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CIJE Workshop 
July 14, 1991-July 18, 1991 

Schedul e 
------------,--------------Sunday, July 14, 1991 

8:30 a.m.-12:15 p.m. 
12:15 p.m.-1:00 p.m. 
1:00 p.m.-3:30 p.m. 

8:00 p.m. 

Monday, July 15, 1991 

8:30 a.m.-12:30 p.m. 
12:30 p.m.-1:30 p.m. 

1:30 p.m.-4:00 p.m. 
Evening 

Work Session 
Lunch 

Work Session 
Dinner at the home of Seymour and 
Sue F ox 
32 HaRav Berlin Street 

Work Session 
Lunch 
Work Session 
Free 

---------------------------v~--Tuesday, July 16, 1991 

8:30 a.m.-12:30 p.m. 
12:30 p.m.-1:30 p.m. 
1:30 p.m.-4:00 p.m. 

Evening 

Wednesday, July 17, 1991 

8:30 a.m.-12:30 p.m. 
12:30 p.m.-1:30 p.m. 

1:30 p.m.-4:00 p.m. 

7:30 p.m. 

Thursday, July 18, 1991 

8:30 a.m.-12:30 p.m. 
12:30 p.m.-1:30 p.m. 
1:30 p.m.-4:00 p.m. 

Work Session 
Lunch 
Work Session 
Free 

Work Session 
Lunch 
Work Session 
Working Dinner 

Work Session 
Lunch 
Work Session 
Late evening departure 
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JsaAron 

Hebrew Union College, Jewish Institute of Religion, 3077 University Ave., 
Los Angeles, CA 90007-3796, USA 
Tel: 1-213-749-3424 Fax: 1-213-747-6128 

On the faculty of the Rhea Hirsch School of Education, Hebrew Union College, Los Angeles, 
her academic interests and expertise are in the area of research in Jewish education. She also 
wrote a paper for the Commission on Jewish Education in North America entitled "Towards 
the Professionalization of Jewish Teaching." 
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Ami Bouganim 

Mandel Institute, 22a Hatzfirah St., Jerusalem 93102, Israel 
Tel: 972-2-662296 Fax:972-2-619951 

Completed a Ph.D . in Philosophy, is a Jerusalem Fellow, and has published several books on 
Jewish Thought and Literature. He has worked in the field of Jewish Education for 20 years 
and is presently a full time researcher for the Mandel Institute. 
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Shulamith R. Elster 

5800 Nicholson Lane, Apt. 508, Rockville, MD 20852, USA 
Tel: 1-301-770-0877 Fax: 1-301-230-2012 

Chief Education Officer of the Council for Initiatives in Jewish Education, she bas spent the 
past 33 years as a teacher, counselor, and school administrator in public, independent and 
college settings. Most recently, she served as Headmaster of the Charles E. Smith Jewish Day 
School in Rockville, Maryland. 
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Seymour Fox 

Mandel Institute, 22a Hatzfuah St., Jerusalem 93102, Israel 
Tel: 972-2-618728, 662296 Fax: 972-2-619951 

President of the Mandel Institute. He is Professor of Education at the Hebrew University and Chairman of the Academic Board of the Samuel Mendel Melton Centre for Jewish Education in the Diaspora. He is Academic Director of the Jerusalem Fellows. 
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Associate Professor of Sociology and Educational Policy Studies at the University of Wisconsin, Madison. His work in the area of the sociology of education has been published in education journals. 
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Director of the Mandel Institute. She is Co-Founder and Director of Nativ Policy and Planning Consultants and was a Humphrey Fellow in Public Policy at M.I.T. She was Associate Director of Research and Planning for the Commission on Jewish Education in North America. 
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Mandel Institute, 22a Hatzfirah St., Jerusalem 93102, Israel 
Tel: 972-2-662296 Fax: 972-2-619951 

Holds a Masters of Jewish Education from Brandeis University. He taught Jewish history at the Alexander Muss High School in Israel, and presently, he is research and administrative associate at the Mandel Institute. 
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A Jerusalem Fellow, he is a full time researcher at the Mandel Institute. Currently, he is also involved in educational consulting, teacher-training and curriculum development. 
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President of Ukeles Associates Inc. and Adjunct Professor, Columbia University's School of International and Public Affairs. His firm has completed ten projects in Jewish education over the past four years. He is the former Executive Director for Community Services of New York's Federation of Jewish Philanthropies. 
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Guests 
=--.!S':1,~ "' ,.~."f .• ~.- ~.-JS.~.-~ ..,..:.::.:w.,.,;w;; •• ..;:..:;;;,..«.;1 ~:i:~~C. C. ..... m ffl.~M.~ 
••••·•••• .. ••• ... •• ... • O• O•oOOO-O OH-OOH ..... _ OOOOH--•~-.-------•-•-••--•-•-··•··- ............ -·••··· ........ .. _,_ ·--•-- • Oo•- . --•-• . ·---•••·-U-00-Barry Chazan 

JCC Association, 12 Hess St., Jerusalem 94185, Israel 
Tel: 972-2-231371 Fax: 972-2-247767 

On the faculty of the School of Education, Samuel Mendel Melton Centre for Jewish Education in the Diaspora. He is also the Jewish Education Consultant for the JCC Association. 
• i~::o:::;mo: l: C; Oll l lOl l ll: l lC I l0D:; cc;;:!::: l C :cl l l: CC l l: l l ;;; ; ;Q mi:; l l I l lC l ; ; ; : ; I l i: l Cl=~:: l ;;~: l i»" ll ! l lC o; l l lC;; :c: i ,:ml~l :c:,c,o::;c; :o: l;; l ll l 10: lllC l; CC llOC l :: llllll; :ou:: ::::: l llO: ::::; :o;:oo: lC C :o· C l~OlllllC; '4 
::::::::::-:::-::-:·:::::"::::::::::::::::-::::::-:-::::,:-::::-:::-::::::-:::::::::-:::-::::-:::-::::::::::-:-:·::::::::::::::::::::::::-:-:-::::::::::::~ :::::::::~::-:-:-:-:::::::-:::::::::::::::::::-:::::-::::::-:-::::-::-::::::::::::::::::::-::::::-::::::-::::::::::: ..... David Resnick 

JESNA, P.O.B. 3784, Jerusalem 91030, Israel 
Tel: 972-2-636850 Fax: 972-2-666223 

Lecturer in the School of Education at Bar Ilan University and serves as the Israeli representative for JESNA 



lVlandel Institute 

Staff and Consultants 

Estelle Albeg Technical Support 

Caroline Biran Administrative Assistant 

Ami Bouganim Researcher 

Suzanna Cohen Administrator 

Seymour Fox President 

Annette Hochstein Director 

Alan Hoffmann Consultant 

Michael In.bar Consultant 

Daniel Laufer Research Assistant 

Zeev Mankowitz Consultant 

Daniel Marom Researcher 

Anat Reches Secretary 



Mandel Institute 

l ·u1 th~.: A<h :1111..·1..·d Stud~ a11d D1..•, 1..'lop111t:1t1 ol .lo..'" j..,h Ed11c11 ion 

Telephone and Fax Numbers 

Mandel Associated Foundations 

Seymour Fox 

Annette Hochstein 

Daniel Laufer 

The Laromme Hotel 

Tel: 662296, 619951, 618728 

Fax: 619951 

Home: 662452 

Home: 732802 

Home: 713264 

697777 

Please note, all numbers are in the Jerusalem area code. 

To receive faxes from abroad, please have them sent to: 

972-2-619951 

221 ll,111111.1 ~• J,111si 111 1 f Ir I I I 111 <,<,s l( I , 2 t,«1 J<il o~~ r,c, ll'),\.1 ' ( ' 0' \:.1'1' X 11 ~. rp 



M a n d e l  Ins t i tu te ן  ו כ מ ל  ד נ מ

F o r  the A d v a n c e d  S tu d y  and D e v e lo p m e n t  o f  J e w is h  E d u c a t io n

July 4, 1991 D raft 1

The Second Jerusalem W orkshop of the C U E

Implementing the Recommendations of the 
Commission for Jewish Education in North America:

Documents for Discussion—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 financial infrastructure that is now ready to launch work on several of the 
recommendations of the Commission. A first workplan and time line were established that in- 
elude the following elements (Exhibit 1):
• Establishing Lead Communities
• Undertaking a “best practices” project
• Drafting a policy paper towards the establishment of a research capability in North

America
• Building community support, including the preparation of a strategic plan
• Developing a masterplan for the training of personnel
• Developing and launching a monitoring, evaluation and feedback program alongside the

implementation work

This paper will deal with Lead Communities. Separate papers will be prepared on each of the 
other elements (forthcoming).

Lead Communities

In the pages that follow we will outline some of the ideas that could guide the CUE’S approach 
to Lead Communities.

1. W hat is a Lead Community?

In its report A Time to Act the Commission on Jewish Education in North America decided on 
the establishment of Lead Communities as a strategy for bringing about significant change and 
improvement in Jewish Education (Exhibit 2). A Lead Community (LC) will be a site—an en- 
tire community or a large part of it —that will undertake a major development and improve- 
ment program of its Jewish education. The program—prepared with the assistance of the

22a Hatzfira St. Jerusalem 93102. Israel Tel. 02-668728: Fax. 02-699951 רה רח׳ שלים א׳ 22 הצפי ס !668728 טלפון 93102 ירו ק פ
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CUE, will involve the implementation of an action plan in the areas of building the profession 
of Jewish education, mobilizing community support and in programmatic areas such as day- 
schools or Israel experience programs. It will be carefully monitored and evaluated, and feed- 
back will be provided on an ongoing basis.

Several Lead Communities will be established. Communities selected for the program will be 
presented with a menu of projects for the improvement of Jewish education. This menu, 
prepared by the staff of the CUE, will include required programs (e.g., universal in-service 
education; recruiting and involving top lay leadership; maximum use of best practices) as 
well as optional programs (e.g., innovation and experimentation in programmatic areas such 
as day schools, supplementary schools; summer camps; community center programs; Israel ex- 
perience programs). Each LC will prepare and undertake the implementation of a program 
most suited to meet its needs and resources, and likely to have a major impact on the scope 
and quality of Jewish education provided. Each community will negotiate an agreement with 
the CUE, which will specify the programs and projects to be carried out by the community, 
their goals, anticipated outcomes, and the additional resources that will be made available. 
Terms for insuring the standards and scope of the plan will also be spelled out. The agreement 
will specify the support communities will receive from the CUE. A key element in the LC 
plan is the centrality of on-going evaluation of each project and of the whole plan.

Through the LCs, the CUE hopes to implement a large number of experiments in diverse com- 
munities. Each community will make significant choices, while they are being carefully 
guided and assisted. The data collection and analysis effort will be aimed at determining which 
programs and combination of programs are more successful, and which need modification.
The more successful programs will be offered for replication in additional communities, while 
others may be adapted or dropped.

This conception of Lead Communities is based on the following conceptions:

a. Gradual Change: A long-term project is being undertaken. Change will be gradual and 
take place over a period of time.

b. Local Initiative: The initiative for establishing LCs will come from the local community. 
The plan must be locally developed and supported. The key stakeholders must be committed 
to the endeavor. A local planning mechanism (committee) will play the major role in generat- 
ing ideas, designing programs and implementing them. With the help of the CUE, it will be 
possible for local and national forces to work together in designing and field-testing solutions 
to the problems of Jewish education.

c. The CIJE’s Role: Facilitating implementation and ensuring continental input. The
CUE, through its staff and consultants will make a critical contribution to the development of 
Lead Communities. (See Item 2a below.)

d. Community and Personnel: Meaningful change requires that those elements most critical 
to improvement be addressed. The Commission has called these “the building blocks of 
Jewish education” or “enabling options.” It decided that without community support for 
Jewish education and dealing with the shortage of qualified personnel, no systemic change is 
likely to occur. All LCs will therefore, deal with these elements. The bulk of the thinking, 
planning, and resources will go to addressing them.

2



e. Scope and Quality: In order for a LC’s plan to be valid and effective, it must fulfill two 
conditions:

1. It must be of sufficient scope to have a significant impact on the overall educational picture 
in the community.

2. It must ensure high standards of quality through the input of experts, through planning, 
and evaluation procedures.

f. Evaluation & Feedback-Loop: Through a process of data- collection, and analysis for the 
purposes of monitoring and evaluation the community at large will be able to study and know 
what programs or plans yield positive results. It will also permit the creation of a feedback- 
loop between planning and evaluation activities, and between central and local activities.

g. Environment: The LC should be characterized by an environment of innovation and ex- 
perimentation. Programs should not be limited to existing ideas but rather creativity should be 
encouraged. As ideas are tested they will be carefully monitored and will be subject to critical 
analysis. The combination of openness and creativity with monitoring and accountability is not 
easily accomplished but is vital to the concept of LC.

2. Relationship Between the CIJE and Lead Communities

a. The CUE will offer the following support to Lead Communities:

1. Professional guidance by its staff and consultants

2. Bridge to continental/central resources, such as the Institutions of Higher Jewish Learning, 
JESNA, the JCCA, CJF, the denominations, etc.

3. Facilitation of outside funding—in particular by Foundations

4. Assistance in recruitment of Leadership

5. Ongoing trouble-shooting (for matters of content and of process)

6. Monitoring, evaluation and feedback loop

7. Communication and networking

b. Lead Communities will commit themselves to the following elements:

1. To engage the majority of stakeholders, institutions and programs dealing with education in 
the planning process—across ideological and denominational points of view.

2. To recruit outstanding leadership that will obtain the necessary resources for the implemen- 
tation of the plan.

3. To plan and implement a program that includes the enabling options and that is of a scope 
and standard of quality that will ensure reasonable chance for significant change to occur.

3. The Content:

The core of the development program undertaken by Lead Communities must include the “ena- 
bling options.” These will be required element in each LC program. However, communities 
will choose the programmatic areas through which they wish to address these options.
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a. Required elements:

1. Community Support

Every Lead Community will engage in a major effort at building community support for 
Jewish education. This will range from recruiting top leadership, to affecting the climate in 
the community as regards Jewish education. LCs will need to introduce programs that will 
make Jewish education a high communal priority. Some of these programs will include: new 
and additional approaches to local fund-raising; establishing a Jewish education “lobby,” inter- 
communal networking, developing lay-professional dialogue, setting an agenda for change; 
public relations efforts.

2. Personnel Development:

The community must be willing to implement a plan for recruiting, training, and generally 
building the profession of Jewish education. The plan will affect all elements of Jewish educa- 
tion in the community: formal; informal; pre-service; in-service; teachers; principals; rabbis; 
vocational; a-vocational. It will include developing a feeder system for recruitment; using pre- 
viously underutilized human resources. Salaries and benefits must be improved; new career 
paths developed, empowerment and networking of educators addressed. The CUE will recom- 
mend the elements of such a program and assist in the planning and implementation as re- 
quested.

b. Program areas

Enabling options are applied in programmatic areas. For example, when we train principals, it 
is for the purpose of bringing about improvement in schools. When supplementary school 
teachers participate in an in-service training program, the school should benefit. The link be- 
tween “enabling” and programmatic options was made clear in the work of the Commission.
It is therefore proposed that each lead community select, as arenas for the implementation of 
enabling options, those program areas most suited to local needs and conditions. These could 
include a variety of formal and informal settings, from day-schools, to summer camps, to 
adult education programs or Israel experience programs.

c. The Role o f the CIJE

The CUE will need to be prepared with suggestions as to how LC’s should work in program 
areas. Therefore it will need to build a knowledge base from the very inception of its work. 
The CUE will provide LCs with information and guidance regarding “best practices” (see 
separate paper on “best practices”). For example, when a community chooses to undertake an 
in-service training program for its supplementary school or JCC staff, it will be offered 
several models of successful training programs. The community will be offered the rationale 
behind the success of those programs. They will then be able to either replicate, make use of, 
or develop their own programs, in accordance with the standards of quality set by those 
models.
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d. Outcomes

The Commission on Jewish Education in North America was brought into existence because 
of an expressed concern with “Meaningful Jewish Continuity.” The pluralistic nature of the 
Commission, did not permit it to deal with the goals of Jewish education. However the ques- 
tion of desired outcomes is a major issue, one that has not been addressed and that may yield 
different answers for each ideological or denominational group in the community. The role of 
evaluation in the process of Lead Communities will require that the question of outcomes be 
addressed. Otherwise, evaluation may not yield desired results. How will this be handled? 
Should, for example, each group or institution deal with this individually? (e.g. ask each to 
state what is educationally of importance to them). Should it be a collective endeavor? The 
CUE may have to develop initial hypotheses about the desired outcomes, base its work on 
these and amend them as work progresses.

4. M onitoring, Evaluation and Feedback-loop

The CUE will establish an evaluation project (unit). Its purpose will be three-fold:

1. to carry out ongoing monitoring o f progress in Lead Communities, in order to assist com- 
munity leaders, planners and educators in their daily work. A researcher will be commis- 
sioned and will spend much of his/her time locally, collecting and analyzing data and offering 
it to practitioners for their consideration. The purpose of this process is to improve and cor- 
rect implementation in each LC and between them.

2. to evaluate progress in Lead Communities—assessing, as time goes on, the impact and ef- 
fectiveness of each program, and its suitability for replication elsewhere. Evaluation will be 
conducted in a variety of methods. Data will be collected by the local researcher and also na- 
tionally if applicable. Analysis will be the responsibility of the head of the evaluation team 
with two purposes in mind: 1) To evaluate the effectiveness of individual programs and of the 
Lead Communities themselves as models for change, and, 2) To begin to create indicators and 
a data base that could serve as the basis for an ongoing assessment of the state of Jewish educa- 
tion in North America. This work will contribute to the publication of a periodic “state of 
Jewish education” report as suggested by the Commission.

3. The feedback-loop: findings of monitoring and evaluation activities will be continuously 
channelled to local and central planning activities in order to affect them and act as an ongoing 
corrective. In this manner there will be a rapid exchange of knowledge and mutual influence 
between practice and planning. Findings from the field will require ongoing adaptation of 
plans. These changed plans will in turn, affect implementation and so on.

5. Recruitment and Selection of Lead Communities

Several possible ways for the recruitment of LC’s should be considered.

1. Communities, thought to be appropriate could be invited to apply, while a public call-for- 
proposal would also make it possible for any interested communities to become candidates.

2. Another method could be for the CUE to determine criteria for the selection of com- 
munities and encourage only those appearing most suitable to apply as candidates.

5



As part of the application process for participation, candidate communities will be invited to 
undertake an organizational process that would lead to:

a. The recruitment of a strong community leader(s) to take charge of the process and to engage 
others to assist in the task.

b. Establishing a steering committee/commission to guide the process including most or all 
educational institutions in the community.

c. Conducting a self-study that will map the local state of Jewish education, identifying current 
needs and detailing resources.

d. Engaging a professional planning team for the process.

Some or all of these elements may already exist in several communities.

A side benefit from such a process would be community-wide publicity regarding the work of 
the CUE and the beginning of a response to the expectations that have been created.

Criteria for the selection of Lead communities were discussed at the January Workshop and at 
the March meeting of Senior Policy Advisors (Exhibit 3). They must now be refined and final- 
ized.

* * * * *

We hope that this document will help us in our discussions at the seminar. It is meant to be 
modified, corrected and changed. In addition we will need to consider some of the following 
issues:

1. How will the CUE gear itself up for work with the LC? In particular it will have to recruit 
staff to undertake the following:

a. Community relations and community development capability

b. Best Practices

c. Planning; research; monitoring, evaluation and feedback loop (a research unit?)

d. Overall strategies for development (e.g. plan for the training of educators; development of 
community support).

e. Development of financial resources—including work with foundations, federations and 
individuals.

2. How many Lead Communities can be launched simultaneously? This will require a careful 
consideration of resources needed and available.

3. What are the stages for establishing an LC, from selection, to planning, to undertaking 
first programs and activities.
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III: Es t a b l i s h i n g  L e a d  C o m m u n i t i e s
1

M any of the activities described above for the build ing of a pro- 

fession of Jewish educators and the development of com m unity 

support will take place on a continental level. However, the 

plan also calls for intensified local efforts.

i
J

Local Laboratories for Jewish Education
j

Three to five model com m unities will be established to demon- 

strate what can happen when there is an infusion of outstanding
% ' !

personnel into the educational system, when the im portance of 

Jew ish education is recognized by the com m unity and its lead- 

ership, and when the necessary funds are secured to m eet addi- 

tional costs. 1
These m odels, called “Lead C om m unities,” w ill provide a 

leadership function for other com m unities th roughou t N orth  

America. Their purpose is to serve as laboratories in which to dis- 

cover the educational practices and policies that work best. They 

w ill function as the testing places for “best practices” —  exem- 

plary or excellent programs —  in all fields of Jewish education.

Each of the Lead Com m unities will engage in the process of 

redesigning and im proving the delivery of Jew ish  education 

through a wide array of intensive programs.

67



li

A  T i m e  T o  A c t

Selection of Lead Communities

Fundam ental to the success of the Lead Com m unities will be 

the com m itm ent of the com m unity and its key stakeholders to 

this endeavor. The community m ust be w illing to set high edu- 

cational standards, raise additional funding for education, involve 

all or m ost of its educational institu tions in the program , and 

thereby becom e a m odel for the rest of the country. Because 

the initiative w ill come from the com m unity itself, this w ill be. 

a “b o ttom -up” rather than a “top-dow n” effort.

A num ber of cities have already expressed their interest, and 

these and o ther cities will be considered. The goal will be to 

choose those tha t provide the strongest prospects for success. 

An analysis w ill 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 announce- 

m en t w ill be m ade so that the Jew ish com m unity as a whole 

w ill know the program  is under way.

Getting Started

Lead C om m unities may initiate their program s by creating a 

local p lanning com m ittee consisting of the leaders of the orga- 

nized Jewish community, rabbis, educators, and lay leaders in all 

the organizations involved in Jew ish education. They would 

prepare a report on the state of Jewish education in their com- 

m unity. Based on their findings, a p lan  of action w ould be 

developed tha t addresses the specific educational needs of the 

com m unity, including recommendations for new programs.
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A Bl u e pr i n t  f o r  t h e  Fu t u r e

An inventory of best educational practices in N orth America 

would be prepared as a guide to Lead Com m unities (and even- 

tually m ade available to the Jew ish com m unity  as a whole). 

Each local school, com m unity center, sum m er camp, youth pro- 

gram , and Israel experience program  in the Lead Com m unities 

would be encouraged to select elem ents from this inventory. 

After deciding which of the best practices they m ight adopt, 

the com m unity  w ould develop the appropriate train ing  pro- 

gram  so that these could be introduced into the relevant insti- 

tutions. An im portan t function of the local planning group 

would be to m onitor and evaluate these innovations and to study 

their im pact.

The Lead C om m unities w ill be a m ajor testing ground for 

the new sources of personnel that will be developed. They w ill 

be a prim e target for those participating in the Fellows program  

as well as the Jewish Education Corps. In fact, while other com- 

m unities around the country will reap the benefits of these pro- 

grams, the positive effects will ■be m ost apparent in the Lead 

Com m unities.

The injection of new personnel into a Lead Com m unity w ill 

be made for several purposes: to introduce new program s; 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 Jew ish history.

Thus Lead Com m unities will serve as pilot programs for con- 

tinental efforts in the areas of recruitm ent, the im provem ent of 

salaries and benefits, the developm ent of ladders of advance- 

m ent, and generally in the build ing of a profession.
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Criteria for the Selection of Lead Communities

Senior Policy Advisors

W hat Criteria Should be Used in Selecting Lead Communities?

The following criteria will be considered in selecting lead communities:

a. City size

b. Geographic location

c. Lay leadership commitment

d. The existence of a planning process

e. Financial stability

f. Availability of academic resources

g. Strength of existing institutions

h. Presence of some strong professional leadership

i. Willingness of community to take over process and carry it forward 

j. Replicability

k. Commitment to coalition building (synergism)

1. Commitment to innovation

m. Commitment to a “seamless approach,” involving all ages, formal and informal education

n. Commitment to the notion of Clal Yisrael—willingness to involve all segments of the 
community

0. Agreement with the importance of creating fundamental reform, not just incremental change

E x h ib it  3



Criteria for the Selection of LCs

January 1991 Workshop

Possible considerations in selection process:

1. City size

2. Geographical location

3. Lay leadership commitment

4. Planning process underway

5. Financial stability

6. Availability of academic resources

7. Strength of existing institutions

8. Presence of some strong professional leadership

9. Willingness of community to take over process and carry it forward after the initial period

In general, there was difficulty in conceptualizing a clear set of criteria for choosing lead 
communities—and in deciding among the goals of replicability/demonstrability/models of 
excellence. What emerged from this discussion was consensus on the idea of differentiated 
criteria: different communities might be chosen for different reasons. On the other hand, we 
clearly cannot afford to fail: however we choose candidates, we must be convinced that 
between the community’s resources and our own, success is likely.



Thoughts on a Research Agenda in the Lead Community 

Adam Gamoran 

The purpose of this memo is to share my thoughts about the possibility of research and 
evaluation in lead communities and other areas of Jewish education in North America. I will 
discuss substantive issues, both general and those of special interest to me, and design issues. 

Substantive Issues 

If I understand the plan in the "Report," the primary issue for research must be the evaluation 
of specific programs ta1cing place in the lead communities, with the goal of disseminating 
knowledge about these programs to the wider Jewish education audience. As I understand it, 
this evaluation process will not be one in which the researchers are completely outside the 
reform process; rather, there will be continuous feedback between the researchers and the 
educators in the lead communities. Thus, the project would involve both formative and 
summative evaluation. 

The central problem for this investigation is the identification of outcomes. Selecting and/or 
developing indicators would need to be a primary task in the early years of the program. Such 
indicators would include those at the individual level ( cognitive, affective, and behavioral) and 
at the community level (possible indicators include rate of teacher turnover, rate of education
al participation, rate of intermarriage, etc.). 

At the same time, the research should probably give equal weight to studying the process of 
change, especially during the early years. In the lead communities, what organizational 
mechanisms are used to foster change? What are the barriers to change, and how might they 
be surmounted? To what extent can we attribute successful innovations to the charisma and 
drive of particular individuals, and to what extent can we identify organizational conditions 
that supported successful change? These questions are critical if the lead communities are to 
serve as models for Jewish educational improvement throughout North America. 

Studying the process of change becomes more critical when we recognize that the effects of 
innovation may not be manifested for several years. For example, suppose Community "X" 
manages to quadruple its number of full-time, professionally- trained Jewish educators. How 
long will it take for this change to affect cognitive and affective outcomes for students? Since 
the results cannot be detected immediatdy, it would be important to obtain a qualitative sense 
of the extent to which the professional educators are being used effectively. Studying the 
process is also important in the case of unsuccessful innovation. Suppose, despite the best-laid 
plans, Community "X" is unable to increase its professional teaching force. Learning from this 
experience would require knowledge of the points at which the innovation broke down. 

Aside from these issues, which are paramount from the practical side, there are other points 
which are of special interest to a sociologist of education. These concerns are intellectually 
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provocative to me because ofmy long-standing interest in the effects of education "treatments" 
on outcomes; other researchers would obviously find different issues of special interest. 

Wide Range of Treatment 

In research on secular education in western countries, a major problem for studying the effects 
of schooling on achievement and other outcomes is that there is relatively little variation in 
the quality of schooling. In contrast, the range of educational experiences in Jewish education 
is enormously diverse, ranging, as Jim Colema11. pointed out to me, from zero to total 
immersion. Yet to date, the best studies on the effects of Jewish education deal with only a 
restricted range of the total variation (Sunday school, afternoon school, and day school). By 
considering the full array of Jewish educational experiences of the youth of the lead com
munities ( e.g., by including summer camps, Israel trips, and youth groups, as well as schools), 
the project could provide a better analysis of the effects of educational treatments on outcomes 
than has been possible in the past. 

Emphasis on Communities 

Currently, there is a fair amount of attention to connections between schools and communities 
in the wider educational literature. The research agenda has at least two dimensions: studying 
the coordination ( or its absence) between schools and other social service delivery agents; and 
the social networks among teachers, parents, students, and other members of the community 
(as in Coleman and Hoffer, 1987). Both of these issues could be fruitfully examined in the 
Jewish education context. 

The "Report" is quite explicit in calling for community-wide emphasis on education. This may 
take the form of increased cooperation among the Jewish schools and other Jewish institutions 
in the communities. If so, the process and its results would be interesting to a broad audience 
for both practical and theoretical reasons. At the same time, the improvement effort may lead 
to stronger networks of support for education among students and their parents, and this would 
be equally interesting to study. 

Design Issues 

What might the research program involve? My first thoughts are that initially, the research 
would require two major efforts: fieldwork studies of the process of change; and conceptual 
and experimental ( or piloting) work orundicators of outcomes. These thoughts presuppose 
that educational :institutions in the lead communities are automatically receptive to research 
efforts. 

Fieldwork 

I would think that a half-time researcher would be needed in each lead community. The 
researchers would have doctoral training and fieldwork experience. Are funds available for 
such an effort? 



More generally, would the research program need to generate its own funds, or have the funds 
already been committed? 

The field researchers would be responsible for (1) describing the basic structure and operation 
of Jewish education in the community, broadly defined; (2) describing changes in those 
structures and processes; (3) relating these conditions to outcomes, in a qualitative sense, 
drawing on the subjective experiences and meanings of participants, as well as providing an 
external analysis of the cultural context and the quality of Jewish education in the community. 
Although much of their work would be done independently, these researchers would meet as 
a group at regular intervals (perhaps quarterly?) to exchange findings and critique one 
another's reports. 

In addition to the field researchers, I would advocate "reflective practitioners." A few teachers 
and/or administrators in each community could be explicitly funded to carry out research on 
their own efforts, and those of their colleagues, with innovative educational programs. 

As to the selection of communities, I have little to say. The only thing that occurs to me is that 
mid-sized Jewish communities would probably be best from the standpoint of organizing the 
research: Too small, and it may be difficult to find qualified field researchers; too large, and 
the community may be too complex for us to cope with (i.e., New Yark, Chicago, Los Angeles). 

Development of Indicators 

Because of diverse skills and knowledge required for this aspect of the project, a team of 
researchers would be required, with skills in demography, social psychology, psychometrics, 
survey research, and Jewish content domains (Hebrew language, history, Bible, etc.). The team 
would have as its goals (1) to reach decisions on what outcomes, exactly, should be measured; 
and (2) the development of quantitative indicators of those outcomes. 

For the lead communities, it would be preferable to gather baseline data from the very first 
year. This may be possible for demographic and school-organizational variables, but it is not 
likely feasible for affective and cognitive outcomes. I have little knowledge of survey and test 
instruments that are already available, but even if there are some, I would not be optimistic 
that they could be employed immediately, as one would prefer. However, the possibility should 
not be dismissed out of hand, for baseline data would be extremely valuable. 

Subsequently, one should think abouk using the surveys and tests not only in the lead 
communities, but elsewhere, for comparative purposes. Assessment of causality is the central 
design problem for this part of the project. I am not sure that causal generalizations will in fact 
be possible, and more thought and discussion must be given to this issue. 



June 27, 1991 
To: Shulamith Elster 
From: Barry Holtz 
Re: Best Practice Version 2 

Based on my original me~o, our subsequent discussions and our 
meeting with Annette and Seymour, here is the way I see the Best 
Practice Project at this point. 

I. Introduction 

As I understand it the purpose of the project is to develop an 
inventory of "Best Practice" Jewish education programs in North 
Alnerica. This inventory would aid the future work of the Coun
cil, particularly in the "Lead communities" aspect of its work, 
because it would offer a kind of data base (or Rolodex) of suc
cessful programs/sites/ curricula to which the Council staff could 
refer as it worked with the various Lead Communities. Thus a 
person from the Lead Community i n 11Toledo11 (or wherever) could 
ask the Council "where is Hebr.ew taught well?" and the Council
staff would be able to find such a program or school or site some 
place in the country through consulting the Best Practice in
ventory. E.g. You, Shulameth, would be able to say: "Go to 
Temple Ansche Schl'nutz in Boston and there you'll see how Hebrew 
can be taught well in a day school/afternoon school/JCC/whatever 
setting." (I assume that the inventory would not be a published 
document but a kind of data base that the council would keep or 
make available to particular interested parties.) 

Theoretically, in having such an index the Council would be able 
to offer both psychological . and· programmatic assistance to the 
particular Lead ' community asking for advice . "Psychological"-
because for many people (both lay and professional) there is 
doubt a.bout the actual existence of "Best Practice" about many 
aspects of Jewish education. ("Is there really such a creature as 
a good Hebrew School," I have been asked. ) "Programmatic"-- be
cause by viewing the Best Practice of "X" in one l ocation, the 
Lead community could see a living example of the way that 11:X" 
might be implemented in its local. 

I say "theoretically" in the paragraph above because we really 
don't know how this will play out in real life and certain sig
nificant stultlbling blocks will have to be overcome. First, do we 
really know that viewing the Best Practice of "X" in Boston of
fers psychological comfort or·confidence building to the person 
sitting in the Lead Community of Toledo. Perhaps he or she will 
say: "Hey, that's fine for Boston, but in Toledo we don't have 
"A" and therefore can't do "B." Of course, we could reply, 
learning that they don't have "A" and discovering (by seeing it 
in action) that they want to accomplish 11 B" lI!ay be the first step 
toward defining goals · and a plan of action for a particular Lead 
Community. 
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For me, however, the programmatic side of the Best Practice model 
is more problematic than the psychological issue. Knowing that 
Boston is able to implement a particular program and seeing that 
program in action does not guarantee that Toledo will be able to 
pull it off in their locality, no matter how good their inten
tions. The issue of translation from the Best Practice site to 
the Lead Community community site is one which will require con
siderable thought. I will come back to this later on in this 
memo. 

II. What do we mean by 11Best Pra.c:tic:e" and how do we go about 
figuring it out? 

Let's say for the sake of argument (and this is a big assumption 
from the theoretical point of view, but probably justified in the 
realm of the practical) that "we" know what we mean by "Best 
Practice". The 11 we 11 here is the network of people we know, trust 
or know about in the field of Jewish education around the coun
try. I assume that we could generate a list of such people with 
not too much difficulty. Let's say Best Practice is-- in the 
tradition of D.W. Winnicott to Sarah Lightfoot Lawrence (The Good 
High School) to Joe Reimer (Mandel commission paper)-- something 
like "good enough". Let's say that when you and I talk about 
Hebrew schools and Day schools we know what we mean by good 
enough. And that there are people with expertise in other areas 
that you and I might not have (e . g. early childhood; JCCs) who 
could do a similar task in those areas. 

Of course there is no such thing as 11 Best Practice" in the ab
stract, there is only Best Practice of "X" particularity: the 
best (i.e. good enough) Hebrew School, Jee, curriculum for teach
ing Israel, etc. The first problem we have to face is defining 
the areas which the inventory would want to have as these partic
ular categories. Thus we could talk a.bout some of the following 
areas: 
--Hebrew schools 
--Day Schools 
--Early childhood programs 
--JCCs 
--Adult Ed. programs 

Etc.-- Yes, this is ceginninq_to get to be a long list and what's 
more it's only one cut into the problem. The above list is es
sentially "sites" in which Jewish education takes place. But you 
could also run another list here: subject areas. 
-- Bible 
-- Hebrew 
-- Israel 
etc. 

2io 
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Complicating this is another factor: As you pointed out to me, 
sometimes you can find a "Best Practice" program for one subject 
area in a site that isn't necessarily so great-- for example , a 
not so great Jee that runs wonderful programs for early child
hood. 

Hence the following question needs to be decided: What are the 
appropriate categori es for the inventory? 

Perhaps the way to answer this is to say that we will choose the 
categories based on the following criteria: 
a) what the Lead Communities appear to want and need. In other 
words, we wait for the Lead Communities before we do the job . 
b) what we think the Lead Communities will want and need based on 
our discussions in Israel about the Lead Community business. 
c ) the quick and d i rty approach: what we can get up and runni ng 
quickly because we know the people (and maybe even some actual 
sites or programs ) a l ready (or can get that info. very fast .) 

. 
A guess on b-- Best Practice i n: Hebrew schools, early childhood, 
Israel programs, family education curricula or programs. 

II~. suggestions for a process. 

What has to be done to launch and i mplement the Best Practice 
project? I would s ugges t t he f ol l owing s tep s : 

1 . Define the categories 
I'v e tried to make a first s tab at this irunediately above . 

2. Create a document (I wil l c a l l it a "definitional guide") f or 
each category. 
The definitional guide is a document which is composed for each 
category . It briefly stat es what we are looking for when we use 
the term Best Practice of x. The de finitional guide is an in
house "screen" used by the " location finders" (see below) as a 
reference guide. since this is an "in house" document, my guess 
is that we should not waste a lot of time writing fancy docu
ments : You don't need to hand Vicky Kelman a definitional docu
ment to ask her to identify 3-5 best, really good, or good enough 
Hebrew Schools. 

Okay we know we want to writewsome kind of definitional guide: 
how much expertise do you need to do this? Perhaps I should say , 
how many experts do you need? What I mean is this. You and I 
could do this job for day schools and Hebrew schools, could we do 
it for adult ed. programs? (I ' ll answer for myself: probably 
yes) . For early childhood? (probably no) For special ed? 
(definitely no), etc . So how many people have to be involved 
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here? Here's a suggestion: I suspect that via "the network" we 
know how to find out who knows about each of these areas (that 
is, once we've figured out what the areas are). Can we commis
sion a short statement f rom teams of people who could write this 
for each area. These are short pieces. They should also include 
a suggested list of "location finders" for each area. I suggest 
two-person teams just so there can be some bouncing back and 
forth of ideas. 

3. Identify the location finders 

Once we define a list of categories and definitional guides for 
each, we would then want to find a group of "location (or sub
ject) finders" who would recognize or know about "Best Practice." 
It ~ay also require a meeting of people to brainstorm places, 
sites, people as well. Maybe there should be a brainstorming 
group of well-traveled Jewish educators who could suggest the 
"location finders"? And maybe there is another group of people 
who are real generalists just because they've been around the 
country so much that we would be able to ask them about any of. 
the categories: Bob Abramson, Joel Grishaver, Eliot Spack, Gail 
Dorph, Vicky Kelman, Betsy Katz, etc. 

4 . Get the l ists 

Once we have the "location finders" for each category and the 
definitional guides, we can then put together the suggested lists 
for each category. This could come via meetings (as mentioned 
above), through phone calls or simply through getting submissions 
of lists from the location finders tor each category. Obviously, 
we will have to buy some time from people, but except for meet
ings this should not be an expensive or burdensome task for them. 

5. Evaluate the choices 

Here is something we haven't talked about before. Once we 
receive the proposed lists in each category, are we going to im
plement some independent evaluation? Who would do that and is it 
necessary? 

6. Write up the reasons 

This project begins to overlap with "Research" at this point. 
Let's say we have received these lists of Best Practice sites, 
programs, etc. Well, can't we ask what makes them "best" (or 
"good" enough). Perhaps this is the same as #5, outside evalua
tion; perhaps not. But I think we would have to go beyond mere 
lists to figure out what it is that defines the "goodness" of the 
good. (E.g. Reimer's Commission paper). Of course this is no 
small job. We could probably get~ of this from the location 
finders. They could tell us their reasons !or their choices. We 
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might be able to hire some of the location finders to write up 
the reasons in brief or in detail. Perhaps we would not need 
this for every example in every category but it does seem to me 
that we're going to need this if we want to get to #7: 

7. Translate to Action for the oarticular Lead Communities 

What in each Best Practice case can be translated to the Lead 
Community and what cannot? This is a complicated question and 
requires the job described in #6 above, at least for those cases 
in which the Lead Community is_ planning to implement action. It 
then requires a careful monitoring of what is going on when the 
attempt to translate particular Best Practic~s actually is 
launched. Which of course leads us to #8: 

8 1 Research Dimensions 

Here we can mean many things: action research in looking at the 
implementation of Best Practice from one place to another: 
evaluation research to see what is "l:>est" about best and hew .. 
things translate from one setting to another; comparative re
search as Best Practice from naoston11 is tried out both in Toledo 
and Los Angeles. And more too, I imagine, but I will leave this 
to Isa's project. 

IV. Timetable 

What of the eight steps above can and should be done when? I 
will not address this here, but leave i t as an open question for 
us to determine. But one thing i~ clear-• we do have to have a 
sense of schedule and probably should discuss this with the group 
in Israel. 

v. Oon1 t underestimate the political dynamite in such an in
ventory. 

A bit of advice here: This is a matter that needs to be well 
thought out. Who sees this inventory? Is is public? If it's a 
secret that's also a problem. How do you keep this from becoming 
politicized by denominations or localities? Does making it onto 
the inventory mean you have a running start on getting funding? 
(I can hear it now: "after all our school is on the Inventory"-
it's now a capital letter) How do you deal with people who are 
annoyed because they are not on it?! 



I . Mission 

The CIJ2 has six basic roles to ful=il -- acvocacv 
on behal! of Jewish education; initiatinc ac~~on on 
the speci! ic recoremencations on personnel and 
communi~y development called f o = by the Coilimission 
on Jewish Education in North America ; for;ing ne. 
connec~ions amcng c::mmunities, insti~ucions anc 
£ouncacions; es t abl i shing 2nd accing on a ne. 
resear=~ agenda; hel?ing to facilite svne=sis~ 
with in che emerging founcation community; anci 
ene=si =i nq new financial and huruan resou=ces =or 
Jewish education . 

A. Acvocacv 

~~e best lay and professio nal leadershi? of the 
Je~ish commun ity need to be att=ac~ed to the 
cause of Jewish educacion. Visi o ns of what 
should and c a n be achievec in th e 21st cencu=y 
need to be re?eacecly placed before ou= 
c::ra..iun ities I leaae·rshi;, a nc t.~e , • .-here<,;it:12.l to 
co so obtaine~ . T~e CIJE ca~ provide a unicue 
blend of i nci? icual and i ns titut i onal acvocacv 
in No=th Arne=ica. 

3. Initiati v es 

Seve=al S?eci= i c recomnenca t ions a-~ being 
promoted b y t ~e Co mmiss i on o n J e v i sh Education 
in North Araer ica . T~es e inc lude the neec to 
=acically st=e~g then pe=son ne l in tje field 2.nd 
cee?en l o cal c ommunity·re:c e=s hi?'S ·com~i tillent 
to Jewish ecuca::ion. ~ ~=o ugh com?~ehensive 
plannins pro s=ams anC e x?e~i~encal i~~~i~~ives 
i~ cesign2tec lead communities, CI J~ -ill bring 
togethe= con=i~ental insti~utions and otje= 
ex?erts to yield breakt~roughs in Jewish 
ecucation cevelo~ment at t~e local level. 

C . Connec::ions 

C=eative peo~le, institutions, orga~i=atior.s 
and foundations are all acting on new ~aeas i~ 
Jevish education . The CIJ~ seeks to p=ovicie a 
meeting pl2.ce that will bring together : 

?unde=s and those with pcoposals £or action; 

P=oven iceas develo~ed t h =ough founcation 
i~i~i2Cives and communi~ i es eage = ~ o k~o~ 
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Ins~itutions that are developing nev 
approaches and the personnel a~d resou=ces 
to make b=eakthroughs possible . 

~he CIJ~ vill be a setting ~here funders can 
share accomplishmencs anc possibly agree t o 
join together in suppor~ing nev unce=~akinss of 
large magnitue. 

D. Research 

While there a=e many people engaged in Jevish 
education research, there still appears to be 
no coorcinatec, syste~atic analysis of what 
vorks in Jewish education. Research in t erests 
have been understandably idiosyncratic . The 
Commission on Jewish Education in North America 
found gaping holes in what we can say we know 
vith real con=idence, racher than relying on 
conve~tional wisdom. A comprehensive, 
multi-year research agenda needs to be outlined 
by the best thinkers on the cont~nent, assigned 
to the most ?romising talent, suppocteci, and 
the findings critically exa~ined anc 
cissemi~atec. 

Svnergism 

One of t~e most exciting ne~ developments in 
Jewish ecucation -- one that holes great 
pro~ise =or t~e field -- is the serious ent=y 
of st=ong pr~vate foundations into- Jewish life 
i~ general anc Jewish educatior. in particular. 
This is an un?recedented oevelo9ment. The 
foundations a=e deploying c~eative s~a=fs and 
developing recognizeable sisnatures of ~heir 
interests and accomplishments. Recr~it~ent, 
cay schools, mecia, t=aining high po~ential 
9rofessionals, identifying master teachers and 
programs, and Israel ex~eriences are just a fey 
of the interests being pu=sued . The richness 
of foundation endeavors is a real blessing . 
~hrous~ the synergy of coming together at the 
CIJE, foundations could efficiently ci£=use 
their best innovations throughout the lead 
communities and should they desire it even help 
each other advance their agendas by consulting 
with each other, exchanging professional 
resources, avoiding rec~eating notions, etc. 

Th=ough the ~ark of the Commission on Je~ish 
~ducation i~ North America and the work of 
ache= e~ci: i es, a ne~ g=oup o: pro:essionals 

~I 



-3-

=or Jewish education has begun to be 
idenci£iec. Gcne =ally t hese a=e people vho a = e 
ex?erts in gene=al ecucacion ~ho have an 
interest i n Jevish a=fai =s - Also, academiciar.s 
v ith ex?e=tise in Jucaic2, the hu~anities, and 
social sciences vane to cont= i~ute. c:JE vill 
seek to identi=y t hese people and p=ovide them 
-i t h ef=ec=ive avenues to use thei= talen t s on 
behal= of the Jewish people, much the way ve 
now b enefi t f =cm ma ny o f t he bes t lay l eaders 
in the bus iness communi t y anc other 
?rcfessions . 

?u=the= CIJE v ill at t empt to generate new 
=inancial resour ces within local communities in 
par~nership vith existing resour ces and on a 
c ontinental basis to bac ~ the ideas that a = e 
p r oven to work in Jevish education . 

CIJE hopes to ene=s i =e new ?ro£essional anc 
financial rescu=ces to add to the gifted people 
already at vork . Ultimately local federations, 
school supporters, consresations, and consu~ers 
vill need to commit more =esou=ces to · 
accomplish the Jevish educacion agenda £or the 
~ext cencury. ~his vill noc ~e an easy thing 
to ac~ieve . It is hoped that CIJE vi l l be able 
to facilitate foundations inte=ested in 
p=ovicing a quick sta= t to the cevelopment of 
nev innovative ef=orts and then provide some 
longe= term supper~. 

II . Met~od of Ooe=ation 

T~e CIJE vill not be a big ne~ com?rehensive cirect 
service provide=- It isn't seeking to disolace anv 
exis t ins institution or organi =ation . Rache=, CIJ2 
ex?ects to ope=ate with a very small core staf= - no more t han 3 or 4 professionals -- and vock 
t~=ough the ef=orts of oche=s -- JES~rl, JCCA, CJ?, 
~eshiva University, J ~ S, EUC-JIR, Reconst=uctionist 
College, Torah U Meso cah, cenominational 
cepar~~ents of ecucation, 3ranceis, Stanfo=c, 
Bar varc, Spe=tus, Bos t on Bebrev College, educate= 
organi=a t ions, etc . This list could go on and on! The need is not for a nev se r vice delivery 
mechanism but for a catalytic agent -- one that can 
convene meetings of pee r organi=ations on the 
national scene, including denominational 
institutions anc de~a=t~ents, communal agencies, 
foundations, and the like. 
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No existins o=~ani =ation plays this role tocay in 
~evish ea~cacion . CIJE, building upon the a l =eacy 
suc=ess=ul engagemenc of these en~ities th=ouch the 
Commission on Je~ish Ecuc a t ion in No=th Ameri~a , 
c~n play t~is =ole . The identi t y of all pa= tner s 
~ould be p =eservec and their missions enhanced. 
The rich cive=sity of founcation i~terests voulc be 
in£~sec into the ·c onsciousness of the established 
community. 

A simple struc t u r e to gover ~ tbe CIJE is 
envi sioned . 

A. Board 

A~oroximately 20 to 30 people vill govern the 
CIJ~. They vill be cravn ==om among the 
leaders of the foundation community, 
continental lay leaders, ~utstancing Jewish 
educators, and leading Je~ish academicians . 

3. Senior Policv Advisors 

A s=ou? of 12 to 20 senio= policy acvisors ~ill 
p r ovice ongoing professional guicance to the 
pr=fessional sta£= and boa=c o= t~e CIJE . They 
vill be d=avn f=om the ranks of the continental 
o r ;ani=ations and institu~ions and outstanding 
incivid~al professionals. 

C. CIJE Fello~s 

Beyond the Senior Policy Advisors g r oup~ the 
CI~E intends to assemble 50 o= so fellovs to 
provide intellect ual , educational conten t to 
its work . These Fel lovs vould be identi=ied 
==om amens the people cur~e~tly at vork in 
Jevish education, and l eading acade~icians and 
practitioners in general education, Judaica, 
humani t ies, and social sciences with a st=ong 
interest in Jevish life. In accition to 
providing ongoing advice to CIJ~, the Fellovs 
should be a r ich resource for consultants for 
lead communities, foundation initiatives, the 
researc~ agenda of CIJ~, and the institutional 
objectives of CIJE v orki ng ~n concer t vith 
others . 
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D. Advisorv Council 

At least once a yea= CIJE ~ill reconvene the 
members of the Commission on Je~ish Education 
in North America, augmented ~ith ot~er key 
figures in Je~ish education . This ~ill provide 
an opportunity t o check on the progress of 
implementing t he Co~mission's recommendations 
and provide f =esh insight on ne~ developments 
that should be on CIJE's agenda. 

E. Staff 

The staf= of CIJE ~ill consist of a chief 
professional officer (initially Stephen 
Eoffman, the Executive Vice- ?resident of t he 
Cleveland Federation); a chief educational 
officer; and a planner. 
staff ~ould be in place 
budget is attached . 

Appropriate support 
as ~ell. An initial 

SE~:gc : 3l:39J 



!\landel Ins titute 

For thL· Adv .. 111L·cd S tudy and Dcvclopmcnt 0 1· Jcwi:--h Educarion 

Planning Workshop with the 
Council for Initiatives in Jewish Education 

January 7-10, 1991 

Held at the Mandel Institute, Jerusalem 

Participants: 

Ami Bouganim, Shulamith Elster, Seymour Fox, Annette Hochstein, Steve Hoffman, 
Alan Hoffmann, Danny Marom, Marc Rosenstein, Arthur Rotman 

Introduction 

S. Hoffman reviewed his paper on the mission, method of operation, and structure of the CITE 
(Exhibit 1). 

There was a discussion of relative priorities of the recommendations of the Commission in 
order to determine where to begin: lead communities, building the profession, research, and 
building community support. 

There was general consensus that all areas interact, but that lead communities seems to serve 
as a focus for the others, as well as being visible, concrete and proactive. Therefore, it was 
agreed that this area should be our first priority. At the same time, there was consensus that 
the lead communities effort does not entirely subsume all other areas - and that we therefore 
must move on the other fronts too. 

Lead Communities 

Some concerns and dilemmas which amse in the discussion of how to implement the local 
communities project: 

a. We cannot ignore other efforts underway and focus onlv on lead communities; there may 
be other community and foundation projects deserving of our interest and support. 

b. In choosing candidates for lead communities, do we prefer those which have weaknesses 
( e.g. lack of top leadership) which we can remediate as a demonstration, or do we choose 
communities which are already strong, to model excellence (but possibly not significantly 
replicable)? 
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c. There may be a tension between the local perception of the community's priorities and our 
view of what must be done to fulfill our goals for the lead community as a demonstration 
site or model of excellence. 

d. Possible considerations in selection process: 

1. city size 
2. geographical location 
3. lay leadership commitment 
4. planning process underway 
5. financial stability 
6. availability of academic resources 
7. strength of existing institutions 
8. presence of some strong professional leadership 
9. willingness of community to take over process and carry it forward after the initial period. 

In general, there was difficulty in conceptualizing a clear set of criteria for choosing lead 
communities-and in deciding among the goals of replicability/demonstrability/models of 
excellence. What emerged from this discussion was consensus on the idea of differentiated 
criteria: different communities might be chosen for different reasons. On the other band, we 
clearly cannot afford to fail: however we choose candidates, we must be convinced that 
between the community's resources and our own, success is likely. 

There was agreement that the CIJE needs to clarify what a lead community is: what are the 
specific categories of actions and/or programs and/or processes which form the heart of the 
lead community effort. However, there was no closure on content. Two aspects were con
sidered: 

a. The lead community is characterized by a certain type of planning approach, involving 
comprehensive, systematic planning; a national perspective and involvement (via various 
national educational institutions, movements, etc.); and the bringing in of outside resour
ces, human and material. 

b. In addition to "a," the lead community would be required to make certain educational, 
programmatic commitments (e.g., to in-service training, leadership development, etc.) 

The following points were agreed upon: 

a. The centrality of systematic assessment and planning and the role of the CUE in providing 
resources and incentives for this process. 

b. The full support of top local lay leadership as a sine qua non. 

c. The overall goal of creating fundamental reform, not just incremental change; of creating 
new approaches, not just extinguishing fires. 
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d. The importance of an approach based upon research, analysis and national decision
making. 

e. Lead communities serve as laboratories, but not as the only laboratories: we might be 
supporting experiments elsewhere for eventual application in a lead community. 

f. The need to establish a contractual relationship between the CUE and the lead community. 

The discussion moved on to the issue of what the CDE would provide for a lead community. 
A model which served as a basis for discussion was that of an account manager: someone who 
must work closely with a client and understand all of bis needs in depth and who must be 
creative in bringing in various other resources to fulfill those needs. 

Thus, the CIJE would serve a facilitating, matchmaking, guiding, managing role. Closure was 
not attained on an exact role description, but a number of specific applications of this concept 
were discussed: 

a. Providing a "roster of experts" (persons and institutions) on whom the lead community 
can call for specific assistance. 

b. Arranging for the seconding of staff resources from existing institutions to the lead 
community. 

c. Providing up-to-date information on developments in general and Jewish education 
relevant to the communities' planning process. 

d. Finding and "certifying" best practices is a valuable service which the CUE needs to 
provide to assist lead communities. This turns out to be not as simple as first appears. The 
CDE will have to invest resources and energy into studying the whole concept of best 
practice, and developing procedures for finding, certifying, and communicating best prac
tices to lead communities and others. 

e. Serving as a broker between lead communities and foundations, for providing funding and 
for particular programs relevant to the communities' needs. 

f. Guiding the local planning and research process, providing assistance as needed, quality 
control, monitoring and feedback. 

There ensued a discussion of the essential "building blocks" which would have to be part of a 
lead community's plan of action. At this stage of our work, the following were suggested: 

a. Programs to train personnel. 
b. Lay leadership development. 
c. Israel program development. 
d. A framework or frameworks for deliberation on educational philosophy and goals. 
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It was agreed that the "tone" set by the CUE is important: we need to embody and stand for 
excellence, continuously to hold before the communities a model of thoughtful, serious 
planning, research, and implementation. 

The consensus was that the CUE has a responsibility to set the very highest standards possible, 
demanding tough quality control, never "settling" for compromises on work quality. 

ACTION AGENDA FOR IMPLEMENTING LEAD COMMUNITIES 

1. Recruit planning team (in-house and/or borrowed) to map out overall program. 

2. Develop selection procedure and criteria, and ''visiting team" if necessary. 

3. Prepare assessment/diagnostic tools to assist communities in self study ("educational 
profile"). 

4. Set up monitoring/feedback loop: procedure and framework for ongoing evaluation. 

5. Set up process for identifying, documenting, and disseminating "best practice." 

6. Set up framework for training and assisting community leadership in developing: 
1) proposals, 2) community educational plans, and 3) local monitoring/feedback loop. 

7. Establish framework for creating "programmatic menus" to help communities choose 
new ideas and programs for implementation. 

8. Start ongoing process of accumulating "roster of experts"~ contacts in the academic 
world (and other worlds) who can provide assistance to communities in self- examina
tion, planning, and introducing innovations. 

9. Start ongoing process of building contacts with foundations with interests in support
ing specific categories of programming, in order to help find funding for lead 
communities' innovations. 

10. Develop key elements of contract defining relationship between lead communities 
and CIJE; what are the specific requirements of the lead community and of the CUE? 

11. Create framework for discussions with and among continental agencies ( e.g., JESNA, 
JCCA, denominational education bodies, etc.) regarding a) their providing services 
to lead communities; b) the identification of "best practice" programming which may 
exist on a continental level under the auspices of these agencies and may be useful to 
lead communities. 
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Building the Profession 

All participants contributed to a list of components of the process of building the profession 

of J ewisb education: 

• recruitment 
• pre-service training 
• in-service training 
• senior personnel development 

• retention 
• image and recognition 
• certification 
• compensation 
• professional organizations and networking 

• career development 
• supervision and evaluation 

• research 
• the contribution of general education 

• empowerment 
• paraprofessionals and volunteers. 

Of these, five received highest priority ranking by the group: 

1. Pre-service training 
2. In-service training 
3. Recruitment 
4. Compensation 
5. Networking 

In discussion of how to attack this list, the issue arose of the tension between the CIJE's 

inclination to do its own process leading to a master plan for, say, pre-service training, and the 

need to involve other "players" in the planning ( e.g., Y.U., J.T.S., H.U.C., J.C.C.A, federation 

planners, etc.). What will happen if there are conflicts between CIJE's standards, methods and 

directions and the possibly less exacting approaches of existing institutions? The Mandel 

Associated Foundations, the Wexner Foundation and others must also be integrated into the 

picture since they have decided to invest in pre-service education. I t was agreed that this is a 

difficult issue, requiring sensitive and creative thought. 
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Moving to pre-service training, several suggestions were made: 

1. We should see what we can learn from work being done in general education, and possibly 
use scholars and institutions from that world in our planning. 

2. We should talk to all the current "players" to get a picture of the state of the art. 

3. We could involve other foundations (Bronfman Foundation to fund Israel Experience 
components of teacher- training, Wexner Foundation for the training of elites, etc.). 

4. The Mandel Institute in Jerusalem may be running a world-wide planning seminar in the 
spring, of which we could take advantage. 

5. We must keep all options open and under careful scrutiny and look at all possible options 
including those in general education. 

A. Hochstein accepted the assignment to produce a paper defining the questions and issues 
which must be addressed in developing a master plan for pre-service training, to guide the 
CUE in beginning the process. A. Hoffmann accepted a similar assignment for in-service 
education. 

With respect to compensation, discussion was brief; no closure was reached on a plan of action, 
or even whether the CIJE should remain in a study/advocacy role or actually become involved, 
for example through encouraging the setting up of a national pension plan. 

Networking was also discussed briefly; while there was consensus that networks must be 
studied and supported, no specific suggestions were made. 

ACTION AGENDA FOR BUILDING THE PROFESSION 

1. A Hochstein's paper to guide development of a master plan in pre-service training. 

2. A Hoffmann's paper to guide development of a master plan in in-service training. 

3. Coordinate efforts with MAF in developing plans with existing pre-service training 
institutions. 

4. Establishing contact with interested foundations to become involved in parts of the 
program. 

5. Set up a planning team to map out efforts and assign roles in pursuing the five top 
priorities (and others). 
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Research Agenda 

Two aspects of educational research which are necessary were presented: 

• Policy research, including monitoring, evaluation and program design. 
• Pure research including the education of educators, the philosophy of education, etc. 

Participants suggested a number of areas crying out for research attention: 

• standardized achievement testing 
• market research 
• research itself- a "map" of the field is needed 
• best practices 
• data about teachers 
• evaluation methods 
• history and philosophy of Jewish education. 

And they proposed several different ways in which the CUE might serve the needs of Jewish 
educational research: 

a. Coordination of research efforts; influencing and stimulating. 
b. Reaching out to research institutions to create centers for Jewish educational research. 
c. Making useful connections among research needs, researchers, and sources of funding. 
d. Modeling research-based planning. 
e. Work to create new centers of research and train/recruit new researchers. 

Three concrete results: 

a. The CUE will commission a preliminary paper, preferably by Israel Scheffler, on the state 
of Jewish educational research. This will serve as the basis of the work of a high level task 
force which will recommend a course of action in order to establish a research capability. 

b. J. Woocher will prepare a thought paper on the issue of maintaining a data base of Jewish 
educational research. 

c. There is a need to pay special attention to current good research while the longer term 
approach is being developed. 
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ACTION AGENDA FOR RESEARCH 

1. Commission a preliminary paper, preferably by Israel Scheffler, on the state of Jewish 
education research and on the need for strategic planning. 

2. Based on this paper, set up a high level task force which will recommend a course of 
action in order to establish a research capability. 

3. J. Woocher will prepare a thought paper on the issue of maintaining a data base of 
Jewish educational research. 

4. Seek to develop connections among and support for existing researchers, on specific 
need-drive projects, while waiting for the entire system to be rebuilt. 

5. Actively model research-based planning from the beginning, commissioning research 
and borrowing researchers to provide a research base for every project we undertake. 

6. Make it clear, to our lay leadership and to that of communities ( e.g., lead com
munities) and agencies interacting with us, that we do not move without research. 

Developing Community Support 

A number of suggestions were made regarding models and directions for pursuing this goal: 

a. The model of the Commission on Jewish Education in North America: give top leaders 
important decisions to make and let them work with outstanding professionals. 

b. A constant flow of special events, programming, support, and personal cultivation is 
necessary to keep lay leaders enthusiastic and involved. 

c. We need to select and cultivate first-echelon leaders in the federation and UJAworlds and 
bring them into education. 

d. We should use exciting and dramatic methods to interest our target leadership; e.g., 
prestigious retreats, meetings with high-status leaders and scholars like Nobel laureates, 
university presidents. 

e. We should capitalize on the headway already made in this direction, by working to involve 
people who already have been touched by the Commission. 

f. Systematic creation of a supportive climate by PR and marketing activities; e.g., wide 
distribution of A Time to Act, newsletters, materials for rabbis, encouragement of Com
mission members to speak and write. 
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g. We should develop new programs for educating lay leadership, and work with existing ones 
(e.g., CLAL, JESNA, JCCA). 

h. We need to cultivate the heads of the three religious movements. 

No specific plan of action was agreed upon, though there was consensus that we need to 
develop one. Meanwhile, S. Hoffman undertook personally to work to involve several key 
leaders of national stature in the work of the CUE. 

ACTION AGENDA FOR DEVELOPING COMMUNI'I'Y SUPPORT 

1. Marketing plan for A Time to Act. 

2. Efforts to cultivate top echelon continental leadership from non-educational settings 
for involvement in CDE. 

3. Reach-out to existing top leadership with interest in education ( e.g., denominations, 
Commissioners). 

4. Planning team to develop series of high level programs for attracting new top 
leadership and keeping those already involved excited ( e.g., retreats, prestigious 
meetings, etc.). 

5. Establish systematic ongoing public-relations program. 

Putting It AH Together 

The final session was devoted to considering some of the elements of a rough strategic plan, 
connecting priorities in a logical order and fitting them to a calendar. 

Several general principles were agreed upon: 

a. Work of CUE must be characterized by expertise, quality, and excellence. 

b. We must focus on change- planned, systematic, monitored change. 

c. We must have a comprehensive outlook. 
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Attendance 

MINUTJ::S 
COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 

SENIOR POLICY ADVISORS 
MARCH l?., 1991 

10 A.M. - 4 P.M. 
COUNCIL OF JEWISH FEDERATIONS 

NEW YORK CITY 

Jack Bieler, David Dubin, Shulamith Elster, Sylvia Ectenberg, Joshua Fishme1n, 
Seymour Fox, Irving Greenberg, Stephen Hoffman , Richard Joel, Martin Krafi,, 
Sara Lee, Virginia Levi, Daniel Pekarsky, Bernerd Reisman, Arthur Rotman. 
Alvin Schiff, Barry Shrage, Stephen Solender, ~lioc Spock, Jonathan Wooch~r 

Copv to 

Robert Abramson, Josh Elkin, Morton L. Mandel, Heui.-y l.. Zucker 

---------···------ ------ ·· ····--------····------ -- -----------··· .. ------ ......... . 

I. lntroductorv Remarks 

The. chair noted that the senior. policy advisors of t:hc Council for 

Initiatives in Jewish Education (CIJE) is a group in focmA~ton. w~ 

anticipate additions co this group from c:hc: Reform movement, th" 

Orthodox movement, and the Association of Na::ional Youth Group 

Directors. This group will work with thA board and staff of the CIJE, 

contributing individual and collective expertise to the ClJE effort. 

It \.las noted that the Commis~ion on Jewish F.<luc.:i.tion in North Amcdca 

chose to focus on the areaJ of personnel and conununicy in cH1 ef£01:L. ro 

enhance Jewish education for Jewish concinuic:y. Thro1.1ghouc its 

deliberations, the Commission noted a lack of adequate d.it.:a and the 

importance of establishing a research component for the field of Jewish 

education. The role of CIJE is to take cha ideas of the Co,ruuissi.on and 

make them concrete through demonstration and irnplementacion accivicieK . 
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Since the final Commission meecing in Novembe.r 1990, Dr. Shulamith 

Elster has been designated chief education officer, effective July 1, 

1991, and a search is under way for a planning officer to Gring 

expertise in community organization and social planning. Negotiations 

are under way for space at CJF and funds are being raised to cover chc 

core budgec of CIJE for a period of chree years. 

A praliminary planning meeting cook place in Jerusalem in JHnuary. Th~ 

minutes of chat: meeting were disc::ibuted Lo senior policy advisors nnd 

served as a basis fo~ discussion throughout the day. 

The purpose of this meeting was to decermlne how co move ahead with chn 

establishment of lead communities , with efforc:s t:o build the 

profession, and with the building of a research capability. It wNS 

anticipated that th9 day would result in proposals to the GIJE boMrd of 

a game plan which CIJE st:a.f= and identified experts could proceed to 

execute. 

In the discussion that followed, it was agr~erl that the three 

directions to be discussed are interconn~cted ~nrl that one role of the 

senior policy adviso r s and staff is co maintain the linkage~ among 

them. Another role will be t:o bring the eXpA1.·t:i.:,e of regional and 

nacional organizations co work with lead communities in accomplishine 

their goals . 
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Several advisors raised questions about c:he role of the CIJE in fundin~ 

its initiatives. It was noted that le.:id communities wil l be expect:r.<l 

- ... - · · 1· •. 

role would be co provide expertise and co help identify funders co 

assist with specific implementation action. The concep~ of. the le~d 

community itself should energize a community and ics personnel co take 

action for Jewish education. Advisors noted thac some pool of funcls 

~v~il.:th1P. t:o the CIJE for implementation of le.-id comrnunity efforts 

could be important: and should be suggest:cd to c:he board. 

II. Review of Working Papers 

Senior pol icy advisors spent moi.c o[ the day ln wo-rking groups, each 

.,.o,d .. ,,tfna nrP l im1nArv n.:1ners on one toi>ic, and conclLtding wich the 

r-1.1.;..,...., J.•~e> ' · -• ',, ...... - ..... ~.:.. .,..{ -T"l1"" • 

A. Le.ad Communit ies 

1. How wil l Lead Comrnunicies be Ide.ncified? 

Two possible approaches will be re.commended to the. board. The 

firsc:, described as the buckshot: appro~ch , would i nvite any 

community in North America co ;ipply en be a lead community. 

The second .approach is to ask senior policy .advi~ors to 

identify 10-12 communitiEls wiLh the pot.:encial to succeed, nnd 

to invite them to apply. From the applicanc:s, 3-5 communities 

would be selected. 



2. What Criteria should be used in Selecting Lead Communi.t:ies? 

The following criteria will be considered in seLeccing 1eoa 

communities. 

a. City size 

b. Geographic location 

c. Lay leadership commitment 

d. The existence of a planning process 

e. Financial stability 

f. Availability of academic resour~es 

g. Strength of existing inst:it1.u:ions 

h. Fresence of some strong professional lP.adershiµ 

i, Willin15"ess of community co L~ke over process and carry 

it forward 

j. Replicability 

k. Commitment to coalition building (syneq;ism) 

l. Commitment to innovation 

m. Commitment to a "seamless approach," invo lving all ages, 

formal and informal education 

n. Commitment to the notion of Cl~l YisraP.l - willingness co 

involve all segrnents of the community 

o. Agreement with the importance of crc.'.l.ting f undamenc,'ll 

reform, not just incremencnl chanec 



3. "1hat: will CIJE bring co Lead Communities? 

a. Expertise of CIJE sea.ff anrl planning ceams 

b. Help wich the cost of outside cxper~s 

c. The ability co link proj e.cts with potential funders 

4. Minimal Program Areas co be Addressed by A Lead Communitv 

a. Programs co train pa~sonnel 

b. Lay leadership development 

c. Israel program development 

There was discussion about c:he vah1e of polncine to t1 

single program area. le was Huggested thac noc all lea<l 

communities need focus on a single program are.:i. This i:, 

to be discussed further. 

d. An ongoing focus on goals and philosophy 

Advisors felt tha.c: this area should be a foc1.1s of planning 

teams, but mighc not be~ necessnry pcecondiciun for every 

lead community. 

5. Best Practices 

It was agreed that work should begin now co ici.encify an arr.:1y 

of successful approaches for possible implemencatlon by leAd 

communities. Each "besc praccic:c" w<.1uld be accompanied by t:he 

names of one or more experts to be consulted. 
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It was suggested that the CIJE periodically convene 

representatives of the laad communitie.s for workshops on how 

best to treat a program area such a.s t>.arly childhood, family 

education, etc. 

It was suggested that each communlcy be assigned an "accounc 

executive" and a team of experts to work with it. It was 

further agreed that the senior policy advisors would maincain 

close contact with this team and With che lead communltiP.s to 

provide quality contcol. 

B. Training 

The working group on training identified the following concern~ for 

further consideration: 

1. Recrui tment 

What type of recruitmanc activir;:i cs .shollld be unden:aken? How 

can· these reflect the variet.y of naetls with tht\ fi ~ld? How 

many students can current programs accommodrtce? Whac efforts 

can be undertaken to enhance the profiles of tl1e craining 

institutions? 

2. Definitiops of "orofgssionAJ" 

How should "profes~ional" be defined? Wha~ are t.he elem~nci: of 

a working definition: full-time vs. pare-time, profes3ion~l 

training programs, certification, aµµropriate compensation? 



What is the role of che professional school in che building of 

the profession? What role can professional org~niza.tions 

play? How can this definition re.fleet tht: 11 st:n1cificacion" of 

the field and differentiated staffing within inscitutions? 

3. Training objectives 

What is the mission of current progrcuns? How is chis mission 

.:1.rticulat:Qd? tJhat is th<?i't' "vi 10:ion" of the prof&ssion? t.Th;ic 

should be the objectives of training programs? Should progrnm~ 

train for current need~ and currenc delivery syst:cms? Slwuld 

institutions be working to design program~ co prepare pcrsonn~l 

co meet future needs? 

4. Training 

The training of professionals for Jt\wish educac.ion should bl'! 

thought of as a continuum: pre-sen.rice/profess iona 1 

trs.ining••in-service/ continuing educacion. 

What alternatives exist to degree grant:1ng progrt11ns? What 

training needs can be met through continuing education unics? 

How can these programs he imple.me.nted- - loc;.il sites, CAJE'? 

5. Standards for training and foe the prof?.~$ion 

How can ~tandards of "excellence" be implcmeneed? " 'Good 

enough' is not acceptable." 
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6. Sel ected research is~ues 

Idencification of the qualiti0s, or character t=aits, of highly 

regarded educators to serve as models of professionalism . 

Identification of inhibiti ng and enhancing facr.ol·s th.:lt. 

contribute to participAcion 1n i~•5crvic~ and continuing 

education programs. 

The impact of participation in continuing education activities 

and in-service programs. 

Building the Profession should include a thoro1.1gh examin(1t.:ion 

of all of the above. 

7. Ne;st s tep!! 

a. Iha imporcanc first seep is the mapping of chc 

field -• including a full descripcion of n .:i inlttg 

opporcunities and identification of the n eeds of those 

currently working in the fie ld. 

A study should be m;i.de of avai l able and unfilled positions 

in the field and projections m~dA as to ne~ds five and ten 

year.s out. 

5 



b. Recruitment scracegies should be developed co meet chesn 

nGeds and programs developed at the craining inscicucions 

co meet the training needs of the recruits. 

c. The research agenda should include issues relac~d co the 

building of the profession. 

In the discussion that followed, it was suggesce.d chat ic will be 

difficult: for communicies to provide professional C.l:'<'lining t:.o 

pare-time educators in the same way chac full-cimc educ~cors are 

prepared. Each lead communicy mighc look 11.c parLiculnr ways of 

training and upgrading part-timers. 

It was suggested that one goal of che efforc to build the 

piofession might be to create careers wlthin che synseogue 

setcing, There should be room for one r.o two full· cime pt<oplc in 

mosc synagogues to focus on classroom education, fa1nily education, 

etc. These positions would require a special kind of Lraining. In 

this same context, it was noced that we ancicipace the lead 

communlt:Y concepc.. ..1.u1::nu ... i.J..y•u~ trt::ew flr...a..uv,., .. ., .. t-t'-'•wvut,_.,_, .• , • .1,...,, •.. .J. ...... 

require new trainine systems. We need to think creatively. 

S, 



C. Research and OP.veloumenc of a Data s~~e 

It was suggesced that priorities for research include cha 

following: 

1. Development of an A~enda 

Page 10 

A researcher working with staff and an editorial board should 

map out what is currently av8ilahle, creating ;:i. bl\.teprinc or 

framework for further study. 

a . A research agenda should be d~fined in reforence co che 

CIJE's other agendas. 

b. Any mapping or planning process should involve chosa 

currently working in the fie ld. 

c. This study should be done in :he contexc of various 

definitions of research , e.g. experimental rc~0.arch 

anticipated in the framewo rk of lead communicif!s sho\.tl<.\ be 

included. 

d. This should show how research cnn lead to hctter practice 

and profassionalism. The chttll,rngc is to e ffcct: changP.. 

2. There is a need to develop a data b~sa as quickly as possibl0. . 

This can be accomplished by bringine together ;i. group of 

experts (JESNA and JCCA have people HVailable ) for 

brainstorming, consulLacion, and preparation of a paper. Th~y 

should identify the audience -- che key decisiotunakers--and 

determine what they nef!d to know. They should indicate what 

chis data bank will do for JP.wish education. 

s.. 
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During the consul tat ion phase r.he Le1:1111 should talk with t:he 

experts involved in data ga.Lherinp,. talk co people in t:he field 

to be sure that the data is needed , and be honest abouc whac is 

available and what is not. It will be important co clarify 

3UCh terms as formal and informal education so that cvcryon~ IR 

talking about the same i ssues. 

3. Research should play a centrAl role in the work of ,.hn CIJE. 

The CIJE should serve as a model, showing thac good education 

planning flows from a strong research program. It was 

suggested that one member of the CIJE ~toff serve as 

coordinator of the re3earch effort . 

4. Next;; Steps 

Based on the foregoing report ic i.ras sue,e,esced thnc a 

researcher be identified now to prepare a map of the field and 

that a group of JES NA and JCCA s c.-iff be ;;.skcd to movP. ahead 

quickly to prepare a paper on the daca base for possible 

presentation ac the April 9 CIJE board meeting. 

III. C2neral Discussion 

In the short time that remained at the conclusion of the r~ports , 

general comments were invited. 
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It was suggesced that an issue co consider in che future is the need co 

creace a market. This encompasses the issue of how co accr~ct to 

Jewish education those people noc .;c all involved with the ~'.l.ltT<:nc 

system. I n this context, it was suggested that each lead community be 

encouraged to include a markecing componenc in its efforcs. 

'.!:ho Cl:.]!;'. cen££ •.• ~,, -~·-· "'""0 :,h.-:-,,-1 t-n Cn,nlr•mt>.IH-: .«nmP. of the sueci fie 

steps recommended at this me&cing. Thi1;; wi l 1 be don~ ln c:onsult<1t.lon 

with senior policy advisors. 

future meetings of the senior policy advisors will bP. sc:ieduhid for 

early summer and early fall. 
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C!JE Board Members Invited co 4/9/91 Meeting 

Attendance 
Name Plans 

Charles Bronfman Yes 

Gerald Cohen Yes 

John Colinci.o Yeo 

Irwi:1 Field 

Max Fisher 

Charles Coodma.n 

Alfred Gottschalk 

Arthur Green 

Neil Greenbaum 

Thomas Hausdorff 

David Hirschhorn 

Ludwig Jesselson 

Mark Lainer 

Norman Lamm 

Norman Lipoff 

S. Martin Lipsec 

Morton Mandel 

M.!ttChew Maryl es 

Lester Pollack 

Esther Leah Ritz 

Ismar Schorsch 

Isadore Twersky 

Sennecc Yanowicz 

Yes 

No 

Yes 

No - in Israel 

Yes 

Yes 

Yes 

Yes 

Yes 

No • in Canton, OJI 

Y12s 
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Other invitees: 

E) seer Yes 

Fox Yes 

Hochstein Yes 

Hoffman Yes 

Levi Yes 

Kraar Yes 
(until 2:30) 

Rotman Yes 

~oocher Yes 

Zucker Yes 

TOTAL At:t:ending 20 



Attendance 

Board Members: 

Policy Advisors 
and Staff: 

MINUTES 
COUNCIL FOR INITIATIVES IN JEWISH EDUCATION 

APRIL 9, 1991 
12 NOON - 4:00 P.M. 

COUNCIL OF JEW'ISH FEDERATIONS 
ru:.w 1v= \,.&.1. .1. 

Charles .Bronfman, Gerald Cohen, John Col.man, 

Alfred Gottschalk, Arthur Green, Thomas Hausdorff, 

David Hirschhorn, Norman Lamm, S. Martin Lipset, 

Morton Mandel, Matthew Maryles , Lester Pollack, 

Esther Leah Ritz, Isadore T\olersky, Bennett Yanowitz 

Shulamith Elster, Seymour Fox, Annette Hochstein, 

Stephen Hoffman, Martin K~aar, Virginia Levi, 

Arthur Rotman, Jonathan Woocher, Henry Zucker 

I. Welc9me and Introductions 

Mr. Mandel called the meeting to order at 12:40 p.m, He welcom~d 

participants to the first meeting of the newly established CIJE board 

and asked those present to introduce them~elves . Ha extended the 

regrets of Max Fisher, honorary chair. He reminded board members that 

the Council for Initiatives in Jewish Education is an outgrowth of the 

Commission on Jewish Education in North America. Its purpose is to 

implement the recornmend:1tions of the Commission and to bring about 

greater support for Je~ish education in North America with the ultimate 

goal of upgrading its quality . 

II. CIJE Structure 

The chair called board members' attention to the mission statement 

which had been distributed in advance. He reminded the board that its 

purpose is to set policy, authorize action, and galvanize resources for 

Jewish education. He noted that, in addition co board meetings which 

will occur approximately three times each year, there will be an annual 

meeting of an Advisory Council, composed of board members, Cowmission 

members, and other interested parties, The purpose of this m~eting 

w.1.l.1 u ~ ..... t-'L••wl.~- .. '[" .. ft(;T"C00 roi;>ort: ,:,n ,.ffnrr-,:: t:n enhance Jewish 

education in North America. 

Several board members raised questions about the actual role of the 

board in the work of the CIJE. Should the board initiate new ideas, 

evaluate funding proposals, and generally work wich the staff to 

accomplish the Commission's recommendations? Or should the board 

react to proposals of the s~aff and policy advisors? It was suggested 
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chat the board should set policy and strategy, and should shape tha 

direction of the CIJE. It should create an agenda, serve as a 

catalyst, and generally vork to make the Collllllission recommendations 

happen. 

It also was auggested that an important step toward bringing about 

change is to establish a timetable for accomplishing concrete goals. 

'Where do we want to be in two, five, or ten years? 

III . Action Plan 

A. Train in,; 

Dr. Shula.mith Elster, newly appointed chief education officer of 

CIJE, spoke about the training of Jewish educators . She noted that 

the Commission concluded that the number of well-trained Jewish 

educators in North America must incre..se. In order to accomplish 

this goal, we must recruit, train, and place highly qualified 

educators. 

As an initial step toward this goal, CIJE is establishing close 

working relationships with the major lnstitutions of Jewish 

learning, encouraging them to be the best they can be. Each is 

working to ~eet the changing needs of society. CIJE is working 

with them to encourage the development of plans to develop and 

enhance their strengths. In addition, CIJE is working with the JCC 

Association to support the training of top leadership in the field 

of informal Jewish education. 

As it encourages an enhanced training capability, CIJE will focus 

its attention on 1) clarification of current: and future needs in 

the field, 2) facilitating planning to meet the needs of the field, 

3) the teaching of subject matter, 4) identification of a~eas for 

joint projects, 5) means of at:tracting quality faculty, 6) the 

current status of in-servic~ training and how t:o raaet those special 

needs . It was noted that we must kno~ more about the state of 

pre -service and in-service education in order to work effectively 

on recruitment, retention, and profcssionalization of the field. 

In the discussion that followed, it was noted that the training 

programs being proposed will differ from those currently in effect 

by building on the current strengths of each of the training 

institutions. ~e are working to develop programs which will train 

more peopla for the field and to do so in innovative ways. 

In responsa to a question about the role of CIJE in this effort, it 

was noted that CIJE is wo~king with each institution to develop a 

strategy for meeting~ particular set of needs . 

--:·• 
.. 
''•. 
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Jonathan ~oocher; executive vice president of JESNA and a CIJE 
senior policy advisor, noted that che Commission had concluded that 
research is a key element for change in Jewish education. The 
Commission became aware of the paucity of research and the limited 
character of the research capability for Jewish education. It 
recommended, therefore, that on~ goal of CIJE be to strengthen the 
research capability for Jewish education in North America. · 

Senior policy advisors have recommended that research become an 
integral component of CIJE activities and that action be based on 
research. They also recommended that there ·is a need to address 
the lack of reliable data on specific elements of Jewish education, 
e.g., enrollments,. personnel, progru, etc. 

It was sugge$tad that a Jewish education data bank is needad, based 
on current thinkin·g and technology, to provide the data ne.cessary 
for effec~ive- planning and implementation of programs. In order to 
take the first steps toward developing such a data bank, JESNA and 
the JCC Assoc.iation propose to asses~ the data needs of potential 
decisionmakers, determine how best to collect the essential data, 
determine wbere and how to organize and maintain the data, and 
study ways to disseminate the data once it is in place. 

Finally, the senior policy advisors recolJ\IIlend that CIJE develop an 
agenda for future . research efforts and expand ~he current research 
capability in the field of Jewish education. It was suggested that 
the first steps coward this goal include a study of the research 
currently available and the development of a blueprint for what is 
needed. 

~oocher summarized the recommendatioTis of the senior policy 
advisors: 

l. That the CIJE consider research an integral component of its 
activities. 

2. That a plan be developed for the creation of a data base. 

3. That the ClJE undertake a study of specific approaches to 
building a broadbascd research capability. 

In the discussion chat followed it was noted that there is 
currently a. North American Jewish data bank, that .this does not 
focus on Jewish education, and that it would be consulted on the 
technology necessary to develop and maintain a data bank . 

.. 
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If the proposal to establish a data bank is approved , the CIJE 
staff will work to identify funders for the project. JCCA and 
JESNA would then take the necessary steps to develop a desigTI for 
the creation of the data bank. 

It was suggested that parameters be · set so that a da ta bank would 
focus on resear ch relat:e<l l.u the miss:i.on 0£ OIJE. It wo::: o.lco 
suggested that any project supported by CIJE should build a 
component of evaluation into the program. 

It was suggested that a subcommittee be formed to consider research 
needs and make a recO'IIllllendation to the full board. 

C. Lead Communities 

Stephen H. Hoffman. interim director of CIJE, reminded the board 
that the Collllllission recommended the creation of lead corumunities to 
serve as a laboratory to build Jewish education programs worth 
replicating . Kany communities have nominated themselves for this 
role. We wish now to determine how to identify lead communities, 
whether by inviting all communitios to apply or by identifying a 
small number of candidate communities and inviting them to apply . 
We anticipat:e establishing three t::> fi.ve lead communities . 

• "' • - .J 

communities was discussed. I t was s uggested that the availability 
of new money to suppor t innovative e ffort s i n Jewish education be 
among the criteria. 

Several board wembers spoke in favor of issuing a general 
invitation to apply, noting that this ensures a degree of 
commitment that wil l be i mportant to success. Others prefer 
inviting communities to apply, t o avoi d raising the hopes of 
communities that will then no t be se l ected, It 'was · suggested that 
we identify a single l ead community , establishing the best possible 
program, and assessing its i mpact. Other board members suggested 
that geographic and size dl_versity' are sig'n"'ificant for 
replicability and that we should select at least three 
communities . Finally, it wns sug~csted that CIJE publish the 
criteria for selection and invite all communities to apply, while 
at the same time extending particular invitations to those we wot.tld 
especially like to consider. 

It was noted chat the CIJE will bring the following elements t o 
each lead community: 

1. Expertise of CIJE staff and planning team&. 
2. Help with the cost of outside experts. 
3. The ability to link projects with potential funders . 

.. 
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We wish to encourage a focus on planning in each community. ~e 

also propose to identify, codify, and disseminate information on 

good practices which can be roplicated elsewhere. 

It was suggested that a timetable be set for the establishment of 

lead communities . Short• and intenaediate-term goals should be set 

to encourage concrete action. 

IV. Finance. Administration and Staffing 

It was reported that we anticipate ·a professional staff of three for 

CIJE: a chief professional officer to provide overall direction, a 

ch~o £ oduca~i~n ~ffi~~r rn ~rnvi~A Axpertise on issues of education, 
·and a planner familiar wi th community organization and social planning. 

Dr. Shulamith Elster bas accepted the position of chief education 

officer and will asstlllle that position on July 1. There is a need to 

identify the chief professional officer as soon as possible •. 

An anticipated three-year opera.ting budget for. CIJE was presented and •·· 

discussed. 

It was ·proposed that a search committee be established to select the 

chief professional officer. Committee members will include Charles 

Bronfman, Max Fisher, Charles Goodman, Neil GreenbaUJD , Morton Mandel, 

Matthew Maryles, and Lester Pollack. The search committee will 
consider engaging a search consultant. It will see that a position 

description is written and that: it is shared with the board. The 

search committee will canvas the board, senior policy advisors and 

others for possible candidates. A progress report will be presented at 

the next meeting of the board. 

V. Foundation Community Contacts 

It was noted that .a .number of foundations are already actively involvod 

with support of or considering new initiatives for programs in Jewish 

education. The ·CRB Foundation has an interest in Israel experience 

programs, the Cummings Foundation in development of host practices, 

the Jim Joseph Foundation is working with day schools, the Mandel 

Associated Foundations on senior personnel, the Revson Foundation is 

working on media and technology, the Wexner Foundation with 

recruicment, and the Zanvyl Krieger Foundation on compensation and 

pension progr~ms. 

VI. CIJE Hission 

Following the presencacions and discussion on an action plan, the board 

returned to ·a discussion of its method of operation. It 1.1as 

anticipated that three meetings per year would be held in Nov York. 

Subcommittees may be established which will meet between meetings or on 

mornings prior to board meetings . Materials for board discussion will 

·, ··., .. 

·• 
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VII. 

be sent out in advance and individual consultations will be held with 
board members between meetings. Thero will be periodic col!llllunications 
with the board to provide updates on progress which occurs between 
meetings. All of this will evolve as we go about our work. 

It was suggested that CIJE's role as an advocate for Jewish education 
be con~idered further at a future meeting, The concept of lead 
programs or institutions was raised for further discussion at a future 
meeting. There was also a reminder. of the importance of the 
replicability of programs within lead communities. 

Concluding Comments 

The meeting concluded with a thoughtful D'var Torah by Rabbi Norin.an 
Ls.mm, president of Yeshiva University. 

·• 
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[ •o r  t h e  A d v a n c e d  S t u d y  a n d  D e v e l o p m e n t  o f  J e w i s h  E d u c a t i o n

CUE Workshop 

A G E N D A

Sunday, July 14

Morning Plenary
Introduction and Procedures
The Lead Community Concept
Small Groups: The Lead Community Concept

Afternoon Plenary
Reports from small groups and Discussion

Monday, July 15

Morning Plenary
Lead Communities: Selected Issues
Small Groups
A. Working to Establish a Lead Community:

1. Recruitment and Selection; Working and Planning with
the Lead Community
2. Agreement between the CIJE and the Lead Community

B. Scope and Content of a Lead Community
1. Best Practices
2. Required and Optional Topics

Afternoon Plenary
1. Reports from Small Groups
2. Reformulation of the Lead Community Concept

Tuesday, July 16

Morning Plenary
Building the Profession: Introduction
Small Groups

A. Recruitment
B. Training
C. Profession Building

— Salaries
—Benefits
— Career paths
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Plenary
Reports from Small Groups and Discussion 
Plenary
Personnel in the Lead Community

Plenary
Research: Introduction
Small Groups

A. Research:
1. Monitoring, Evaluation and Feedback Loop
2. Building a Personnel Capability

B. The Community:
1. Strategic Plan
2. Financing Lead Communities

Plenary
Reports from Small Groups
Research and the Lead Community
Building Community Support in the Lead Community

Plenary
Lead Communities Reconsidered 

Plenary

Afternoon

Wednesday, July 17

Morning

Afternoon

Thursday, July 18

Morning

Afternoon
Summary and Conclusions




