KANSAS CITY 36 45 80 24
VANCOUVER 45 ! a1 19
WINNIPEG 37 45 58 19
HARTFORD 44 45 80 16
MONTREAL 87 65 76 11
BOSTON 100 90 98 10
TORONTC 55 45 51 10
SORTED BY AVERAGE SCORE (highzst to lowest)
PANEL
ASRAMSON BERGER GEFFEN SPACK AVERAGE
BOSTON 100 90 98 956G
PALM BEACH COUNTY 65 85 95 82|ya, 5
METRO WEST 53 g3 o0 79|#7. £
ATLANTA S0 85 55 77188 S
WASHINGTON 92 60 61 71§65
COLUMBUS 56 Q0 65 70135
MONTREAL 67 g5 76 8o{?L 5
OTTAWA 44 75 86 68 (<¢ *
HARTFORD 44 45 60 5015%
TORONTO 55 45 51 50| ez .8
VANCOUVER 45 60 41 49 |+
KANSAS CITY 36 45 60 AR
WINNIPEG 37 45 56 46|52
RHODE ISLAND 63 40 30 44115
SAN DIEGO 63 30 25 39|63, ¢
Panelist Averaae 81 63 0 63 63




PANEL 2 SUMMARY OF PRELIMINARY BATINGS

SORTED BY VARIANCE IN RATINGS (greatesl variance in score {c least variance)

T 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
COLUMSBUS 85 63 0 25
WASHINGTON 95 115 a0 25
BALTIMORE 85 71 90 24
NEW YORK / SUFFOLK 75 55 79 _ 24
SOUTH PALM BEACH 85 67 as 22
ROCHESTER 20 80 77 13
MILWAUKEE 90 g2 g2 10
ATLANTA g5 a4 86 9
DENVER 51 55 55 4
SORTED BY AVERAGE SCORE thighestio lowest)
PANEL
DUEBIN ETTENBERG GJRVIS SCHIFF AVERAGE
2 |WASHINGTON o3 115 90 100| 95.%
4| STATLANTA 83 94 86 88|%2.3
‘%_MILWAUKEE 80 az g2 88|75
BALTIMORE 25 71 o0 85| 7.5
¢ |ROCHESTER 90 80 77 B2 2z
_P COLUMBUS 85 €5 90 80 ;,{?; ¢
1| CAKLAND 75 97 60 77
10 | MONTREAL 55 g2 75 74(30,%
KANSAS CITY 85 46 85 72159,5
NEW YORK/ SUFFOLK 75 65 79 7016d
SAN DIEGO 75 50 80 681653 .5
HARTFORD 90 57 50 66(4'3
DALLAS 90 40 50 60| ¢4 &
SOUTH PALM BEACH 65 67 45 59|67, &
DENVER 51 55 55 54|53, 5
Panelist Average 74 63 68 0 | 68




AGENDA FOR ACTION
GUIDELINE FOR COMMUNITY VISITS

To Be Used in Conjunction with "AGENDA FOR ACTION"

INTRODUCTION

Over the past several years, a momentum has developed in the JCC field ... It
has been:

*A Momentum of 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 sirengthened 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 ather communities ... and with the movement.

Much of this momentum has has ceme 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.






Gr~nln of the Mestings

. 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 commurities 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 ‘or the Center movement,
and to interpret to local leadership current priorities of the JCC
Association.

Obijectives of the Meegtings

. 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 lacal Centers, for JCC Association.



Elements of the Plan

There will be four meetings in the community visit:

4:00 PM with JCC President, Executive and JCC Association Board
members

5:00 PM With Federation President, Executive

6:00 PM With JCC leadership —— specifically, the executive committee
8:00 PM [OPTIONAL] Additional target groups, for example: New
Leadership, Advanced Leadership, Teens who parlicipated in recent Youth

Conference, Biennial participants, full Board.

NOTE: In these Guidelines, the JCC 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]



JCC_President, Executive Meeting
The probability is that the iocal president has changed since former visits, and
that you weren't the JCC 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 planning for Centers, for movement, a result
of forward-looking Century 2 activities.

Goals of the Meetinas

. 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 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 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 ieadership 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, probiems, 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-moiders ... the people who will
require special attention...?

Are there special issues you shouid be aware of as you interpret your goals
and mission {o 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 aciivities 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.



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 planning for leadership development, of attracting
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 for local community growth.

()]



Discuss Associates. JCC Association staff member will let you know whether
president and exec are Associates members. Urge them to take leadership in
asking all their Beard to become members, Emphasize that Associates funds are
credited to the Center’s dues obligation, taking pressure off Center and
Federation budgets. Every Center Board member should enrcll 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 opponunity for direct input into
governance of Center movement.

Encourage president to register early—and tc recruit other JCC leaders—for the
JCC Association Biennial, to be held April 29 to May 3, 1952, in San
Francisco.






"Agenda” is result of continuing process of dialogue between loc '
community leadership and leadership of JCC Association [formerly JWB].

Priorities were developed in consultation 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
tamiliarize federation leadership with findings... to gain local 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 ... Quireach 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
vitality of locai Center and fuil movement, and is critical o local
community growth.



nvn"E\r\ninnﬂl Dnvr-;onrﬂl

Visitor to point out to those assembled the critical need for strong and effective
recruitment efforts, in order to atiract the “best and the brightest” to JCC
fieid, 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 [itiatives ... 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 priotities.

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 aclivities are
populations studies, needs assessment siudies, studies re: serving special
populations, such as handicapped, aged, ..ussians, users of day care.

10



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
incarporate 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






biectives of the Meetings
. To convene a series of meetings with target leadership groups
. To utilize “Agenda for Acticn” as a trigger for engagement,
discussions, deliberations re: planning priorities, including

implications for local Centers, for JCC Association.

Preliminaries:

Thank pariicipants for coming to meeting.

[A copy of “Agenda for Action” has been mailed to each paricipant in
advance of this meeting}

Elements of the Mesating

1. Show video, if it has not already been shown in the community. This is
to intrcduce Center movement, iilusirate range and scope of movement
mission, goals and activities.

Discuss possible use of video for JCC.

... as a JCC leadership education tcol ... fundraising [for
federation allocations meetings; for indivicual solicitation] ... membership
recruitment, at parlor meetings ... in lobby of Center ... to other Jewish and
general communal groups ... for recruitment of new lay and prefessional
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 pricrities and implications. Ask participants to follow along.

-k
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Proaram and Service

Visitor to skim down through main headings, ailowing time for quick self-reading
of pricrities.

Headings:
-Services That Strengthen The Jewish Family
+Qutreach Services and Programs
«Jewish Education
«Adults
*Teens
+Life Fitness

Discussion. These are the priorities as determined throughout the continent.
Elicit JCC leadership reaction toc them ... encourage reflection re: their local

pricrities.

Leadership Development

Visitor to peoint out to those assembled the realization of the critical need for
JCCs to attract people of influence, pecple 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
community growth,

Review of Leadership Development priorities and impiications:

*Recruiting Lay Leaders

-Training Professionals To Work Effectively With Lay Leaders
*Developing Board Measurement Indicators

-Expanding Role of Advanced Leaders

«Enhancing Lay Leader Effectivenass

*Strengthening JCC/Federation Leaders Parinership









Canclusion: Naext Steps

Locally and across continent JCC Asscciation will werk with JCC leadership to
identity the needs and solidify plans, using "Agenda for Action” as a working
tool ... using the video to help interpret ocur mission and goals to our various
publics.

Refer to new strength and vitality of movement ... how mavement has
become mare than an idea, and has beceme a sirong and living Jewish
reality.

JCC Assaociztion Board and committees working in consuitation with
community leaders ... presidentis are participating in meetings ... more and
more leaders are attending Biennial and other important leadership
functions ... strong suggestion that meeting participants intensify involvement
in movement activilies, in order {o help local community and full movement.

Express hope that all assembled will want t¢ show their support for the JCC
Association and express their sense of leadership of and identification
with a continental JCC movement by joining the Associates program.
In deing so, they benefit both their own Center—because Associates funds are
credited to the Center's dues obligation—and the JCC Assogciation and
Center movement. Urge goal to have evervone on the Board sign up—100
percent!

Visitor hopes that this discussion will stimuiate local planning initiatives. JCC
Association wants to hear about these initiatives as they develop and progress.

Information that visitor has gained from assembled leaders will be helpful in
Association planning for the movement.



JCC Association will share that infarmation with other communities ...

... and will keep this community informed re: developments in cther
communities and throughout movement.

Thank all for active, stimulating participation. Suggest that dialogue be
continued locally, with comments and guestions directed to JCC
Association on an ongoing basis.

Remain available for any questions and comments group may have after
session.



19

Additional Target Group Meeting

{This meeting is optional. The character of the meeting will depend on the
nature of the assembled group. Following, some suggesited areas for
consideration]

Biennial Paricinants

Focus on this group’s reaction to the 1880 Biennial ... elicit thoughts re: their
input into planning for upcoming Biennial ... explain that this is their
gpportunity 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, aithough
many executive committee people may be presentin this group.

Youth Conference Paricipants

Similar to above. Seek additional opportunities to network. Ask what this
group has done since the conference, what king of follow-up there has bean
... 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 B _-d 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.



if the video has already been used, canter the discussion on “Agenda for
Action.” A possibility: divide panticipants into four groups, in discussions of each
of the four priority areas [Program and Service ... Leadership Development ...
Professional Personnet ... Funding]. Members of the Executive Committee
will be ast 11to serve as group leaders. JCC Association lay and professionai
representatives will listen to feedback, make approoriate concluding remarks
re: the movement’s jfuture.

Now Loaders

The agenda icr this greup will be similar to that ior the full Board, above.

7/91
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To:  Annette Hochstein [by fax]
c¢. Shulamith Elster

From: Jim Msier : J u:n/\

Date: Apil 22, 1982

Shulamith briefed me on your conversation this morning about the review process. The
attached memo illustrates another scenarlo 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 concelved, especially if there are 10
finalist communities (not to mentlon 12 or 15) to visit, and 3) whether we will be able to
resolve impasses or work out good soiutions to unanticipated issues that are bound to arise
in an as yot untested process.

Regarding the analysls of the preliminary applicants, we will now resume our work., The next
step is to rank/sort the communities by the various statistical dimensions. Shulamith indicated
you were interested in participation rates as a percentage of the age cohort, as opposed to
total Jewish poputation. So are we. Clearly there will be distortions in the apparent
implications of the data. While the information in the preliminary proposals and octherwise
available to us Is not sufficient for the more sophisticated analysis, we plan to do that kind of
analysis for the finalists. if begun requesting .pulation and other studies performed by
the communities.

Finally, as indicated on the timeline, | am meeting privately with JESNA, JCCA, CLAL and
CJF. 1 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 Sameach.



UKELES ASSOCIATES INC.

611 Rroadway, Suite 505
New York, NY 10012

Teli (212} 260-8758
Fax: (212) 2060-8700
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)
al

VEELES ASKOUIATES tHNC
THE FafLEL SUILDING
611 BROAIIWAY
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Faa: (212 T60:RTAHD

MEMORANDUM

To:  Shutamith Elster
From: Jim Meier T,M
Date: April 21, 1992

Re: Prelimlnary Review Process

Here are two scenarlos for carrying out the Lead Communitics sclection procoss, oach
assumning two different dates for contacting panclists.

Tho "fast track” schedule assumes the process is resumed immediately and leads to a CWE
Board meeling and announceiments of selcclions prior to the High Holy Days. The alternato process,
which delays resumption of the process until after the May 3 meeting in New York City, would most
likely lead to announcements in mid-Oclober, with the CIJE Board meeling scheduled during the
week after the Columbus Day weekend.

Fast Track  Alternats

Apr 23/(Thur  May 4/Mon Notify panelists to resume reading proposals.
Apr 27/Mun May 5/Tues Panelist 1esumne ieading; reschedule teleconference meetings.
Apr 27 Resunie calling applicant communities “as needed" for

additional information; continue background briefings on
applicant ecommunities.

Comparatlive analysis of propusals, primaiily based on
available slalistical information.



[Preliminary Raview Process]

May 1/Fri May B/Fri

May 3/Mon

May 3-4/Su-M May 3-4/Su-M

May 4/Mon  May 13/\Wed

May 5/Tue May 15/Fri

May 5 8/Tu-F May 18-22/M-F

May 11/Mon May 27/Wed

May 13/Wed May 28/Thu
May 14/Thu  May 29/Fii
May 18/Mon  June 1/Mon
[June 7-8
May 21 or 26 June 9 or 10

ThiTue ThiWed

May 28/Th  June 12/Fii

page ”

Other information and evidence about communilies compiled
for input into pancl tolecontference meetings. Fax to Core
Group and panglists,

NYC moeting of CIJE advisory group to review Lead
Communities.

Chairman’s raview of process and guidelines for panel's
phone meetings.

Panelist return 1 page rating sheets on communities 1o UAI
office. {Attachment 1 s instructions to panelists for rating
proposals,)

Raling sheets compiled by UAI cffice. Fex to Core Group.

Panels hold teleconference meetings. (Allachment 2 describes
recommended process for toleconforence meeting,)

Results of panel deliberations are compiled, together with first
draft of materials for Lead Communlty commilles, and faxed
to Core Group.

Teleconferance of Corg Group on recommendations, and
planned agenda for forthcoming LC Committee mesting.

Propused draft of package forwarded to CIJE Chalr and LC
Committee Chalr for review.

Package forwarded to LC members.

Shavuot]

LC Commiltee meets to make declsions.

Finalists announced.
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Jul 27/Mon

Aug 10-21/
Mon-Fii

Sep 2/3
Wed/Thu

Sop 1517/
Tu-Th

Sep 21/Mon

[Aug 9

Aug 12/Wed
Aug 24-Sep 11/
Mon-Fri

[Sep 7

Scp 23/24
Wad/Thti

[Sep 28-29

[Oct 7

Oct 7 or 14/
Th or Wed

[Oct 12

Oct 16/Fri

Tish B’va]

Final propasals due. (8 weeks]

Sile visits.

Labor Day]

LC Committes meeis.

Rosh Hashanah]

Y_m Kig . ur]

CiJE Board meets to make final decisions.

Columbus Dayj

Announcement of LC selection.

page 3
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April 22, 1992

Professor Seymour Fox

Mandel Institute p
224 Batzifira Street ’
Jerusales, Israel 93102

Tax #: 9-011-972-2-619-551 or 9-011-872-2-610-647
Dear Seymour:

I mer with the twe candidates for the School ¢f Educarional Leadership,
nzmely Jonathan Mizrachi apd Eliraz Rraus, in my office on Lpril 20, 1892,

‘Mr. Mizrachi is a Harvard graduate student im anthropology, with a
concen  tiom oz archzeology. We discussed his views on archzeology. Ee
tekes 2= aathropologicel azpproachk, l.e. to focus on the social dynamics
of people 2nd to provide 2 framework of spece and time within which to
understand their eulturzl life 2pd history. EHe is mainly, as I see it,
at present heavily concerned with unfversity and research issues, and
puch less irveolved with education. But ke fs awsre of the challenges
of trhe new immigratioz and of culturzl diversity &nd seems willing and
zble to plunge into the study of educational problems. He emphasizes

- the i—porcance of teaciiag tolerarce to students. T pressed him about
other approaches then the anthropologiczl, i.e. historical amd literary,
arnd he answered well—thet ultimately an integration 1s required and that
no one school of thougktt has all the answers. My general Impression is
toat he is an extremely brighkt znd able man, advanced in his specialized
graduacte studies, clear amd forceful iz preseatatvion of his views, and
open to learmimg about educztion and its mailan curreat challenges, hut
vit a2 definite cormitment to 2 rTeseasch career in arnthropology. I would
guess ke would bring emergy znd imftiztive ty his wark, i accepted.

Mvs. Kraus has 22 irpressive educatfional background, having directed the
educationzl bureau at Efrat, among other things. She also worked for

Dr. Burg zt the Foreiga Affairs ministry, drafting as well as editing
position papers. Ska is soft—spoken and deliberate. T was i=pressed by

the way she occasionally would stop te think before repiying to rmy ghestions.
We discussed verious educaiiopal fssues. Her zpproach seemed o me 2
relatively traditional cne, with few surprises. But her answers, concerning
early education, and concerning the, immigratiomn, seemed to me intelligent

and sound. Ohe suggzested, for example, small group approaches to teaching
the mew Russizn stodent olim, &nd pairing each with am older student by

w2y of guidance and orientarion. In gemerzl discussion, she seemed very’
aware of practical aspects of educzition, for exmmple, staffing issues,
commmity relarioms, logistics, ete. As to coatent, she emphasized
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Professor Seymour Fox
Mzndel Institute
Page Two

teaching students how to think, how to solwve probleﬁs etz., and alsa
stressed the tezching of tolerance. On the whole, I judge her to be
2n exceedingiy competent, well-orgemized znd abls persom, with good
insights into educartional processes and an intelligent dedicztionm to
zeeting the contemporary challeages in educatiom. I trust that she
would deo very well indeed in the progrem, 1f admitted.

Sincerely,
(¥>zx¢14,&
Isrzel Scheifler

IS:jas






Fax Cover Sheet

TO; Virginia Levi
216-361-9962

FRCM: Shulamith Eletor 301-230-2012
Council for Initiatives in Jewish Education

DATE:; April 22, 1992
Total number of pages including this sheet:

Copy of mamo +to RAnnette regarding pending items on

list:

Talk Pisce

Agenda for May 3rd
Review panels

— ~

Memorandum

assignmelil
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TO: Annette Hochstain

FROM: Shulamith Elstex J

RE: 1.0 Talk Pliecs, Rariau Panele, May 3rd Ngenda
DATE: Apzil 22. 1892

1.LC Talk Pisce/Status Report:

When we tallk tomorroew morning I am hoping thalt we will finalire
the t+alk piece and the related assignments of communicating with
key individuals,

2.Review Panels:

T will need vour approval for eontinuing tho process with the
rTeview panelistes. I would like to have tho go ahead on Thursdasy
g0  that materials gan go out immodiately after voem tov~ received
at offices on Monday morning.

Jim will fax +to you a propoeed revised cohodula (dependenit on
approval from MLM and discuassions willi, Chuck Ratner! which
retains the August board meeting date as the firal dale un  the
timetable for tho zecleoction process., PLEASE NOTE THE DATES OF THE
REVIEW DPANEL TELECONFERENCES. IL wilill be important for thesc to
he arranged with paneliste carly next week. I would like for
Jack's office Lo do this for me,

Jim will continue his wurk now and provide further analysis of
cgormunity data, Our ownit dlscussicn of the content-related
criteria should continue as we move along with stags one of tho
eelootison procoss.

3. hgenda for May 3xd

For starters I have lisled some of the elements that I suggseci be
included a draft agenda for MLM's review.

Wolcome and work plan {or mcoting
Update on Laoad Cunmunities Proljeocl
Proposala resceivod
Profiles of respondenlt communities
Statuse of golecllion process

Prasentation wund discussilon:
The Clhiwllenpge
A Modified Approach
Options
Regouroco

NaxT Dtens

What assignments are there to be undertaken? By whom?

Are there materials that should be distributed in advance?
What materials do we nesd te have on hand?

L22sre
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MEMORANDUM

To:  Shulamith Elster
ce. Annatta Hochstein [by fax]

From: Jim Maler ()‘w'w

Date: Aprii 22, 1592

Re:  Preliminary Review Process: DRAFT; FOR DISCUSSION PURPOSES

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 provious sclection timetable end
workplan (February 28 draft}, is recouped between now and August 25 as follows:

1. Communities have 7 weeks rather than 8 fo propare final proposals.

2. Site visit teams are aliowed a week to 10 days {rather than 2 wooks, plus) to road
the proposals of the ¢lties they are to visit, and confer with their tcam colleagues by
teleconference prior to mesting at the city,

3. Slte visits are clustered to take place between July 29 (Wed) 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 commitlee prior to its
meeting are collapsed into 4 days, from 11,

As you well know, the orlginal timetable was very tight, wilh virlually no slack. This one
raises many additional issues, for example:
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[Preliminary Review Process) page 2

o It is even more dependent on fine-tuned logistics, people and community
availability during the vacation ladened, siowed-down summer.

o Assuming 10-12 finalist communities, and 2 site visits par toam, it will reguire § to
6 teams, with virtually no opportunity of overlap to help as a control in bringing
uniformity to the process, Compounding the difficulty, it allows core staff and
consultants very litle time to digest, double check questions or issues, fill gaps,
consolidate and format materials for deliberetions by the Lead Communities
Commlttee and, subsequently, the ClJE Board.

o It limits further limits opportunities lay input onco the proposals are received, and
tightly defines their tima 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/Fri

May 3/Mon
May 3-4/Su-M
May 4/Mon
May 5/Tue

May 5-8/Tu-F

Notify paneiists to resume reading proposals,

Resuine calling applicant communilies "as needed" for additional information;
continue background briefings on applicant communities.

Comparalive analysis of proposals, primarily based on available statistical
information,

Panglisls resume reading; reschedule teleconference meetings.

Other information and evidence about communilies compiled for input into
panel leleconference meetings, Fax to Core Group and panelists,

NYC meeting of CIJE advisory group o 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.

oo
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[Proliminary Review Process) page 3
May 11/Mon Results of panel defiberations are compiled, together with first draft of
materials for Lead Community committee, and faxed to Core Group.

May 13/Wed Toleconference of Core Group on recommendations, and planned agsnda
tor ferihcoming LC Commities mesting.

May 14/Thu Proposed draft of package forwarded to CIJE Chalr and LC Commilttee
Chair for review,

May 18/Mon Package forwarded to LC members.

May 21 or 26 LC Committee meets to make declalons,

ThiTus

May 28/Th Flnallsts announced.

[June 7-8 Shavuet]
Jul 20/Mon Final proposals due. [7 weeks]
Jul 22/Wed Proposals/other materials sont to site teams, and CIJE Board members.

- -m teleconferer -~ - prior to sito visits.

Tues-Thurs
Jul 28-Aug 7/ Site visits.
Wed-Fri
[Aug 9 Tisha B'va)
Aug 10/Mon Site visil reports submitted.

Aug 11-13/Tu-Th Core staff review: ranking of recommendations.
Aug 13/Thur Materials forwarded to LC Commlttes

Aug 17 or 18 LC Committee meets.
Mon or Tue



]
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[Preliminary Review Process] page 4
Aug 20/Thur Materials forwarded to CIJE Board,
Aug 24/Mon Dross rehearsal
Aug 25/Tue CIJE Board meets to make final declsions.
TusTh
Aug 31/Mon Annocuncement of LC sslection.
[Sep 7 Labor Day)
[Sep 28-28 Rosh Haghanah)
[Oct7 Yom Kippur]

[Oct 12 Columbus Day)



April 10, 1992

[by Fascimile)
To:  Shulamith Elster
Sevmour Fox

Annette Hochstein
Ginny Levi

Fronit Jim Meier

Re:  Preliminary Proposal Analysis

The attached represents a first run-through of the proposals. You will see that the data
includes information bolh from the proposals as well as from CJT and JCCA. CIF fiscal
data is from 1990; JCCA budgets are for 1991; the proposals rarely specify the fiscal year.
Now (liat we have the beginnings of a data set, we will proceed o analyze it. In the
mecanlime, enjoy. ’

P UKBLES ARTOCIATEL INC
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LEAD COMMUNITIES: PRELIMINARY PROPOSALS
STATISTICAL COMPARISOM: Participatian

FORMAL INFOF -
pplicant Jewish Pop} Fardy E.C.as} Day Dayas ! Suppl. Suppl as| Suppl undiff, [Teowl Youlh % Zamps) Youth | lsraed [ Trips as | Undift Total  Inforr
source:Appl. Proposal] |, Chikl, % oiPop| Schogls % of Pop.! Schools % of Pop. | High Sch.iYouth Ed.| Particip. Parke Groups | Trips | % of Pap |Imform:  ormal % of P
lanta 70,000 974 1.4% 1,168 1.7% 2,982 4% 5,124 3 3.000 3,000
altimore® 2,000 - - 10,700 12% 10,700 1z -
oston® 200,040 1.500 0.8% - - 1,500 1 2,600 2,600
alumbus 16,650 300 2.8% 240 1.4% 1,450 9% 2,050 I: 700 225 50 0.30% 975
allas 38,000 1,087 2.9% 447 1.2% 2155 6% 3,689 14 . 1,357 600 45 0.12% 2,002
enver 45,000 897 2.0% 829 1.8% 2451 5% 4,177 g<  4.570 912 4,482 1
arloid 26,000 B34 3.2% - 2,298 5% 3132 12 -
ansas City 19,100 370 1.9% 267 1.4% 1,206 7% 1,543 10% 400 400 40 0.21% 840
lelra Wesl {HJ} 120,000 249 2.1% - - 12,6801 15,092 13 -
litwavkea*** 28,000 400 1.4% 700 2.5% 1,381 5% 2.48% g< 1,025 500 1,525
lonueal 90,000 - 6528 7.4% 1,073 1% 71,696 av! 3400 3,400
-akland* 640,000 465 Q.8% 208 0.3% 2,573 %o 250 3,456 i 26 0.04% 26
tavwa 15,400 42 0.8% 670 4.5% 527 4% 137 1,376 99 -
alm Beaches 76,125 373 0.5% 354 0.5% BO7 1% 1,534 28 320 320
hode kland 22,000 158 0.7% - - 1,661 1,819 ac —
ochester 23,000 342 1.5% 160 0.7% 1,300 6% 1,802 B¢ S50 20 0.09% 570
an Diego 15,000 730 1.0% 1,000 i.3% 1,800 2% 170 3,700 5% -
a. Palm Beach 98,000 1,050 1.1% 510 0.5% 1,665 2% 160 3,385 3% | 1620 300 67 °  0.07% 2,500 4487
uffolk Co. [HY) 98,000 - 200 0.3% 5200 5% $.600 6% -
oronto 140,000 -~ 9805 . 69% 6,221 4% 15,826 1% 3.000 3,000
ancouver 20,600 - 702 as% 600 3% _ 1,302 Fir ) . -
fashingtamn 175,000 3.500 2.0% 2,500 1.4% 11,000 6% 12,000 10% 7350 1,750
finnepeg® 13,350 30 0.3% 83s 5.4% 100 1% . 1l ] 988 6%| B850 3 | ! \ 650
= = 7 7 1 = = ; T .
15667 23 5 HCH U4 A4s TS MG LA CHR GRTS \@B( | T i 3O

== Mihwaukee count excludes WITS posthigh sch. program of 28 skadents.
winnepeg has 300 shudeals enralled in public scheol biingual program
~* means no dala provided
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LEAD COMMUNITIES: PRELIMINARY PROPCSALS
STATISTICAL CCMPARISON: Allocalions and Expenditures

Appixcant Jewish PopJewich Pop. Tot Fed. Tot.Ed.$ Tol.Ed.$| Tol.Ed.$ Tol.Ed. $)Fed. Alocafed. A JCCA JCCA
ABocation PerCap. PerCap. [ %$forEd % 3§k Budc per

__(Dawz Sourzet} | (Applicant) (CJF) {CJF) (Applicant) (CJR) | (Appicanty __ (CJF)[ (Anplicant) { _{Jcc capia
Hlanta 70,000 67,000 3,311,000 N/A~ 1,096,000 ~ 516 0% 6293 | ac
Baltimore® 92,000 94,500 13,493,000 3,800,000 3,003,000 by | $32 28% 5,854 114 64
Boslon* 200,000 200,000 7,503,000 2,670,000 2,099,000 $13 $10 36% 281 2 65
Columbus 16,550 15,000 1,744,000 706,400 447,000 342 $30 41% 3,941 3 237
Dallas 38,000 36,900 3,212,000 384 499 306,000 310 $8 12% 4,421 3 11€
Denver 45,000 46,000 1,658,000 N/A 866,000 - %4 0%

Harkord 26,000 26,000 3,005,000 702979 759,000 28 $29 23%

Kansas Ciy 19,100 19,100 1,467,000 N/A 515,000 - §27 0%

Milwaukee 28,100 28,000 3,204,000 1,680,821 1,247,000 $60 345 48% 2 806 383 10(
Metn West {NJy* 120,000, 121,000 6,453,000 (725000 1,330,000 $14 $11 27% 4740 2 ,
Montroal 90,000 MN/A M/A 3,995,205 344 - ERR

Ozkland* 60,000 35,000 1,070,000 200,000 246,000 $3 $7 19%

Citawa 15,000 13,500 N/A MN/A N/A - - ERR

Palm Beach 76,125 65,000 2,949,000 888,190 779,000 $12 $12 s

Rhode |sland 22,000 17,500 1,545 000 541405 50,5001 §25 $3 35% 1,830 8§ 8¢
Rocheser 23000 25,000 1,040,000 580,011 850,000 425 $14 56% 3,625.656 15¢
San Diego* 75,000 42 000 1,765,000 501,500 475,000 $7 $11 28%

So_Paim Beach Co, 98,000 52,000 2,365,000 N/A 635,000 — $12 0%

Suffolk Co. {NY) 98,000 98,000 N/A NJA NfA - - ERR

Taronlo 140000 135,000 11,0/8,000 NfA 7,830,000 - §58 0% 8785, 8 6!
Vancouner 20,000 20,0001 N/AL . 478,000 MfA $24 - ERR 1,441,752 :
Washingion 175000  165000i  8,641,000{ ~ 2557,700 2,662,000 §15 $16 30% 7.070 664 m
Winnepeg™ 15450 14800 1,450,000 715,000 715000 $47 $48: 49% 1,088 094 7

*Applicant data used; CJF data not available.
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To: Annette Hochstein
From: Jack Uke
Date: April 2, 52
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
| L B“tﬂill
Selection Process.
| 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 expressed views regarding the
urgency of lay invelvement, engagement, and ownership of the Lead
Communities Project.

I alsc agree that because of the transition 1n professional
leadership at CIJE, the paper flow of draft material to you,
Seymour and the Chairman fell through the cracks, and we missed
an opportunity to get valuable input regarding this part of the
process,

At the same, I respectfully disagree with your reasoning on the
need for a delay in the process,

L] roCeedir , 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
Communities Committee or the Committee itself, There is ample
opportunity for the inveolvement of lay leadership (as well as
Seymour and yeourself) in the selection of finalists and actual
lead communities. In revising the review process calendar, we
have given special attenticn to this area.

'"This was completed before we learned of your letter of
April 1lst, and dees not reflect any modifications of the
published timetable.

P UKELES ASSOCIATES INC



] C L .+ .ay in e process 1is potentially
hazardous for the success of the project.

o In order to give the communitles more time to prepare
their prelimlnary 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.

0 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. OQur 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 credipbility of the effort.

I strongly urge vou to reconsider vour position, and te allow the
mailing to go forward as scheduled.

PP UKELES ASSOCIATES tNC
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Committee S8ize and Composition: I belleve that the committee
should be enlarged -- (from five " 8ix + a chairman) to 9 or 10
+ a Chairman. The committee 1s too small to deal with last
minute attendance problems. More important, it needs to be large
encugh to include multiple constituencies. The committge should
include geographic balance; gender balance; community size

ba 1Ice and religious movement balance. It should include people
witn both formal and informal educatlonal commitments and
experience,

. ;o - _Kh
| Frocess Yo ."vvbyuékk\ P AV _.,“Qﬂum Lo
O N ' X 1

x\paration of Committee members --- Committee members need
earn rabout the Lead Communities Project, in general and the
seleo n 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 mailings,
follow—~up phone conversation and perhaps a visit from a CIJE /
staff person or consultant.

2. Preparation of the Chair -- the Chailr 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 akovel]); the propcsals from
each lead community; a summary of the information 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
recormmendations of panelists; how many finalist communities;
level and ‘' ‘'e of regional or city size representati 11; i}
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.

} UKLELES ASSOCIATES INRC




committee Bize and Composition: I believe that the committee
should be enlarged -- (from five or six + a chairman) to 9 cr 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 requilre at least two maillngs,
fecllow-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 te 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 conly [see abovel): the prorosals from
each lead community; & summary of the inforration 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 ccmmunities;
level and type of regional or city size representation; other
issues and criteria.

5. The Committee Meeting (172 day{?)) teo 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.

P ukeLES ASSOQCIATES INC
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L.EAD Commumnes PRowEe - cfo Uheley Associales inc » 811 Broudwuy. .,u:tc GOG « New York N‘.’ 1001"‘
tel: (2= 260-8758 - fax: (212) 260 8760

MEMORANDUM

To: Shulamith Elster
Seymour Fox
Annette Hochstein
Ginny Levi

From: Jim Meier%_\,__,

Date:  April 1, 1892

Re: Praliminary Review Pracess

Now that our concept has becoms substance and promise has becoma roal proposals -- 20 as of
this moment with three more on the way -- the time is opportune tc revisit the review process o make sure

we are all elear about oxpectations. This update expands upon the previously agreed upen framework
outlined last in the February 28th draft.

1. Critical dates and times: ~

April 2 (Thursday): UAT office forwards propasals and extra copies of rating sheets 10
reviewers, Core Group [Elster, Fox, Hochstsln, Levl, Ukeles,
and Meler], CIJE Chalrman, end LC Commlttee Chalrman by
overnight courier.

Note; Based on estimated submisslons, 11 (o 12 proposals

per panel.
Aptit 3 {Friday): Panelists bagin reading proposals.
April 2 - 3 Applicant communitles called “as needed® for additional Informatlon
[UAI office),

P ukELGEE ARSOCIATES INC



April 8 (Mon):

April 8-10:

April 10:

April 10 (Friday):

April 10-12:

April 13 (Monday):

April 14-18 {Tues-Thurs)

Apill 17 {Fr)

PrunbLis AyTAEiATRES DML

Status repert sent to Coro Group, CIJE Chairman, and to LC
commilles members. (Note: Proposalsto LC Committoo members
lo be sent with consolidated materials at later date.} [Elster]

Confidential bacikground briefings on applicant communilies:

Schiucker, JESNA [Elster]
Jaffee, JCCA [Elster|
Frushaut, CJF [Meler]
Eicott, CLAL [Maier]

Comparative analysis of proposale, primarily based on available
statistical information [UA! office}.

Other information and evidence about communities compiled for
input into panel teleconference moctings. Faxed te Core Group.
[Elster, Msier]

Panclist return 1 page rating sheete on communilies to UAI office. /
{Attachment 1 is instructions to panolists for rating proposais.)

Rating sheots compiled by UA! office {Meler). Faxed to Core
Group.

Chairman's review of process and guidolines for panoi's phone
moetings.

Panels hold teleconterence meetings. {Note: It is important that
the panel meetings be completed by Thursday to malntain the
limetable,}) Eister, Ukeles, Meler to staff, Fox and Hochstein to
parlicipale in call. (Altachment 2 describes recommended process
for teleconference meeting.)

Pesach: firet seder

[Pesach: April 18-25 (Sat - Sat)]



[Proliminary Review Pre 3]

April 20 {Mon)

April 22 (Wed)

April 23 (Thurs)

April 27 (Mon)

May 3 (Sun) or May 4 (Mon)

May 5 (T

page 3

{Assumes Panelist mestings are compieted by Thursday, April
16.) Resulls of panef deliberations are compiled, together with first
draft of materials for Lead Community committes faxed to Core
Group. [Elster, Ukeles, Maier]

Teleconference on recommondations, and planned agenda for
forthcoming LC Committee mesting. [Core Group]

Proposed draft of package ferwarded te CIJE Chalr and LC
Committes Chalr for raviaw.

Package forwarded to LC memboers,

LC Committee meets to make decielons,

Finalists announced.



We draw your &ltention In paricuittt 1o page 3 uiu we 1op of page 4 of the Guidslnes, whicnh
¢ aTour atic Y © %y ™ ‘hatproposals are to ba short: 5-8 pages.

At this stags of the process we are prisarily inlerested In how well prepared the community is to
proceed on a large scale etfort and how committed it is to Improving Jewish education, Communities had
© months to prepare their applications -- not mucy timé to develop and cement a soalition, much less
formuiate abroad L __edwvisler 1p ¥ oach that key ¢ nunity constiluencies have bought into.
The Lead Community process sets aside the first year for focused planning. Accordingly, essays describing
approach and vision can enhance the welght of the proposal, but are not the core of the epplication.

Two forms a8 to be used In revlewing proposals. The single legal size page is the rating shest. We
ask that you derive a score for each proposal you review, and that you return these sheets by mail of fax to
reach us no laler than Friday, Aprit 10, 1992,

The 5-pags set of detailed questions are intendsd as worksheets, to use 1o the extent thet they are
helpful to you. We suggest that you read through the questions at least once because they thoreughly cover
the dimensions ot what il will take to succeed as a lead community.

Over the weekend, prior 1o the teleconferences beginning on Monday April 13, we will compile the
rating sheets of all the reviewers to ublain average scores and high/low ranges for each proposal. The
scores will provide the starting point and the framework {or the tefeconference discussions.

Multiple coples of both forms will be included with the proposal puckages 1o you,

In arriving at a rating, you need not consirain yourself strictly to the Informatlon presented in and the
gualily of ihe proposal it you have other direct knowledge of the community, As you well know, time is very
short. Nevertheless, if you feel additional information or clarification is needed, please do nol cali a
community directly; pleass route ihe requesl through one of us, On the other hand, if you have access to
a confidential source of information, pleasa use it judiciously.

P URLELLS AGSACIATRA IRC









COUNCIL FOR INITIATIVES

IN JEWISH EDUCATION
Lealn COMMUNITIES PROJCET © ofo UKEICS ARSOCIALGE ING « 611 Brondway, SUIKD UL - NBW TOIK, NY  1uuia
tel; (212) 2G0-8768 - fox: (212) 260 8760

March 27, 1992

Dr. Robert Abramson

United Synagogue of Amerien
155 Fiflth Avcnue

New York, NY 10010

Dear Bob,

Thank you for consenting to help in the review and rating ol Loend Communily
Projcct proposals.

This letter includes he lLead Community Guidelines that comniunities are

responding to, forms we will be using in the teview of preliminary proposale, and a few
gcnc:‘al comments relaling to the revicw process.

1. Critical dates and times:

March 31 (Tuesday): Proposals due from communitics.

April 3 (Friday): Copies ol proposals and raling forms forwarded to you.

April 1) (Friday): Your 1 page rating sheets on communities are duc to
us.

Apil 13-15 (Monday, Sce altachment for panels & teleconference

Tuesday, Wednesday): times.

Following the panc] deliberations, we will prepare recommendations (o farward to
e Lead Communities Commitlee of the CLT Boad of Directors, chaircd by Charles
Ratner. ‘They will meet 1o decide on finalists and snnouncaments will be made by the
first week in May.

P oukELLS ASSGCIATRS INC



2. Revlew and Rating of Proposals

W are committ |10 a proc s that as far as possib  is fair, objectiv  and brir
lo bear as much knowledge and information as is available 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 and commitment of a community) with other available information or
evidence about the communily.

We draw your atlention in particular to page 3 and thc top of page 4 of the
Guidelines, which cescribe our expectations of preliminary proposals. Yuu will note that
proposals are to be shorl: 5-8 pages.

At this stage of the process we are primarily interested in how well prepared the
commulity is to proceed on a large scale effort and how commitled it is to improving
Jewish education. Communities had 2 months to prepare their applications -- not much
time to develop and cement a coalition, much less formulate a broad based vision and plan
of approach that key community constituencies have bought into. The Lead Community
process scls aside the first year for focused planning. Accordingly, cssays describing
approach and vision can enhance (he weight of the proposal, but are not the core of the
application.

Two forms are included with this Jetter 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
revicw, and that you return these sheetls by mail or fax 1o reach us no later than Friday,
April 10, 1992

The 5-page set of detailed questions are intended as worksheels, to use to the extent
that they are helpful to you. We suggest that you rcad through the questions at Jeast once
because they thoroughly cover the dimensions of what il will take to 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 to ostain average scores and high/low
ranges for each proposal. The scores will provide the starting point and (he framework
for the teleconference discussions.

Multiple copies of both forms will be included with the proposal packages Lo you.

In arriving at a raling, you need not constrain yourself strictly to the information
presented in and the quality of the proposal if you have other direct knowledge ojf the
community. As you well know, lime is very short. Nevertheless, if you feel additional
information of clarification is needed, please do not call a communily dircetly; pleasc
route the request through one of us. On the other hand, if you have access to a
confidential source of information, please use it judiciously.

P vKLinS ASSOCIATES INC















Criteria Area Preparcdness

Commitment

How well thought-out are criteria, or how strong is
person they have identified?

PROFESSIONAL LEADERSHIP AND STAFFING

Has one or more siaff, either person(s) or position(s),
been identified?

How would you raic the stature of the position and/or
caiiber of person identified for project direction?

How suitnble are the positions and/or the caliber of
people identified to work on the project?

Is the time committed by professional staff assigned to
work on the project sufficient?

STATISTICAL PROFILE

How niuch does the community know about itself? Does
the statistical profile provide information about:

. Jewish population

. Jewish education enrollment/participation

. Enroilment in formal and informal programs

. Current spending on Jewish education

. Personnel involved in Jewish education

. % of total Jew population involved in Jew ed.

. % of pre-Bar/Bat Mitzvah age in formal programs
. % of post-Bar/Bat Mitzvah in formal programs

. % of school age participating in informal programs




Criteria Area Preper=riness |C

b Financial Commitment

Using the following low-high ranges as benchmarks,
how deep is the community’s present financial
commitment to Jewish education?

. $ per capita spent by Federation [$16-150]

. § per capita (total population) spent on Jewish
ed by 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?

g Personnel

. Is there information on the availability of
in-service staff development programs?

If so, how large a percentage of Jewish
education personne! (part-time and full-
time) are involved in these programs?

. Is there information about saiary 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.)




Criteria Area

NEEDS, RESOURCES AND PLANNING CAPACITY
Is information provided about:

Community needs

Community resources

Plans for Jewish education

How probing are the needs and resource analyses?

Do they demonsirate solid knowledge about their
community?

. Is there evidence that the findings have been
widely aired in the community?

. Have (he 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?
Is there evidence that leadership, stalf, and

expertise are available to do ongeing
planning?
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Criteria Area T aredn

EDUCATIONAL PROGRAMS

How broad and strong are the community’s Jewish
educational programs in arcas such as the following:

. Israc| programs

. Model day or supplementary school

. Programs at JCCs

. Early childhood centers

. Adult and 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: Is there a significant number of examples
of successful or high quality programs?

New Initiatives: Are there imaginative or resourceful
programs initiatives underway or proposed?

Scope: Is there evidence thal programs are serving
and impacting on a large segment of community?

Collaboration: Are therc examples of well functioning
collaborations between ditferent agencies/groups?

Stakeholders: Is there evidence of stakeholder
involvement in conceptualizing or designing programs?

THE COMMUNITY'S PROPOSAL: APPROACH AND/OR VISION

How interesting and/or promising is the community's
proposed approach (0 being a lead community?

- END -



~m T AD COMMUNITIES
re-troposal Application

' Date State City Jov "1 Pop
03/25/82 BC X Vancouver 20,000
03/27/92 WI Milwaukee 28,000
03/30/92 CA San Diego 42,000
03/30/92 MAN Wrﬁeg_ 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 COH Columbus 15,000
03/30/92 ONT 7{1_’0_“_)&{_0__ 135,000
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UKELES ASSOCIATLES INC.
611 Broadway, Suile 505
New York, NY 10012

Tel: (212) 260-8758
Fax: (212) 260-8§704

FACSIMILE COVLER SHEKT

Date: \!'?]q:? Pages (including cover) _!j__

To: Amlo”z Ha Ql'wlct.ﬂ

Séuf_mour I'—OX

ax #:

Froun Jac L UL’—Q.(‘!S

It there is a problom with his transmission
please eall: _GAIL at (212) 260-8753.
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A joint continental-' scal 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

THE LEAD COMMUNITIES PROJECT IS:

of;

O

O

O

O

Three to five comir Inities.

Leadership;
Programs;
Resources; and

Planning

%
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AN ELIGIBLE "COMMUNITY" IS:

Urban or metropolitan g¢ graphic area; with
A Jewish population of between 15,000 and 300,000; and

A communal organization structure and decision-making
system in place. Communal entity could be:

o A Feder: on;

o A Federation and a central educational agency;

o A Federation and a council of congregations; or

o A comr i ty-wide ¢ alition involving Federation,
congregations, educational and other institutions.






EXPECTATIONS OF A LEAD COMMUNITY:
Enlist top local leadership, re  :senting all aspects of the community,
and including:
O Rabbis;
O  Educators;
o Communal [ ofessionals; and

o lLay le: lers.

In olve all or most education: institutions.






ClE’s RoLE
CIJE Services:
o Involve continental leadership in the local c¢ nmunity:
O Identify funders and help obtain financial support;

o Develop continental resources agencies links {e.g., JESNA, JCCA,
universities, national training institutions, denominations);

O F.ovide expertise in planning and program implementation;
o Provide leadership recruitment assistance; and

o Convene lead con nunities for ongoing seminars.

CIJE Projects:
o "Best Practices Project"; and

o Monitoring, evaluation and feedback system.






PRELIM JARY PROPOSAL RE\ EW (STEP 2)

Preliminary proposals will | : assessed to confir 1 eligibility, and evaluated us 1g
three criteria:

®  Community Preparedness;
®  Commitn :nt; and
B Vision.

CIJE seeks the best proposals, reflecting a range of regions and types of
communities.






THE LEAD COMMUNITIES PLANS WILL INCLUDE:
(STEP 6)

An assessme : of the present state of Jewish education in the
community;

An ane ysis 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.






ScorE OF PLANS:

m  Comprehensive enough to make an impact on a large segment of
the communii_; and

m  Focused eno jJh to insure high standards of excellence.

[lllustrative]

O

3citof5 ége groups (pre-school; pre-bat/bat mitzvah;
post bar/bat mitzvah; college age and young adults and
seniors).

2 out of 3 education settings (supplementary, day school,
college/university degree programs).

formal and informal programs.
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"EFFEC IVE" JEWISH EDUCATION...

Is an emotionally, ir llectually and spiritually compeliing experience;
Inspires one to remi 1 engaged in learning; and

Leads to deeper coi mitment to Jewish values.
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LEAD COMMUNITIES

A Project of the

Councii for Initiatives in Jewish Education

Document #1; RATIONALE

January 2, 1992




iy

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
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.



Why a Lead Communities Project

Improving Effectiveness

The heart of this effort is a commitment 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 center; on a trail in the Galilee or in a living room
in Jowa, Tt happens through study of text, a lecture, film, or
discussion,

However it happens, Jewish education must be compelling --
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:

o More and better Jewish education programs and
services;

o Greater participation in Jewish education; and

o Better outcomes (related to Jewish knowledge, skills,

behaviors, and values).

The centra] 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 s possible.

Tt S



"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, inveolve all or most of
its educational institutions in the program, and, thereby,
become a model for the rest of the country.

e



Definition of Community

P,
- -

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.

‘The 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.

4




What Makes a Lead Community

P
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A lead community will be characterized by four areas of
community commitment: leadership, programs, resources, and

plannoing.

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.



ey

The report of the Commission on Jewish Education in No
America recommends that Lead _ommunities 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:

a Replicating good schools and/or establishing model
schools;

o Intensifying and improving early childhood programs;

a Designing programs in adult and family education;

D Developing new models of post bar-mitzvah or bat-

mitzvah education;

o Developing strategies for outreach;

o Raising the level of Jewish knowledge of communal
© ders;

o Integrating formal and informal education (e.g.

camping/study programs); and
Q Using new technology (video and computers),

Lead community projects are expected to address both scope
and quality: They should be comprehensive enough to m---
an impact on a large segment of the community; and focused
enough to insure high standards of excellence.

/‘f(__ 5
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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 2 Lead
Communities program include:

e Replicating good schools and/or establishing model
schools;

e Intensifying and improving early childhood programs;

o Designing programs in adult and family education;

o Developing new models of post bar-mitzvah or bat-

mitzvah education;

o Developing strategies for outreach;

0 Raising the level of Jewish knowledge of communal
leaders;

= Integrating formal and informal education (e.g.

camping/study programs); and
0 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.

6
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~ial 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, congregations,
tuition and other sources.

An important part of CIJE's role is to mobilize private
foundations, philanthropists, and other cont:nental resources to
match the financial efforts of local commtnities.

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 na:ional agencies --
JESNA, JCC Association, training institutions, and religious
movements -« on the needs of local communitics.

How will we know the lead communities bave 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 hclp 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.



DRAFT

LEAD COMMUNITIES

A Project of the

Council for Initiatives in Jewish Education

Document #2: GUIDELINES FOR POTENTIAL PARTICIPANTS

January 2, 1992
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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. CLIE 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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questlons:

o Should we seek to become a lead community?

C 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 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 t0 create successes that stand as testimony to
what s possible.

For the purposes of this proj- -, a "community" is an urban or
metropolitan geographic area with a communal organization
structure and decision-making system in place.
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Wtat is a Lead Community Expected To Do?

A lead community is expected to:

e enlist top local leadership representing all
aspects of the community;

= mobilize stakeholders from all sectors of the
Jewish community in improving programs;

9 create programs of educational excellence;

a commit additional financial resources to Jewish
education;

o base its programs on a serious planning effort; and

D 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,

- w1 m -



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:

e identify funders and help obtain financial support;

= replicate successful program ideas and experience
through the "Best Practices Project”;

® obtain professional assistance for planning and action;

o develop links to continental resources agencies ( 1.,
JESNA, JCC Association, universities, national training
institutes, denominational movements);

R develop a monitoring, evaluation and feedback system;
o provide leadership recruitment assistance; and
o 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 200,000 is eligible.
This includes any combination of the following:

o A Federation

R A Federation and a central educational agency

R A Federation and a council of congregations

c A community-wide coalition involving Federation,

congregations, educational and other institutions

oY



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:

R A, Federation

= A Federation and a central educational agency

0 A Federation and a council of congregations

D A community-wide coalition involving Federation,

congregations, educational and other institutions



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 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 profile including Jewish
poputation; number of indlviduals rzceiving 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 curreat or recent studies of
community needs and resources or plans for Jewish
education. Please cite examples of innovative efforts in
Jewish education already undertaken in your community.

A_l or 2 page essav describing the overall approach to

lucational 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.



Review Criteriat Preliminary Proposals

Preliminary Proposals will be assessed to confirm eligibility
and evaluated using th.e criteria:

(=

Community Preparedness. Is the community positionad
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

comnmunity 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?

CUE 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 t!  following elements:

=}

A 2 to 3 page summary description or copies of previously
prepared documents that address the cumrent view of the
educational needs of the community.

A 2 w0 3 page analysis or copies of previous prepared
documents that address the community’s capabilities for
meeting the commitments outlined in the preliminary
proposal.

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 should address approaches
to meeting the personne! needs of Jewish education in the
community; increasing community support; and erhancing
the role of the Israe] experience. It should address both
informal and formal e¢ :at’ 1. ™ should identify priority
population groups (e.g. pre-school children; pre-bar/bat
mitzvah children; post-bar/bat mitzvab students; college age
and young adults; and aduits and seniors) and educational
settings (e.g. supplementary, day school, college/university
degree programs).

A 2 to 3 page description of the antucipated pl iing
resources that wiil be committed .f 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 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.



I"r

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 nat be
accepted.

10
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_ e creation of the read Communities project will proceed according to the following

*metable,

Month

Mid-January 1992

End-January

March

April

May

May and June

June

July

September

QOctober

November 1992-

July 1993

September 1993

Benchmark CLE Board Role
Approve lead communities project CIJE Board
plan

Announce the project & distribute
guidelines to local communities®

Receive preliminary proposals (4 weeks
to prepare)

Select finalists Lead Communities
Committee?

Receive finalist proposals (4 weceks
to prepare)

Visit sites and evalvate finalist

proposals

Recommend communities Lead Communities
Committee

Select and announce Lead C1JE Board

Communities

Hold first seminar for Lead
Communities

Agree on each CHJE/community
joint program; Project begins

Lead Communities develop plan and
pilot action program

Lead Communities begin full-scale
impiementation of action program

*Copies of the guidelines will also be circulated to national agencies with local
constituents (e.g. religious movements),

*Lead Communities Committee of CIJE Board of Directors.

1
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Purpose of Guidelines

These guidelines are designed to help communities answer the questions:
m Should we seek to become a lead community?

m 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 s possible to significantly improve
Jewish education, both formal and informal, in communities in North America with the ght
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 1in
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 mobilizc 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.



Expectations
of a Lead Community

A lead community will:

B enlist top local leadership representing all

aspects of the community;

build a community-wide coalition involy-
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.

CIJE'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.




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 Jefter 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 1or2 pagestatistical 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 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 wiil 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:
B Community Preparedness. Is the community positioned to move forward by
virtue of itsinvolvement of key institutions and constituencies, leadership, previous

planning and improvement efforts in Jewish education?

M 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.

CLUE 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 submita full proposal. Final proposals
should inclede the following elements:

W A 2to3 page summary description (or copies of previously prepared documents)
that addresses the current view of the educational needs of the community.

B 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.

W 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.

B A 2to3pagedescription 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.

B 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.

B 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 cniterion will be employed: the capacity of the community to
carry out its commitment and vision.
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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 CUE staff and consultants.

Please send the "plan to attend ™ form by mail or facsimile transmission by February 18,
1992, ifyou plan to participate in the teleconference. Instructions for arranging 1o atrend
a teleconferencing center inyour area are provided on a sheet included withthese program
guidelines.

Questions after February 24, 1992

After the teleconference on February 24, questions may be directed to:

Dr. James Meier
Council for Initiatives in Yewish Education
c/o Ukeles Associates Inc.
611 Broadway, Suite 503
New York, NY 10012

(212) 260-8758 (office)
(212) 260-8760  (fax)



Timetable

Selection Process Timetable

Month Benchmark

January 31, 1992 Program Guidelines released
February 24 Satellite teleconference

March 31 Preliminary proposals due

April Review panelists evaluate proposals
May 5 Select finalists

June 30 Finalists submit full proposals

July ‘ Review panelists visit sites
mid-August Lead communities selected

Lead Communities Timetable

September 1992 Hold initial seminar for lead communities

October CIJE/community agree on joint program,;
project begins

October 1992- Lead communities develop plan and
July 1993 pilot action program
September 1993 Lead communities begin full-scale

implementation of first year program










“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”™ isan 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 comnerstone 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 37 communities within this range account for about 3,500,000 out of about 5.5 million Jews.
These figures are based on 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. CUE 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 travelin 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 that 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:

B Replicating good schools and/or establishing mocel schools;

B Developing outstanding programs at Jewish community centers;

M Intensifying and improving early childhood programs;

B 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 alarge 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, alead 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.

Animportant part of CIJE’s role is to mobilize private foundations, philanthropists and other
continental resources to match the financial efforts of local communities.

Planning

The plan foreach 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. CITE 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 whatbasis will the CITE encourage cther 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 weil it is doing as a basis for making change along the way.
CIIE 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.
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INSTRUCTIONS FOR ATTENDING
TELECONFERENCE BY SATELLITE
on February 24, 1992, at 3:00 pm E.S.T.

I. 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 Name Affiliation
Representatives
at Teleconference:

(use another page if necessary)

Local Community Contact:

(Name) {Telephone No.)
Mail or FAX to0: 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
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ATLANTA
BALTIMORE
BOSTON
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BUFFALO
CENTRAL NEW JERSEY
CHICAGO
CINCINNATI
CLEVELAND
COLUMBUS
DALLAS
DENVER
DETROIT

FT. LAUDERDALE
HARTFORD
HOUSTON
KANSAS CITY
LOS ANGELES
METROWEST
MIAMI
MILWAUKEE
MONTREAL
NEW YORK
PALM BEACH
PHILADELPHIA
PHOENIX
PITTSBURGH
RHODE ISLAND
ROCHESTER
SAN DIEGO
SAN FRANCISCO
SAN JOSE
SEATTLE

Satellite Network Coordinators

COORDINATOR

Ellen Townsend
Elana Kuperstein
Judy Weinstein
Gerald Kleinman
Mel Levi

Suzanne Lubin
Hal Rosen

Walter Rubenstein
Bob Cahen

Lauri Zofan
Sumner Riddle/Tanya Lefton
Bob Ochoa

David Moss

Bob Sandler
Susan Stoppelman
Lee Wunsch/Amold Sachs
Sue Goldsmith
Ron Rieder

Lynn Borden
Shari Gantman
Elaine Pouliot
Sherry Stein

Paul Goldsmith
Ronni Epstein
Avrom Steinbrook
Harold Morgan
Milo Averbach
Steve Rakitt

Larry Fine

Leslye Winkelman Lyons
Suzan Berns

Janet Berg

Barry Goren

SOUTH PALM BEACH COUNTY Ted Feldman

SOUTHERN ARIZONA

SOUTHERN NEW JERSEY

ST. LOUIS
TIDEWATER
TORONTO
VANCOQUVER
WASHINGTON

Caitlin Bromberg
Alan Respler

Jan Pollack

Gary Rubin
Gerry Fisher
Jean Gerber
Barri Black

PHONE NUMBER

404-873-1611
301-727-4828
617-330-9500
203-372-6504
716-886-7750
201-351-5060
312-346-6700
513-351-3800
216-566-9200
614-237-7686
214-369-3313
303-321-3399
313-965-3939
305-748-8400
203-232-4483
713-729-7000
913-469-1340
213-852-1234
201-673-6800
305-576-4000
414-271-8338
514-735-3541
212-980-1000
407-832-2120
215-893-5808
602-274-1800
412-681-8000
401-421-4111
716-461-0490
619-571-3444
415-777-0411
408-358-3033
206-443-5400
407-368-2737
602-577-9393
609-665-6100
814-432-0020
804-489-8040
416-635-2883
604-266-8371
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 {¢) 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 4 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 dwersuy within the Jewish community. Nonetheless, the lead communities project

cannot advance —and it certainty 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 co.__nunities. We anticipateuncor 1 ult, e goals, and we expect persons
in different segments of the community to hold different and sometlmes conflicting preferen-
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 €merge in
lead communities will be clearly stated by participants. Other goals, however, will be Imphcu
in plans and projects, and the evaluation team will need to tease them out. The evaluanon
project will consider both short-term and long-term goals.



Another reason for focusing on visions is that a lack of clear goals has hindered the success of
many previous reform efforts in general education. For example, the New Futures Initiative,
an effort by the Casey Foundation to invigorate educational and community services in four
inner-city communities, was frustrated by poor articulation between broad goals and specific
programs. Although the communities were mobilized for reform, the connections between
community leaders and front-line educators did not promote far-reaching programs for
fundamental changes. New programs were generally supplemental, and they tended to
produce superficial changes.

Questions related to visions include asking about anticipated obstacles, about overcoming
barriers between segments of the Jewish ¢« nunity, 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 4 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 importart. 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 how this
planning process unfolds. Is the stated design followed? Are departures from initial plans
helpful or harmful? Is there broad participation? Are the pianners developing thoughtful
materials? We will need to describe the decision-making process. Is it open or closed? Are
decisions pragrmatic 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.4 Time to Act. The Report claims that fundamen-
tal improvement in Jewish education is not possible without radical change in areas such as
recruitment, training, salaries, career tracks, and empowerment of educators. Hence, the
evaluation project will establish baseline conditions which can serve as standards for com-
parison in future years.

Field research may center on characteristics and conditions of educators including background
and training, salaries, and degree of satisfaction with salaries; school facilities; cohesiveness
of school faculties cohesive; administrative support for innovation; and so on. Additionally we
will observe a subset of educational programs that are in place as the lead communities project
begins. These observations will be used as baseline data for comparative purposes in sub-
sequent 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 every two years. For the present, the
evaluation project will make only limited use of quantitative data, relying mainly on informa-
tion gathered by the community 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
commurities, The main methodological tools will be interviews and observations.

Snowbail sampling for interviews. A “snowball” technique for selecting interview respondents
appears appropriate here. In this approach, the researcaer 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) Alistof 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).

o



These samples should clarify the social ecology of the Jewish community.

Aims of evaluation. The purpose of the evaluation, especially in the first two years, is weighted
more towards developing policy than towards program accountability. Feedback on the
process is seen as much more important than summative evaluation, at the present time. We
suspect that most Jewish educators recognize that Jewish education is not succeeding, and will
understand that the field researchers are not there to document their failures. Instead, the field
researchers can serve the educators and their communities by helping them reflect on their
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.

.-"I -



August 10, 1992
LEAD COMMUNITIES AT WORK

A. INTRODBUCTION

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 capabiiity which will provide the

knowiedge needed to inform decisions and uide
development. In Lead Communities this wil be
undertaken through the monitoring, evaluation and
feedback project;

4, Establish an implementation mechanism at the Jlocal
level, parallel to the Council for Initiatives in
Jewish Education, to be a catalyst for the
impiementation of these recommendations;

5. The fifth recommendation is, of course, the Tlead
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 program of 1its Jewish educa-
tion. Three model communities will be chosen to demonstrate what
can happen where there is an infusion of outstanding personnel
into the educational system, where the importance of Jewish
education is recognized by the community and its leadership and
whege the necessary resources are secured to meet additional
needs.

The vision and programs developed in Lead Communities will
demonstrate to the Jewish Community of North America what Jewish
education at i1ts hest can achieve.

2. The Lead Community project will involve all or most Jewish
education actors in that community. It is expected that lay
leaders, educators, rabhis and heads of educational institutions
of all 1deological streams and points of view will participate in
the pianning group of the project, to shape it, guide i1t and take
part in decisions.



3, The Lead Community project will deal with the major educa-
tional areas -- those 1n which most peopie are involved at some
point in their lifetime:

- Supplementary Schools
-Day Schools

- JCCs

- Israel ﬁrograms

- 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...

[ O

4, Most or all institutions of a given area will be involved in
the program (e.g. most or ali supplementary schools).

5. A large proportion of the community's Jewish population will
be involved.

C. VISION

A Lead Community will be characterized by its ongoing interest in
the goals of the project. Educational, rabbinic and lay leaders
73 will project a vision of what the community hopes to achieve
several years hence, where it wants to he 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 dramatica11y;

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.

L r v 1t 1 ¢

The vision, the goals, the content of Jewish education will be
addressed at two levels:

1. At the communai 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,



rab?is, lay leaders and parents will articulate the educational
goals.

It is anticipated that these activities will create much debate
and ferment in the community, that they will focus the work of
the Lead Communities on core 1ssues 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 following ways:

1. Hire 2-3 additional outstanding educators to bolster the
strength of educational practice in the community and to energize
thinking about the future.

2. Create several new positions, as required, in order to meet
the challenges. For example: a director of teacher education or
curriculum development, or a director of Israel programming.

3. Develop ongoing in-service education for most educators in
the cgmmunitﬁa 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 Col]e?e might
assume responsibility for in—-service education of all Reform
supplementary school staff. Yeshiva University would do so for
day-schools) '

5. Recruit highly motivated graduates of day schools who are
students at the universities in the Lead Community to commit
themselves to multi-year assignments as educators in supplemen-
tary schools and JCCs.

6. Develop a thoughtful pian 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 1in 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 Am ‘ica.

E. DEVELOPING COMMUNITY SUPPORT
This will be undertaken as follows:
1. Estahlishing 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. Identiff a lay "Champion" who will recruit a leadership
group that will drive the Lead community process.

4, Increase iocal 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 mechanism with a profes-
sional head.

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

F.  THE ROLE OF THE CIJE IN ESTABLISHING LEAD COMMUNITIES:

The CIJE, through its staff, consultants and projects wil]
facilitate implementation of programs and will ensure continental
1npg% g?to the Lead Communities. The CIJE will make the following
available:

1. Best Practices

A project to create an inventory of good Jewish educational
practice was launched. The project wilil offer Lead Communities
examples of educational practice in key settings, methods, and
topics, and will assist the communities 1in "importing,"

“transiating," “re-inventing" best practices for their iocal
settings.

The Best
Practices initiative has several interrelated dimen- sions. In

the first year (1991/92) the project deals with best practices in
the following areas:

~— Supplementary schools



-— Early childhood programs

-- Jewish community centers

-- Day hools

-- Israel Experience programs

It works in the following way:

a. First a group of experts in each specific area is
recruited to work in an area (e.g., JCCs). These experts are
brought together to define what characterizes best practices
in their area, {(e.g., a good supplementary school has effec-
tive methods for the teaching of Hebrew).

b. The experts then seek out existing examples of good
programs in the field. They undertake site visits to
programs and report about these in writing.

As lead communities begin to work, experts from the above
team will be brought into the lead community to offer
guidance about specific new ideas and programs, as well as
to help 1import a best practice into that community.

2. Monitoring Evaluation Feedback

The CIJE has established an evaluation project. Its purpose is
three-fold:

a. to carry out ongoing monitoring of progress in Lead
Communities, in order to assist community leaders, planners
and educators in their work. A researcher will be commis-
sioned for each Lead Community and will collect and analyze
data and offer it to practitioners for their consideration.
The purpose of this process is to improve and correct
implementation in each Lead Community.

b. to evaluate progress in Lead Communities -- assessing,
as time goes on, the impact and affectiveness of each
Erogram, and_its suitability for repiication elsewhere.
valuation will be conducted by a variety of methods. Data
will be collected by the ilocal researcher. Analysis will be
the responsibility of the head of the evaluation team with
two purposes in mind: 1) To evaluate the effectiveness of
individual programs and of the Lead Communities themselves
as models for change, and 2) To begin to create indicators
(e.g., level of participation in Israel programs; achieve-
ment in Hebrew reading) and a database that could serve as
the basis for an ongoing assessment of the state of Jewish
education in North America. This work 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 channeied to
local and CIJE planning activities in order to affect them
and act as an ongoing corrective. In this manner there wil]




be a rapid exchange of knowledge and mutual influence
between practice and planning. Findings from the field will
r quire ongoing adaptation of plans. These changed plans
will in turn, affect impliementation 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 varx
among different individuals or segments of the community
How vague or specific are these visions?

Sb) What 1s the extent of community mobiltization for
ewish education? Who is involved, and who is not? How broad
is the coalition supporting the CIJE's efforts? How deep is
Earticipation within the various agencies? For exampie,

eyond a small core of leaders, 1s there grass-roots
involvement in the community? Yo 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

Erincipa]s work? For example, what are their salaries and
enefits? Are school faculties cohesive, or fragmented? Do
principals have offices? What are the physical conditions of
classrooms? Is there administrative support for innovation
among teachers?

The first question is essential for establishing that
specific goals exist for improving Jewish education, and for
disclosing what these goals are. The second and third
questions concern the "enabling options" decided upon in A
Time to Act , the areas of improvement which are essential
to the success of Lead communities: mobilizing community
support, and building a profession of Jewish education.

3. Prof ional services:
The CIJE will offer professional services to Lead Communities,
incltuding:
a.  Educational consultants to help introduce best
practices.
b. Field researchers for monitoring, evaluation and feed-
back.
c. Planning assistance as required.
d. Assistance in mobilizing the community.



4, Funding facilitation

T CIC will tabl h and nurture contacc | foun tior-
interested in specific programmatic areas anu Leau Communities
that are developing and experimenting with such programs (e.g.
the CRB Foundations and youth trips to Israel; MAF and personnei
training; Blaustein and research).

5. Links with purveyors or supporters of programs

.1e Clue will develop partr 1ips between national organizations
ée.g., JCCA, CLAL, JESNA, CAJE), training institutions and Lead
ommunities. These purveyors will undertake specific assignments
to meet specific needs within Lead Communities.

G. LEAD COMMUNITES AT WORK

The Lead Community itself will work in a manner very similar to
that of the CIJE. In fact, it is ﬁroposed that a local "CIJt"
should be established to be the mechanism that will plan and see
to the implementation and monitor the programs. What will this
Tocal mechanism (from hereonin: "the local planning group") do?

a. It will convene all the actors;
b. It will Taunch an ongoing planning process; and
C. It will deal with content in the following manner.
1 It will make sure that the content is articulated and

is implemented.

2. Together with Barry Holtz and his team, and with
Shulamith Elster integrate the various content components
and programmatic components into a whole. For example:
integrate 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” or "blueskying unit," aimed at dealing
with innovations and change in the programs in the community
(see Barry Holtz’ paper).

H. LAUNCHING THE LEAD COMMUNITY -- YEAR ONE

During its first year (1992/93) the project will include the
following:

1. Negotiate an agreement with the CIJE that includes:

a. Detail of mutual obligations;



b. Process 1issues -- working relations within the
community and betw n the commity, tt CIJ” and ott
organizations

c. Funding issues;
d. Other.

2. Establish a local planning group, with a professional staff,
with wall-to- wa11 representation.

3. Gearing-up activities, e.g., prepare a 1-year pian,
undertake a self-study (see 6 belowg, prepare a 5-year plan.

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

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

6. Undertake an educational seif-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 will be designed to deal with
the important issues of Jewish education in that community. It
will include some of the foilowing elemenis:

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 fieid V3
researcher,

* * * k * * * *






Draft for site visit teams

July 2, 1992
LEAD COMMUNITIES AT WORK

A.Hochstein and S. 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 quide development.
In Lead Communities this will be undertaken through the
monitoring, evaluation and feedback project;

4. Es blish an implementaticn mechanism at the loc
level, parallel to the Cruncil for Initiatives in Jewisn
Education, to be a catalyst for the implementation of these
recommendations;

5. The fifth recommendatiocn 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 engadged 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 are secured to meet additional
needs.

The vision and programs developed in Lead Communities will demon-
strate to the Jewish Community of North America what Jewish
education at its best can achieve.



2, The Lead Communlty project will 1nvolvp 211 or most Jewish
education actors in that com t it [y
leaders, educators, rabbis and heads of educatlonal 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 a: -~ those in which most people are involved at some
point in their lifetime:

- Supplementary Schools

- Day Schools

- JCCs

~ Israel programs

- Early Childhood programs

In addition to these areas, other fields of in*" :rest to the
specific communities will also be included, e.g. a community
might be particularly interested in:

~ BAdult learning

- Family education
- Summer camping

— Campus prodgrams
- 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.

cC. VISION

A _2E ymmunity will be characterized by . s or »:i=g 1 :
the goals of the progect Educational, rabbinic aud lay Leaders
will project a vision of what the communluy 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 gualified and engaged in ongoing <training;

- supplementary school attendance has increased dramatlcally,

- a lecally produced Jewish hlstory 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 Kkey 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,

rabbis, lay leaders and parents will articulate the educational
goals.

It is anticipated that the activiti . will create much deba
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-feocus the educatiocnal 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

Conmunities will want to address the shortage of gqualified
personnel for Jewish education in the following ways:

1. Hire 2-3 additional outstanding educators to bolster the
strength of educational practice in the community and to energize
thinking about the future.

2. ( r al r p i 1s, as =g xd, Pt i
the challenges. For example: a director of teacner eaucation or
curriculum development, or a director of Israel programming.

3. Develop ongoing in-service education for most educators in
the community, by programmatic area cr by subject matter
(e.g.the teaching of history in supplementary schools; adult
education in community centers).

4. Invite training institutions and other naticnal resources to
join in the effort, and invite them to undertake specific assign-
ments in lead communities. (E.g. Hebrew Union Ceollege might
assume responsibility for in-service education of all Reform
supplementary school staff. Yeshiva University would do so for
day-schools)

5. Recruit highly motivated graduates of day schools who are



students at the universities in the Lead Community to commit
themselves to multi-year assignments as educators in supplemen-
tary schoels 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 tl 21 ; und caken to ¢ | v th continental
initi 1 3 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
_2wish education.

F. THE ROLE OF THE CIJE IN ESTABLISEING LEAD COMMUNITIES:

The CIJE, through its staff, consultants and projects will
facilitate implementation of programs and will ensure continental
input into the Lead Communities. The CIJE will make the
following available:

1. Best Practices

A project to create an inventory of good Jewish educational
practice was launched. The project will offer Lead Communities



examples of educational practice in key settings, methods, and
topics, and will assist the commur ties in "1mportlng " "+rahs—
lating,”" "re-inventing" best practices or eir 1 1l ¢

The Best Practices initiative has several interrelated dimen-
sions. In the first year (1991/92) the project deals with best
practices in the following areas:

—— Supplementary schools
Early ¢ "“dhc 1 rograms
Jew’ "1 community cenl! s

-- Day schools

-- Israel Experience programs

It works in the following way:
a. First a group of experts in each specific area is
recruited to work in an area (e.g., JCCs}). These experts are
brought together to define what characterizes best practices
in their area, {(e.g., a good supplementary school has effec-
tive methods for the teaching of Hebrew).

b. The experts then seek out existing examples of good
programs in the field. They undertake site visits to pro-
grams and report about these in writing.

As lead communities begin to work, experts from the above
team will be brought into the lead community to offer
guidance about specific new ideas and programs, as well as
to help import a best practice into that community.

2. Monitoring Evaluation Feedback

The CIJE has established an evaluation project. Its purpose is
three-fold:

a. to carry out ongoing monitoring of proaress in Lead
Com ies, in or : to ass comn i 7

and educators in tneir work. A researcher wiii we commis-—
sioned for each Lead Community and will collect and analy:ze
data and offer it to practitioners for their consideration.
The purpose of this process is to improve and correct imple-
mentation in each Lead Community.

b. to evaluate progress in Lead Communities -- assessing,
as time goes on, the impact and effectiveness of each
program, and its suitability for replication elsewhere.
Evaluation will be conducted by a variety of methods. Data
will be collected by the local researcher. Analysis will be
the respon51b111ty of the head of the evaluation team with
two purposes in mind: 1) To evaluate the effectiveness of
individual programs and of the Lead Communities themselves
as models for change, and 2) To begin to create indicators
(e.g., level of participation in Israel programs; achieve-



ment in Hebrew reading) and a database that could serve as
the basis for an ongoing assessment of the state of Jewish

€ 1cation in North rica. ils wc ¢ will ont bu in e
long term to the publication of a periodic "state of Jewish
education” report as suggested by the Comm ¢ »n.

c. The feedback~loeop: finding of monitc .ng ¢ 1

evaluation activities will be ccecntinuously channeled to
local and CIJE planning activities in order to affect them
and ¢ as an ongoing corr tive. In th mann there will
be a rapid exchange of knowledge and mutual influence be-
tween practice and planning. Findings from the field will
reguire 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 gquestions:

(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 1is
participation within the variocus agencies? For example,
beyond a small core of leaders, is there grass-roots
involvement in the community? Tc what extent is the
community mobilized financially as well as in human
resources?

{c) What is the nature of the professional life of
educators in this community? Under what conditions do
teachers and principals work? For example, what are their
salaries and benefits? Are school faculties cohesive, or
fragmented? Do principals have offices? What are the
—t.-~*~~]1 conditions of classrocms? Is there administrative
.. T innovation among teachers?

The first guestion is essential for establishing that
specific goals exist for improving Jewish education, and for
disclosing what these goazls are. The second and third
guestions 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.

3. Professional services:

The CIJE will offer professional services to Lead Communities,
including:
a. Educational ccnsultants to help introduce best prac-
tices.



b. Field researchers for monitoring, evaluation and feed-
back.

c. Planning assistance as reguired,

d. Assistance in mobilizing the community.
4. Funding facilitation
The CIJE will esti’'1l’ 1 and nurture contacts between foundations
interested in specitic programmatic areas and Lead Communities
that are developing and experimenting with such programs (e.g.,
the CRB Foundations and youth trips to Israel; MAF and personnel
training; Blaustein and research).
5. Links with purveyors or supporters of programs
The CI-_ 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 Communities.

G. LAUNCHEING 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;
d. Other.

2. Establish a local planning group, with a professional staff,

with wall-to-wall representation.

3. Gearing-up activities, e.g., prepare a l-year plan, under-
take a self-study (see 6 below}, prepare a ! ear plan.
4. Locate and hire several outstanding educators from outside

the community to begin work the following year (1993/94).

5. Preliminary implementation of pileot projects that result
from prior studies, interests, communal priecrities.



- - ]

c an educaticn ° self-stu’-. as part of the -~ “annir-
avcivaici__ .

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 will be designed to deal with
the sortant i1 sues 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.

% % % %k * Kk *k %
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&, The nline finalists are:
Atlanta Columbus Dakland

Baltimore Hevro West Ottawa
Boston Hilyaukse Palm Beach

B. Plans Zfor visicing the communicies
C. Related assigmments;

I, Dreft cuesticns and br
for discussion befeor

1
Hy 1

[

Propose content and dates for fall seminar. (SF,

3. Propose kay elements of papers on content and
perscnnel in lead Communities. (5F, AH)

4, Descxzibe possible pro imzlementazion

in Lead Communities an
Foundation Development Flan
A, From minutes of June 12:
In summary, the approach will be as follows:
1. Develop a matrix of program areas and prospects.
2. Develop a prospectus for potentizl doners.
2, Identify priority donors.

T 4, Undertake a focused campalign to raise funds,

rarnge Ior sach, (SE)

AR

AH)

e
Ly
=
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JUN
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B, Related assipgmments

Follow up with Cummings Foundation. (SE)

-t
.

2. Prepare proposal for David Hirschhorn
for zunding oI monitoring & avaluataion, (SF, AH)

3. Report on stetus of propesal for CRE Foundaczion
involvement in Lsad Communities. {AH)

i

Communicacions 5

A, Memo has gore to board and SPAs advising of
seilection oI Zinaliscts

Las

Press release has gone te Anglo Jevish press.

C. Preliminary discussion of 5E memo of June 22
propesing 4 six month plan.

D, Cenper Conrtacts

1. VFL is to distribute assignmencs Zor review and
updacte,

2. AH 1s ta prepare talk piece by 6/30.

Status of QOther Current Assignments VEL

A, Devalop & work and meanszgement plan for

the next & mencths. (SE & AM
B, I 7 annual operating budger. (SI & aK)
Meeting Plans Sn/VFL

-

ri., July 10 - CILJE Steering Commirtae

4
113

B, Sun., July 12 - CIJZ Adviscry Croup - In NY
Space reserved at D, Finn's oflice. They have
speaker phones. “Nothing too sophisticated.”
SF, &H, & VFL will be in Jeruszlem. Goodman,
Greenbaum, & Pollack definitely not available.
Ratner probably net, This steering commitrtee -
Finn, Holtz, Kraar, & YWoocher are holding date.
Should we cancel?

C. Tri., July 24 - CIJE Steering Commitiee

D. Tues., Aug. 18 - CIJE Sceerling Committes
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Mon., Aug. 24 - Preplan for Board meeting
Normally scheduled 1 -« 3. In light o Lead
Communities selection committee meeting,
suggest we schedule 11 - 3 at JCCA,

Hon., Aug. 24 - Lead Communitiles Salection
Committee - 3 - 3; ac JCCA.

Tues,, Aug., 23 - 9:30 - 3:30 - CIJE Board; &t
UJi/Federation

tues., aAaug, 23 - 3:00 - Z:00 - Criilyue vl waecing;
atr UJ4/Federacion

Mon. or Tuves,, Sepu, 21 eoxr 22 - Senfor Policy
Advisors
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Dakland
Ottawa
Palm Beach

Daar

1 am pleased to inform you that your community has been chosen to
be a finalist in the Lead Communities Project of the Council for
Initiacives in Jewish Education {(CIJE},

The Lead Communities Committee of che CIJE Board of Direcrtors,
which made the decisions on the finalists, was very ably assisced
in its review of prevposals by 12 disringuished educators and
community professionals whe served on advisory panels.

Narrowing the field from 23 communities to 9 finalists was a
challenge. The preliminary propesals represent over 40 percent of
the eligible cities, and contain over 1.5 million Jews, That such
& large portion of North American Jewish communities are now
prepared to make a2 new level of commitment to Jewish education is a

remarkable and encouraging statement.

More significant than quantiecy, the quality of the proposals from
every single comrunity was unifoe: .y impressive. The prog at
have already been launched, the caliber of lay and professional
legadarship that nhave been and are being assembled, and che plans
thas are in the works were outstanding,

In the next few days we will send you information about the

inalist process. It will consist of a site viszit, and a written
elabaration on aspects of your preliminary proposal. Ue hope to
visit your cammunity in July and we will be in touch with you te
make specific arrangements. If you have any questions {rn the
interim, plesse contact Shulamith Elster, Actinpg Director oI CTJE
at (301) 230-2012.

Congratulations to you and your colleagues.

Hion & Handl

Morton L. Mandel
Chair
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Dear

The Lead Communities Committee of the Council for Initiatives in
Jewish Education (CIJE) Board of Directors has completed its
deliberations on the preliminary proposals submitcted by 23
communities from across the North American continent. Your
comnunity was not chosen to be a finalist in this selection

process.

Narrowing the field from 23 communities to 9 finzlists was a
challenge. The preliminary proposals represenrt over 40 percent of
the eligible cities, and contain over 1.5 million Jews. That such
a large portion of Norch American Jewish communities are now
prepared to make a4 naw level of commitment Lo Jewish education is a
remarkable and encouraging statement.

More significant than quantity, the quality of the propesals from
every single communicy was uniformly impressive. The programs that
have already been launched, the caliber of lay and professional
leadership that have been and are being assembled, and che plans
that are in the works were outstanding.

The Lead Communities Committee was very ahbly essisted in its

review of proposals by 12 distinguished educatoers and cemmunitvy
professionals who served on advisory tanels.

The gquulicy of the response to thirs CIJE invitation suggescts to us
that we are part of a ground shift in the pricritias ol the North
American Jowish community. We at CIJE will be exploring octher
opportunities bevond Lead Communities to suppert snd reinforce this
moVement.

On behal¥ of CjiJE, I thank veu for your interest Ln our praoject.
We hope that yeou will eonctinue the community-wide approach ta the
improvement of Jewish educaclon described in your lead communities
preliminary proposal, and we wish you well in that pursuirc.

sz;h ﬂ%&wﬂx/

Morton I.. Mandel
Chair
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LEAD COMMUNETIES PROJECT cfo Ukeies Assoclales Inc 611 Broadway, SUllB 505 New York NY 10012

tel: (212) 260-8758 - fax: (212) 260-8760

June 2, 1992

VIA FACSIMILE

Mr. Charles Bronfman
1170 Pee] Street ‘
Montreal, Quebec H3B 4P2
fax (514) B78-5296

Dear Charles:

I am pieased 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 commitltee. JCCA and Art have been closely associated
with this effort since the establishment of the Commission on Jewish Education in North
America,

Twenty-three out of 57 eligible communitics with Jewish population’s of between
15,000 - 300,000 from all parts of the North American continent responded 1o the request
for preliminary proposals that the CIIE issued on January 30, 1992. "T'ie 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
fcw years. Applicants included cities of various sizes, in bolh the United States and
Canada, represeiting 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 CIIE Board at the August 25, 1992 meeling.

Our first task is to narrow the preliminary proposals to 8 - 10 finalists. You will
be cc acted soon Houwt scheduling a teleconference for this purpose, and tomorrow you
should expect to receive background materials to assist you in your deliberations about
finalists. Included in that package are shorl 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.

PO2
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LEAD Coumum-ru:;- F'HUJECT c/o Ukele Assocua:esunc ' ©11 roadway, sulte 505 - New York NY 10012
tel: {212) 260-8758 « fax: (212} 260-8760

MEMORANDUM

To: CUE Committee Members

From: Charles Ratner, Chair

Date: June 2, 1992

Re: Selection of Lead Communities Finalists

By now you will have received a letter from me (faxed to you on June  1992) rega1 " g
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 con  ttee, 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 would be pleased to provide
you with copies of tt full preliminary proposals from any or all of the communit . Call the
office of Ukeles Associates Inc. at {212) 2060-8758 if you desire any additional detail.)

o 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 distinpuished 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:

L Is the community prepared to become a lead community?
= Is the community committed 10 the importance of Jewish education?
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The primary evidence upon which they based their judgements included:

o Leadership:

© Multi-agency involvement and prior collaborations
© Qualifications of prospective chair
o Qualifications of professional director
o Program:
© Participation rates
< Past record of innovation
< Building a profession of Jewish education
© Israel experience
o Financial Resources:
o Per capila expenditures on Jewish education
o Percentage allocalion to Jewish education
o Planning:
© Clarity on needs and priorities
° 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 visits. Finally, 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 committee, at (212) 532-4949,

o
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EXHIBIT A

Guidelines
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EXHIBIT C

CIJE Panel Members

PANEL #1

Dr. Robert Abramson, Director,
Depariment of Education, United Synagogue of America
Mark Berger, West Coast Regional Director,
Council of Jewish Federations
Dr. Peter GefTen, Consultant,

CRB Foundation; Founder, AJ. Heschel School
Dr. Elliot Spack, Executive Director,
Coalition for Advancement of Jewish Education

PANEL #2

David Dubin, = ecutive Director,
JCC of Palisades
Sylvia Ettenberg, Dean Emaritus,
Jewish Theological Seminary
Mark Gurvis, Director of Budge and Planning,
Jewish Federation of Cleveland
Dr. Alvin Schiff, Former Executjve 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, Dircctor,
Rhea Hirsch School of Education, Hebrew Union College
Leonard Rubin, Assistant Executive Director,
JCC Association
Dr. Jonathan Woocher, Executive Vice President,
JESNA

FCT
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Summary of Suitability Ratings, by Region
{Adjusted Average Scores)
Arranged from Highest to Lowest

EAST SOUTH MIDWEST WEST CANADA

Boston (105) Atlanta (91) Columbus (80) { Oakland (68) Ottawa (76)

Baltimore (92) | Paim Beach Milwaukee (75) [ Dallas (60) Montreal (70)
89

MetroWest (89)

S. Palm Beach
(66)

Kansas City
(69)

Denver (59)

Toronto {66)

Washington
(88)

San Diego (55)

Vancouver (57)

Rochester (79)

Winnipeg (54)

Hartford (59)

New York (58)

Rhode Island
(57)

1]
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ADDITIONAL BACKGROUND MATERIALS



}

g

DRI PDOOND =

O O B M) =t =i = =t —k =h =h =% mb wmh
WO OD@D@~NI~IDH» L DLN=O




21-May-92

ADJUSTED PANEL AVERAGES

Panel 1 Panel 2 ’Paﬁei 3 JCombinedi
|
BOSTON 116 0 94 105
BALTIMORE 0 94 90 92
ATLANTA 97 B5 0 o
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
HARTFQRD 54 64 0 59
NEW Y ORK /. 0 59 57 58
VANCOUVER 53 0 62 57
RHODE ISLAND 46 0 68 &7
SAN DIEGO 34 76 0 55
WINNIPEG 51 0 58 84
| Average 72 74 71 72|

Note: "0" means proposal was not reviewed by that panell.




CIJE LEAD COMMUNITIES
Pre-Proposal Application

| Date State City Jewish
Po ‘lation
1(3/25/92 BC Vancouver 20,000
213/27/92 Wi Milwaukee 28,000
3|3/30/92 CA San Dieqo 42,000
413/30/92 MAN Winnipeg 14,800
5|3/30/G2 MD Baitimore 84,500
613/30/32 MO Kansas City 19,100
713/30/92 NJ Metro West 121,000
813/30/92 NY Rochester 25 000
9(3/30/92 OH Cclumbus 15,000
1013/30/92 ONT Toronto 135,000
11{3/31/92 cO Denver 46,000
1213/31/92 bC Washington 165,000
13|3/31/92 FL Palm Beach County 65,000
14(3/31/92 FL Scuth Palm Beach Counly 52,000
15(3/31/92 GA Atlanta 67,000
16(3/31/32 MA Boston 200,000
1713/31/92 NY New York/Sultolk 98,000
1813/31/82 PQ Montreal 95,000
1913/31/92 Rl Rhode Island 17,500
20[3/31/92 X Dallas 36,900
21(4/2/92 CT Hartford 26,000
22(4/2/92 ONT Oltawa* 13,500
23|4/6/92 CA Oalland 35,000

* Not eligible




CIJE LEAD COMMUNITIES
Pre-Proposal / plication

Date State City Jewish
Population
1[3/25/92 BC Vancouver 20,000
213/27/92 Wl Milwaukee 28,000
3{3/30/92 CA San Dieqo 42000
413/30/92 MAN Winnipeg 14,800
5| 10/92 MD Baltimore 94,500
6(3/30/92 MO Kansas City 18,3160
713/30/92 NJ Metra West _ 121,000
813/30/92 NY Rochester 25,000
9(3/30/92 OH ___|Columbus 15,000
10(3/30/82 ONT Toronto . 135,000
11[3/31/92 CO Denver 46,000
1213/31/92 DC Washingion 165,000
13(3/31/92 FL Palim Beach County 65,000
14| 11/92 FL Sauth Palm Beach County 52,000
15(3/31/92 GA Allanta 67,000
16(3/31/92 MA Bostan 200,000
1713/31/92 NY New York/Suffolik 98,000
18]3/31/92 PQ Montreal 95,000
1913/31/92 Ri Rhode Island 17,500
2013/31/92 X Dallas 36,80C
2114/2/92 CT Hartford 26,000
2214/2/92 ONT Ollawa* 13,500
23[4/6/92 CA Qakland 35.000

* Not eligible




CIJE LEAD COMMUNITIES
Pre-Proposal Application

Date State City .« wish

Po' 1lation
113/25/92 BC Vancouver 20 0
213/27/92 Wi Milwaukee 28 [
3[3/30/92 CA San Diego 42 000
413/30/92 MAN Winnipeq 14,800
| 5|3/30/92 MD Baltimore 94,500
6(3/30/92 MO Kansas City 19,100
713/30/92 NJ Metro West 121,000
8[3/30/92 NY Rochester 25,000
9(3/30/82 OH Columbus 15,000
I 10la/so/92 ONT Toronto 135,000
11(3/31/92 CO Denver 486,000
12(3/31/92 DC Washington 165,000
13|3/31/92 FL Palm Beach County 65,000
_17°3/31/92 FL South Palm Beach County 52,000
1513/31/92 GA Atlanta 67 000
1613/31/92 MA Boston 200,000
1713/31/82 NY New York/Sufolk 98,000
| 18|3/31/92 PQ Montreal 95,000
I 193/31/92 Rl Rhode island 17,500
_ 3/31/92 X Dallas 36,900
_ 4/2/92 CT Hartford 26,000
2214/2/92 ONT Ottawa* 13,500
| 23l4/6/92 CA Oakiand 35,000

* Not eligible
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For the Advanced ‘SILt(l) and Devcelopment ol Jewish Lducation
DRAFT DRAFT DRAFT

Al
April 13, 1992

Toc: MLM
From: AH and SF
Re: Lead Communities re-visited:

Towards a strategy for implementation

1. The public recruitment of candidates for the Lead Communities
project of the CIJE was completed 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 populaticn (Exhibit 1). While many
among us had expected substantial response to the recruitment
process, we had not expected the scope and the gquality 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 sigrificant need on the one
hand and desire for action on 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
with 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, wupeon a far larger potential target
population, to also work with sizable human and material re-
sources and commitments, and to learn as we go.

b. Proposals convey that 1in three areas at least the
community-at-large may be ready for implementation of the Commis-~
sion's decisiom

1. commitment to Jewish education, including leadership and
resource allocation;

2. studies and analyses of the local situation;

3. the establishment of broad coalitions and a process
involving lay leadership and professionals, communal organiza-
tions and congregaticns, formal and informal educational pro-
grams. Communities report on a variety of sophisticated commis-
sions, committees, study groups, task forces, several of which

PO 397 berusalem 91030, bazel  Tell 012-al87280 Faao D2-610981 TR0 02618728 NadL ol D2 4497 TN
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have been at work f one, two or even more years, taking stock
of the local situation and of educational needs.

c. Apr” 't 1t co...unit " 2s e ' o T ¢

allocation teo Jewish eauca 1 Cusiviie ool ol e
they do not suggest cuttlng resources and several write of ex-
panding these. Very few ir .ude 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 tralnlng to salary 1mprovement Many
write of the need for in-service training. Much of this is pre-
sented 1in 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

‘ucé 1. Conceivably several more comnmunities 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 changs. We find that there is a
lot of wisdom and potential for action that is mobilizable at the
present time.

5. Feollowing careful consideration of implications we may want to
engage the 23 applicant communities in joining the CIJE for
taking critical planning and selecticn 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:



* 20 communities from among the 23 applicants may want to Jjoin
the CIJE for limited efforts (e.g. in-service training for all
their principals and a serious training program for their lay
leadersh’ ).

* 12 communities may want to join a more intensive, but still
limited project (e.g. in-service programs 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 pocwer generated by this network will
open possibilities that are not available to single communities,
e.g. training institutions may be willing to commit their re-
scurces to the implementation of special programs because of the
large populations involved.

b. this coalition of communities will allow to combine the wisdom
of all participants, and one anticipates that much mutual learn-
ing and support could take place in the design and development
process.

c. The climate throughout the commanities and perhaps even
throughout North America might be significantly affected.

8. The implementation of a program of such scope would raise
major challenges of content and resources. 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 amcng other con the CIJE and its
leadership'’'s ability to recruit, pool and manage varied re-
sources. So for exanmple 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-
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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 priori+ to t°
participating communities. This may be true for the ClL. 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
Foundaticn in helping day schools; the Blaustein Foundation for
research, etc...

c¢. Funding will be regquired 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 20-3C 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 prefessional 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 light of this analysis, MLM decided to convene a consulta-
tion meeting in New York City on May 3rd, 1992 to consider alter-
native strategies for implementation. At that meeting assump-
tior the have guided the project would be reviewed and alter -
tives discussed with a view of maximizing the impact of the
precent 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); ncr will the timetable change (Launching the
preject following the Board Meeting of August 25, 1992). The
process and extent of involv-—--t may change.

10. Participant in ich a n :ing would incluc MLM and If,
Chuck Ratner (chair of the CIJE's Lead Community Committee),
possibly additional members of that committee. 1lay and profes-

sional heads of the partner organizations (CJF,JESNA,JCCA) and
possibly CIJE consultants. (Exhibit 2).



11. The agenda of the meeting would consist of a consideration
of alternative strategies. 1 will prepare a further document
fc¢” "owing your 1c° - ns and cor o wi f.

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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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 project. 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 alsc 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 well, 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 Jjoint endeavor
between professional and lay leadership. Thus, decisions of
content, of process, of resocurce allocations have all been the
result of an ongoing dialogue, mutual and jeint learning, and
full disclosure. I know we are in agreement about this.

3. As we discussed there is right now a significant lag in 1 /-
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. 1In
9 T

a. MIM 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.






CIJE WORKSHOP ON LEAD CDMMUNITIES
CLEV ND, UARY !

Participants: Shulamith Elster, Seymour Fox, Adam Gamoran, Mark
Gurvis, Annette Hochstein, Barry Holtz, Ann Klein, Virginia F.
Levi, Jim Meir, and Jack Ukeles,

SF presented an overview of what the community, personnel and the
content of lead communities should include and this formed the
backbone and substance of the day.
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Mamalel Institute PRBIAR LIS bay:

For the Advamced Study amdl Developmentt of Fewish Edweation

July 4, 1991 Draft 1

The Second Jerusalem Workshop of the CUE

Implementing the Recommendations of the
Commission for Jewish Education in North America:

Documents for Discussion—Prepared by S. Fox and A. Hochstein

Introduction

During its initial setting up period the CUE has succeeded in establishing a human, organiza-
tional, and finamcial 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-
clude the following elements (Exhisbit 1):

. Esablidiine Lead C

* Underaking a “best practices™ prajjme

+  Drafting a pelicy paper towands the establishmentt of a neseanadh capatinliiyyim North North
America

»  Buiding commumity suppott;, imdudig the pregrard ion of & srrdegcphian

* Dewdiypitg & mastenplam for the traiining of parsoonred]

»  Devadbpirg and Imurdiiing a monieing , evdedioon and st ppogranm ] abgsxdecthehs
implementation work

This paper will deal with Lead Communities. Separate papers will be prepared on each of the
other elements (forthcoming).

Lead Commumiiies

In the pages that fellow we will eutline seme of the ideas that could guide the CUE’S approach
to Lead Communities.

1. What is a Lead Community?

In its report 4 Time to Aet the Commission on Jewish Education in North America decided on
the establishment of Lead Communities as a strategy for bringing about sigmificant change and
improvement in fewish Edueation (Exhibit 2). A Lead Community (LC) will be a site—an en-
tire community of a large part of it —that will undertake a majer development and improve-
ment program of its Jewish edueation. The program—prepared with the assistance of the

Sodrhd Sl oo odenddMEnd 3 B2, Krael TV h2<pahs72XK: Ba 12 B@a] wph sRw8T2R poden iz Hhears ok ==~ -



CUE, will invelve the implementation of an action plan in the areas of buildimg the professiom
off Jewish education, mobilizing eommunity support and in programmatic areas such as day-
schools or Israel experience programs. It will be carefuily monitored and evaluated, and feed-
back will be provided on an ongoing basis.

Several Lead Communities will be established, Comimunities 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 programm
most suited 10 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 commumity,
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 cemtrality of on-going evaluation of each project and of the whole plam.

Through the LCs, the CUE hopes to implement a large number of expermmemts in diverse com-
mumities. 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 wihicin
programs and combination of programs are more successful, and which need medificatiom.
The more successful programs will be offered for replication in additional commmunities, while
others may be adapted or dropped.

This conception of Lead Communities is based on the following comceptions:

a. Gradual Change: A long-term project is being undertaken. Change will be gradual and
take place over a period of time.

b. Loecal Initiative: The initiative for establishing LCs will come from the local commiumiityy.
The plan must be locally developed and supported. The key stakeholders must be committied
fo the endeavor. A loeal planning meehanism (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 CIUE’s Role: Facilitating implementation and ensurimg continental input. The
CUE, threugh its staff and eonsultants will make a eritical contribution to the development of
Lead Communities. (See Item 2a below,)

d. Community and Persomiel: Meaningful ehange requires that those elements most critical
fo improvement be addressed. The Commission has called these “the building blocks of
Jewish education” or “enabling optioms.” It decided that without community support for
Jewish edueation and dealing with the shertage of qualified persomnel, ne systemie ehange is
likely to oscur. All LCs will therefore, deal with these elements. The bulk of the thinking,
planning, and resourees will go to addressing them.

(S



e. Seope and Quality: In order for a LCs plan 0 be valid and effective, it must fulfill twe
conditions:

1. Tt misst b of sufficient scope to have a significant impact on the overall educational picture
in e COMMURILY .

2. It must emsure high standards of quality through the input of experts, through planmime,
and evalvation procedures.

f. Evaluation & Feedback-Loop: Through a process of data- collection, and analysis for the
purposes off momitoring and evaluation the community at large will be able to study and know
wihatt programs or plans yield positive results. It will also permit the creation of a feedback-
loop berween planning and evaluation activities, and between central and local activifies.

@. Environment: The LC should be characterized by an environment of innovation and ex-
perimentation. Programs should not be limited to existing ideas but rather creatvity should be
emoouraged. As ideas are tested they will be carefully monitored and will be subject to critical
amallysis. The combination of openness and creativity with monitoring and accountabillity is mot
easily accomplished but is vital to the concept of LC.

2. Relationship Between the CIJE and Lead Communmities

a. The CUE will offer the following support to Lead Commumities:
1. Professional guidance by its staff and consultants

2. Bridge o continental/central resources, such as the Institutions of Higher Jewish Leamimg,,
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

. Lead Communities will commit themselves to the following elements:

1. Te engage the majority of siakeholders, institutions and programs dealing with education in
the planning presess—across ideological and denominational peints of view.

2. Te rectuit outsianding leadership that will ebtain the neeessary resources for the inuplemen-
tation of the plan.

3. Te plan and implement 8 program that ineludes the enabling options and that is of a scope
and siandard of auality that will ensure reasenable ehanee for significant change to oceur.

3. The Contentt:

The core of the development program underiaken by Lead Communities must inelude the “enar
tling eptions” These will bs required element in eaeh LE program. However, eommmumities
will choose the programmatie greas threugh whieh they wish to address these eptions,



@. Reguired Qrmems:
1. Community Support

Every Lead Community will engage in a major effort at building commumity support for
Jewish edwcation. This will range from recruiting top leadership, to affecting the climate im
tive community as regards Jewish education. LCs will need to introduce progmms that will
mezke Jewish education a high communal priority. Some of these programs will include: mew
and additional approaches to local fund-raising; establishing a Jewish education “lobby,” inter-
communal nerworking, 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, traiming, and generallly
building the profession of Jewish education. The plan will affect all elements of Jewish educa-
tiion in fhe community: formal; informal; pre-service; in-service; teachers; primeapals; rabbis;
wocational; @ vocational. It will include developing a feeder system for recmiiirment;, usIng prs-
viously underutilized human resources. Salaries and benefits must be improwedt; new career
paths developed, empowerment and networking of educators addressed. The CHE will recom-
meend the elements of such a program and assist in the planning and implementation as ne-
guested.

b. Program areas

Enabling options are applied in programmatic areas. For example, when we tran principals, it
iis for the purpose of bringing about improvement in schools. When supplementary schoel
tcachers participate in an in-service training program, the school should benefit. The link be-
tween “ematbiime” and programmatic options was made clear in the work of the Commissiom.
1t is therefore proposed that each lead community select , as arenas for the inmplemantation of
enabling options, those program areas most suited to local needs and conditions. These could
include 2 variety of formal and informal settings, from day-schools, to summer camps, to
adult education programs or Israel experience programs.

«. The Role off the CUE

The CUE will need to be prepared with suggestiens as to how LC’s should work in pregram
arens. Therefore it will need to build 8 knewledge base from the very inceptiom of its woilk.
The CUE willl previde LCs with infermation and guidanee regarding “best practices™ (see
separate paper on “best praetiees™). For example, when a eommunity chooses to undiertale am
i-geFvies WraiRing program for its supplementary seheel or JCC staff, it will be offered
several models of suscessful training programs. The eammunity will be offered the ratiignale
behind the sucsess of those programs. They will then be able to either replicate, make use of,
oF develop their OWR programs, in sceordgnee with the standards of quality set by these
1Rodels.



d. Quacomes

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
evaluvation 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
CIUE may have to develop initial hypotheses about the desired outcomes, base its work on
these and amend them as work progresses.

4, Monitoring, Evaluation and Feedback-loop
The CUE will establish an evaluation project (unit). Its purpose will be three-fold:

1. to carry out ongoing monitoring offprogress 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 researcier 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 periedic “state of
Jewish education” report as suggested by the Commuission.

3. The feedback-loap: findings of monitoring and evaluation activities will be continuousty
channelled to local and eentral 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 praetice and planning. Findings from the field will require ongoing adaptation of
plans, These c¢hanged plans will in turn, affect implementation and so on.

5. Reerultment and Selection of Lead Communities
Several possible ways for the reeruitment of LC’s should be considered.

1. Communities, thought te be appropriate eould be invited to apply, while a public call-for-
propesal weuld alse make it pessible for any interested communities to become candidates.

2. Another method eould be for the CUE to determine criteria for the selection of com-
munities and eneourage enly these appearing most suitable to apply as candidates.



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 pracess 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 finai-
ized.

FREE%

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—includimg 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.

h
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iil: ESTaBUSHING LEAD COMMUNITIES

Many of the activities described above for the building of a pro-
fession of Jewish educators and the development of commumity
support will take place on a continental level. Howewer, the
plan also calls for intensified local efforts. ve

Local Laboratories for Jewish Education

Three to five model communities will be established to demon-
strace what can happen when there is an infusion of outstamdiing
personnel into the educational system, when the importance of
Jewish education is recognized by the community and its lead-
ership, and when the necessary funds are secured to meet addi-
tional costs.

These models, called “Lead Communities,” will provide a
leadership function for other communities threughout North:
America. Their purpose is to serve as laborateries in which to dis-
cover the edueational praetices and pelicies that work best. They
will funetion as the testing places for “best practices” — exem-
plary ef excelllent programms — in all fields of Jewish educatiom.

Each of the Lead Communities will engage in the process of
redesigning and impreving the delivery of Jewish educationm
through a wide array ef intensive programs.
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A Time Te Acv

Selection off Lead Communitizzs

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

A number of cities have already expressed their interest, and
these and other cities will be considered. The goal will be to
choose those that provide the strongest prospects for success.
An analysis will be made of the different communities that have
offered to participate in the program, and criteria will be devel-
oped for the selection of the sites.

Once the Lead Communities are selected, a public annoumee~
ment will be made so that the Jewish community as a whole

will know the program is under way.

Getting Started

Lead Communities may initiate their programs by creating a
local planning eemmittee consisting of the leaders of the orga-
nized Jewish eemmumity, rabbis, edueators, and lay leaders in all
the erganizations invelved in Jewish education. They would
prepare 4 report on the state of Jewish education in their com-
munity. Balksed en their findings, a plam of action would be
developed that addresses the speeifie edueational needs of the
community, ineluding recommendations for new programs.

m———————
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A Blueprint for the Future

An inventory of best educational practices in North America
would be prepared as a guide to Lead Communities (and even-
tually made available to the Jewish community as a whole).
Each local school, community center, summer camp, youth pro-
gram, and Israel experience program in the Lead Communities
would be encouraged to select elements from this inventory.
After deciding which of the best practices they might adopt,
the community would develop the appropriate training pro-
gram so that these could be introduced into the relevant insti-
tutions. An important function of the local planning group
would be to monitor and evaluate these innovations and to study
their impact.

The Lead Communities will be a major testing ground for
the new sources of personnel that will be developed. They will
be a prime target for those participating in the Fellows program
as well as the Jewish Education Corps. In fact, while other com-
munities around the country will reap the benefits of these pro-
grams, the positive effects will be most apparent in the Lead
Communities.

The injection of new personnel into a Lead Community will
be made for several purposes: to introduce new programs; to
offer new services, such as adult and family education; and to
provide experts in areas such as the teaching of Hebrew, the
Bible, and Jewish history.

Thus Lead Communities will serve as pilot programs for con-
tinental efforts in the areas ofrecruitment, the improvement of
salaries and benefits, the development of ladders of advance-

ment, and generally in the building ofa profession.
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Criteria for the Selection of Lead €Communities
Senior Policy Advisors

What Criteria Should be Used in Selecting Lead Communmities?
The following criteria will be considered in selecting lead communities:
a. Ciity size

b. Geographic location

c. Lay leadership commitment

d. The existence of a planning process

€. Financial stability

f. Availability of academic resources

z. Strength of existing institutions

h. Presence of some strong professional leadership

i, Willingness of community to take over process and camry it forward
Jj- Replicability

k. Commitment to coalition building (synergism)

Il Commpifment o immovation

Exhibit 3

m. Commitment to a “seamless approach,” involving all ages, formal and informal education

1. Commitment to the notion of Clal Yisrael—willingness to involve all segmemts of the

community

©. Agreement with the impertance of ereating fundamental reform, mot just incremental dhange



Criteria for the Selection of LCs

January 1991 Workshop

Possible considerations in selection process:

B < & B B W N =

. City size

. Geographical location

. Lay leadership commitment

. Planning process underway

. Financial stability

. Availability of academic resources

. Strength of existing institutions

. Presence of some strong professional leadership
9.

Willingness of community to take over process and carry it forward after the initial period

In gemeral, there was difficulty in conceptualizing a clear set of criteria for choosing lead
commumitics—and in deciding among the goals of replicability/demonstrabiiiyy/imodels 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 conwinced that
between the community”s resources and our own, success is likely.



C. Personnel

1. New people

2. New positions

a. Career ladder must be horizontal as well as vertical
3. Thoughtful improved conditions
4, Ongoing education for staff

a. Lead community -- targeted game plan
5. Recruitment strategies
6. Positing training institutions and other national resources
7. Implementation must take into account understanding,
motivation and ability
8. Empowerment/involvement of front-line educators in the
process
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Vision - cumilative definition based on;

- the missian of Jewish education for each consiituency
- articulated
-~ specifically

- excellence aspired to

- goals spacified ky/for each

~ scope

- minimum standards

- rationale made explicit



BRPEQIFIC (CONTENT?

BCOPE
formal
informal
Israel
age Group

proportion of people affectad

STANDARDS

continuous - ongoing

staff education gf minimal scope (weekly?) by high level
quatified trainers

best practicas applied through explicit learning and
reinventing process

cumulative impact aimed at consciously?



UNTI

- wunderstandling
- identified and engaged and knowledgeable
- leadership group
- champion
- wall~to-wall (ideologics represented)
- increasad (local) funding
-~ ongoning advocacy (community at large)
- local "CIJEM" (implementation mechanism) with professicnal
head
= local and continental joint planning end activily



*Ef factive Governance Structure in place centralized or
decentralized

*Public dabate on sducational izaues

PERSONNEL

-new people

new positions

- career ladders must be horizental as well as vertical
thoughtful, improved conditions
ongning education for ntaff

- L.C, = targated game plan
recruitiment strateqgies
positioning training institute and otlher national
resources
implementation must take into aecount understanding,
motivation and ability
empowerment - inveolvement of front line edugators in
process



